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The COVID19 pandemic has had a significant impact on people living or working in 
prison. For many living in prison, time out of cell was severely restricted, presenting 
major challenges to wellbeing, education, rehabilitation and the ability to create 
positive change. We are hopeful that during 2022 restrictions will ease, day-to-day 
prison life will rebound and education-related activity will gather pace. However, the 
impact of the pandemic is likely to be felt for some time to come, as prisons continue 
to adjust to changed circumstances. We can see other ‘big picture’ changes that will 
shape prison education and the criminal justice system during the coming decade. 
These include: 

•  By 2030 the prison population is likely to have risen to c100,000, increasing overall 
demand for education whilst in prison, as well as post-release. This means that demand 
in prison for basic literacy support – and other basic skills like numeracy – will increase,  
as will the opportunity to offer continued learning post-release. 

•  The current UK Government is committed to building a number of new, larger prisons, 
most probably with lower staff levels. Alongside this we are likely to see further ‘deep 
regime change’ meaning that time out of cell will remain lower in historical terms, but 
that time will be more structured, with a greater focus on purposeful activity. This is an 
opportunity for those providing prison education to adapt delivery models. 

•  The UK Government is also committed to forming a new Prison Education Service (PES) 
by the end of this Parliament, with an increased focus on basic literacy and numeracy, 
highlighted in the recent Prisons Strategy White Paper. Current provision through the 
Prison Education Framework (PEF) does not serve everyone in prison well; the inability to 
read, combined with many people’s poor childhood experiences of mainstream education, 
means that take up of PEF provision is unrealistic for a large group of people.  
This can be addressed. 

•  Her Majesty’s Prison and Probation Service (HMPPS) is increasingly recognising the 
importance of digital resources for people in prison, and more investment in digital 
infrastructure is taking place. Demand for access to digital resources is growing 
amongst learners too. 

This changing picture – and the need to do much more to address low literacy and low 
numeracy – has provided our organisation with clear signals that change is necessary,  
if we are to ensure that nobody is left out of learning. This document captures how we  
will do that over the next three years, including: 

	 -	How	we	will	tell	our	story	and	raise	our	profile	

 - Our strategic aims and the results we expect to see 

 - The ways in which we will grow the organisation’s capabilities 

  - How we will diversify our income and ensure we are sustainable.

At Shannon Trust, we believe in the power of reading and education to change lives 
for the better. Now, our clear aim is to make that a reality for more people and we look 
forward to working with you to make it happen

Ian Merrill 
Chief Executive Officer



Our purpose,  
vision and mission
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Purpose
We support people in the criminal 
justice system to learn to read and 
improve other basic skills, so they can 
pursue wider opportunities and thrive  
in the community.

Vision
A future where everyone can experience 
the positive impact of learning.

Mission
To connect the power of volunteers, 
mentors and partners to offer a range  
of	effective,	accessible	and	flexible	
learning opportunities in prisons and  
the community.



Our values
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At Shannon Trust, we value:

The individual
We are supportive and non-judgmental – with our learners, mentors, 
volunteers and each other. By focusing on learners’ unique and 
individual	needs,	we	can	grow	skills	and	confidence	so	they	can	
reach their full potential.

Collaboration
We cannot achieve our vision alone, so we are resourceful 
and collaborative. By working with mentors, volunteers and 
partner organisations, we can ensure our programmes are widely 
accessible across the criminal justice system and communities.

Inventiveness
We	know	reading	can	be	the	first	step	to	transforming	lives,	 
yet we also recognise wider needs. Ambitious, energetic and 
creative, we take a learner-led approach to innovation to increase  
the breadth and impact of our work.

We believe that…
 •  Nobody should be left out  

of learning
 •  Self-belief is essential to  

personal growth
 •  Learning can increase 
confidence,	transform	lives	 
and reduce reoffending

Our beliefs



04 Shannon Trust | Organisational Strategy 2022-2024

Strategic Aims 
2022-2024

Increase the number of 
people completing our reading 
programme in prisons

Grow availability of  
our programmes  
in the community

Test new ideas to address  
other basic skills gaps,  
scaling what works

A future where everyone can  
experience the positive impact  

of learning

1.

