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Audit overview

A modern justice and corrections system aims to balance the community’s desire
to punish and denounce offenders with a pragmatic need to reform and rehabilitate
individuals so they can return to a law-abiding life after they have served their
sentence.

Prisons are Victoria’s most intensive form of punishment in the hierarchy of available
sentencing options. As an alternative to imprisonment, the practice of managing some
offenders in the community offers significant cost savings and social benefits.

A community correction order (CCO) is a sentence imposed by a court that allows
offenders to complete their sentences in a community setting. Offenders on CCOs may
have to comply with specific conditions imposed by the courts, such as mandatory
drug or alcohol treatment, and significant restrictions such as curfews and judicial
monitoring.

In 2014-15, the cost to manage someone on a CCO was $27.55 per day, or just over
$10 000 per year. This is much lower than the $360.91 per day—or more than
$131 700 per year—that it costs to manage a prisoner.

A social benefit of CCOs is that sentenced offenders have the opportunity to maintain
and improve their social and economic support networks in a community setting, while
they make amends for their offences and undergo any court-ordered rehabilitation.

Offenders who receive community-based sentences also tend to have much lower
rates of reoffending. This correlation is in part expected, as many of those on CCOs
are from a relatively lower-risk cohort.

Corrections Victoria’s (CV) data reports that 24.9 per cent of offenders who have been
on CCOs returned to corrective services in 2014-15. This compares favourably to
prisoners, 53.7 per cent of whom returned to prison or to community corrections.

CV is part of the Department of Justice and Regulation (DJR) and is responsible for
directing, managing and operating Victoria’s adult correctional system.

Since 2012, there have been a number of changes to legislation and sentencing

practices:

. suspended sentences have been abolished

. the maximum period of imprisonment was extended from three months to two
years when combined with a CCO, but recent legislative changes have reduced
this period to one year

. CCOs have become a sentencing option for more serious crimes, although
recent legislative changes limit their use for very serious crimes.

These changes have triggered an increase in the number of offenders on CCOs,
almost doubling from 5 871 in 2013 to 11 730 in 2016.
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CV recently conducted a major internal review of one of its divisions, Community

Correctional Services (CCS), in response to this increase. The review identified a

number of urgent challenges in the CCO system including:

. system challenges in managing unexpected growth

. legislative changes driving higher-risk offender profiles

. broadening expectations of the services that CCS delivers—community
corrections being seen as both one step away from prison and an early
intervention option for offenders

. constrained CCS resources and access to community treatment options

. challenges in recruiting and training appropriately qualified staff

. case management roles for managing serious offenders being filled by
inexperienced staff.

The review proposed extensive reforms to human resources, work processes, facilities
and technology to address these issues.

In the latest State Budget, the government invested $233.4 million in the community
corrections system over the next four years. This includes funds to deliver most of the
reforms proposed in the review, which are expected to be fully implemented by
January 2019.

In this audit, we examined how effectively CV manages CCOs. We also looked at:

. the Department of Health and Human Services (DHHS), to assess how well it
coordinates rehabilitation and support programs with CV

. Victoria Police, to examine how well it exchanges information with CV about
offenders on CCOs.

Conclusion

CV's reform program is comprehensive and addresses the key challenges arising from
the rapid overall increase in offenders on CCOs, including the fast-growing cohort of
high-risk offenders. If implemented effectively, the reforms, along with CV'’s significant
recruitment exercise, should reduce high case loads and improve overall management
of offenders.

However, current practices for managing offenders on CCOs are not effective, and
much of the effort to fully implement these reforms lies ahead. There is a shortage of
adequately trained staff to meet the increase in offenders on CCOs, business
processes are inefficient, and the fragmented information management environment
impedes timely decision-making and effective coordination.

To better manage risks to community safety, CV needs to review its process for
managing offenders who do not comply with their CCO conditions, especially the
process for taking offenders back to court for breaches of conditions.