2.

3.
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Strategic Aim 1

Our aim Increase the number of people completing our reading programme in prison

Current context Shannon	Trust	currently	reaches	about	10%	of	people	in	prison	who	might	benefit,	 
and we want to drive up the number we reach

Who will benefit? People with low literacy in all prisons – both existing establishments and those under construction

Why is this important? Learning to read is foundational to navigating prison life, better access to formal education, 
successful rehabilitation and improved life chances

How will we change up? We will secure funding for our work from HMPPS and build our capacity to deliver at scale

Outcome measures •	Our	first	HMPPS	contracts	by	April	‘22
• HMPPS contracts in every prison region by April ‘24
• Quarter-on-quarter growth in people starting and completing Turning Pages 
• Establish Prison Education Service commercial strategy by spring ‘24
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Strategic Aim 2

Our aim Grow availability of our programmes in the community

Current context We want to build on our community pilots, and extend our offer so that prison leavers can continue 
or start Turning Pages

Who will benefit? People with low literacy on probation, and those accessing other services supporting people in or 
around the criminal justice system

Why is this important? Most people in prisons will be released, many in the near term, meaning learning is either 
interrupted or does not start

How will we change up? We are partnering with multiple community agencies, and will focus on providing digital learning 
resources as we grow our community presence

Outcome measures • Turning Pages digital app available by May ‘22
• Transition community pilots into longer term partnerships by December ‘23 
• Start to acquire new community partners from summer ‘22
• Quarter-on-quarter growth in people starting and completing Turning Pages in the community
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Strategic Aim 3

Our aim Test new ideas to address other basic skills gaps, scaling what works

Current context Reading is foundational, but part of a bigger picture. So, we want to test new approaches to 
address other basic skills gaps

Who will benefit? People with other basic skills gaps in prisons and on probation and those in the community  
who are ‘at risk’ of offending

Why is this important? Literacy often goes hand in hand with other basic skills gaps, most commonly numeracy and 
digital literacy – our model can adapt to address these

How will we change up? Following a merger with fellow charity 1:1 Maths, we will incorporate basic maths into our 
informal, peer-led, learning model

Outcome measures •  Roll-out of basic maths provision across 25 prisons by December ‘22
•  Roll-out of basic maths provision to a further 50 prisons by December ‘24 
•  Pilot delivery in one other area of basic skills during 2023 
•  Quarter-on-quarter growth in people completing basic maths programme
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Strategic Enabler 1 Strategic Enabler 2

Developing our workforce

Our workforce is made up of staff and volunteers, working 
remotely across England, Wales and Northern Ireland.  
Our operational staff and volunteers work in regional teams, 
supported by central functions spanning communications & 
marketing, income generation, business support and governance. 
Over the life of this strategy we expect to grow our team in terms 
of numbers, as well as supporting our people to excel in the 
workplace through stretching development opportunities.  
Our aim is to optimise individual and organisational performance, 
ensuring that our stated values and behaviours shine through in 
our work. Key objectives include:

Digital development

Until the COVID19 pandemic, Shannon Trust had exclusively 
used physical learning materials – printed manuals and books 
– in its programme delivery. The move to provide different 
learning resources during the pandemic – CDs, video and basic 
digital content – has been the catalyst for a programme of more 
through-going digital development. With our digital partner Yalla 
Cooperative we will complete the digitisation of Turning Pages, 
and extend its use in both prison and community settings. Key 
objectives include:

During 2022:

-  Commission and deliver a management development 
programme for key staff

-  Enhance our virtual meeting capabilities through best practice 
and relevant tools

-  Review and update all organisational policies with regard to 
equality, diversity & inclusion

-  Continue to develop and expand the role of volunteers across 
operations and central support

During 2022:

- Fully develop Turning Pages as a product

-	Configure	app	for	initial	prison	use

- Implement new data management framework

- Develop associated e-learning resources

-  Roll-out digital access to existing community partners  
and commence new customer acquisition

- Pilot access to basic maths digital provision 

- Achieve Cyber Essentials accreditation



09 Shannon Trust | Organisational Strategy 2022-2024

Strategic Enabler 3 Strategic Enabler 4

Telling our story more successfully

Our organisational strategy is aimed at doing much more to 
address low literacy and other basic skills gaps across the criminal 
justice system and related areas, so a key component of that aim 
is to drive a step change in how we communicate and market what 
we do. 2021 was a year of rebuilding our capabilities in this area 
through	firstly	a	strategic	review,	then	recruitment	and	–	following	
widespread internal and external consultation – re-building our 
strategic brand statements (pages 2 and 3). 

These changes to the overall look and feel of how we 
communicate will be launched formally at the start of 2022,  
and we are aiming to raise awareness of Shannon Trust with 
key audiences across a range of channels, build our supporter 
base,	significantly	improve	the	effectiveness	of	our	messaging	for	
operational partners and drive growth in engagement across social 
media platforms. We also aim to make our voice heard in central 
government to make the case for investment in basic skills.  
Key objectives include:

Effective and efficient business support

We recognise that the growth in our ambition to do more has to 
be matched with a clear commitment to growing our organisational 
capabilities; this means that the business support provided 
to our staff, volunteers and other stakeholders must be high 
quality, reliable and value-for-money. As with our approach to 
communications and marketing, 2021 was a year of re-focusing 
our business support through strategic thinking, recruitment and 
establishing sound systems and processes. So, as we grow 
operationally and work with more learners over the life of our 
strategy, we will aim to grow our business support model to ensure 
our people have the tools to do the job. Key objectives include:

During 2022:

- Launch our new three-year strategy

- Launch our new communications strategy including
 • Revised brand statements
 • New website operational
 •  Consistently monitoring audience analytics and seeking  

out feedback to improve how we communicate with  
all stakeholders

During 2022 - 2023:

- Develop long-term business support strategy

- Streamline all policies and procedures

- Improve workforce recruitment, onboarding and engagement

- Optimise remote-working model

- Develop enhanced data collection & reporting processes

- Optimise all IT platforms and applications
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Finances 2022-2024

During its twenty-year history, Shannon Trust has been heavily reliant upon grant income from trusts & foundations, bolstered by public 
donations and sales of learning materials outside of the criminal justice system. Over the life of this three-year strategy we aim to further 
diversify our income in order to support our renewed organisational ambition and strategic aims. Overall income is expected to grow  
year-on-year during 2022-2024, diversifying as follows:

2022

10% 15%

15%

5%

35%

30%

90%

2023 2024

Donations

Trusts & 
foundations

Commercial

Sponsorship

Contracts

Anticipated expansion 
in delivery costs
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Our organisation is named after Tom Shannon whose letters from prison, exchanged with the  
charity’s eventual founder Christopher Morgan, became more widely known later in the book  
Invisible Crying Tree; those letters and the relationship that developed between Tom and Christopher 
started raising awareness of low literacy amongst people in prison. Although he didn’t know it at the 
time, Tom has been an inspiration to many who followed.
Although much has changed since Tom and Chris wrote their letters to each other – prisons, adult 
learning best practice, digital technology and our organisation itself have all changed – the core principle 
that	our	beneficiaries	remain	at	the	heart	of	what	we	do	remains	important.	How	that	principle	is	
honoured is always a work in progress, and we are committed to doing more to involve people with  
lived experience over the life of this strategy. Key objectives will include:

The reason we exist 
– our beneficiaries

During 2022:

 Extend and develop the 
Shannon Trust alumni 
group, involving former 
learners and mentors in 
organisational developments

Increase and develop 
board-level lived-experience 
membership

 Increase the percentage of 
people with lived experience 
taking up salaried and 
volunteers roles



Shannon Trust is a registered charity operating across the United Kingdom
Registered Charity no. 1117249 
Company Registration No. 5906258

If you would like to talk to us about our strategic plan,  
partnering with us or supporting what we do, then please 
get in touch at:

Freepost SHANNON TRUST

communications@shannontrust.org.uk

www.shannontrust.org.uk 