Managing Community Correction Orders Victorian Auditor-General’s Report



Audit overview

The growing number of higher-risk offenders on CCOs has added extra complexity to a
system that is already struggling with high growth and high case loads. CV needs to
better understand these more challenging cohorts and improve its risk assessment
completion rates. It also needs to improve its communication with Victoria Police about
higher-risk offenders.

The Neighbourhood Justice Centre (NJC) provides a highly integrated model for
effective management of offenders. This includes collocation of a range of services at
court (including CCS), active judicial monitoring and effective integration of all support
and services. CV is trying to incorporate elements of this model into its services, but
there is no active collaboration between CV and Court Services Victoria to further
explore potential synergies in the two offender management models.

Findings

More higher-risk offenders

As a result of changes to legislation and sentencing practices, more offenders with a
higher risk of reoffending are now serving their sentences in the community.

CV'’s risk assessment tools show that the percentage of offenders on CCOs with a
high risk of reoffending is currently 27 per cent (at 30 June 2016) of total offenders on
CCOs. Comparable historical data is not available due to possible under-assessment
of high reoffending risks in the past.

Almost 40 per cent of offenders on a CCO at 30 June 2016 have had one or more
terms of imprisonment, which increases the complexity of managing this cohort.

Recruitment and training

CV will grow from approximately 563 full-time equivalent staff in 2014-15 to around
963 full-time equivalent staff in 2016—17—an increase of about 71 per cent—to
manage the greater numbers of offenders on CCOs.

CV has been addressing historical understaffing exacerbated by the recent growth in
case loads. CCS has recorded high staff turnover for more than a decade—at an
average of around 20 per cent per year between 2005 and 2015. At present, the
turnover rate for entry level staff is around 43 per cent, with an overall attrition rate of
almost 21 per cent. In 2015, a consultant contracted by CV estimated that this rate of
attrition added $1.2 million annually to CV’'s employment costs.

CV has multiple recruitment strategies in place and is applying lessons learnt from
the recent parole system reforms, where there were not enough suitable external
candidates. CV acknowledges that it may not be able to achieve the planned
expansion of CCS within its expected time lines because of a limited pool of ‘work
ready’ external candidates.

The 2015 internal review of CCS identified that employees were unprepared and
overwhelmed due to the lack of training before they entered the field. CV has now
started a pre-service training module as part of its reform program.
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Information management systems

CV's information management systems are inefficient and fragmented, with no single
source of accurate data about offenders. Case managers must access multiple
systems to extract the information they need to do their job.

The CV reforms proposed to introduce a modern, consolidated information technology
system to manage offenders. However, this project was not separately funded in the
last State Budget.

CV continues to seek funding for a more robust information management system as a
strategic priority. In the meantime, it is working to increase the capacity and
performance of its legacy systems.

Contingency planning for the reform program
CV has set itself challenging deadlines to deliver its reform program.

However, CV has limited contingency plans in place, and there is a risk that it may not
be able to implement the reforms by the planned deadlines. There are early positive
signs that CV is fixing any implementation issues when they occur.

Risk assessments of offenders

Robust risk assessments of offenders in the community are the foundation for effective
supervision and management of offenders. CV uses a suite of tools to determine an
offender’s risk of reoffending.

However, CV is not consistently completing full risk assessments within the required
six-week time frame. A recent CV internal report notes that only 55 per cent of risk
assessments are being completed on time, which means that potential risks to the
community are not understood or managed.

Support programs and services

Some of the rehabilitation conditions that the courts may attach to a CCO include
participation in support programs. These include alcohol and other drug (AOD)
programs, offending behaviour programs (OBP), and use of mental health services.

In 2014-15, almost 74 per cent of offenders had at least two conditions on their CCO.
In 2015-16, almost 85 per cent of CCOs had AOD conditions attached. The number of
CCOs with rehabilitation conditions is increasing due to there being more offenders in
the system and more CCOs with multiple conditions.

This has led to increasing demand for support programs and services which, in turn,
has led to offenders facing significant wait times when trying to access programs—
such as an average of 20 business days for AOD programs. Almost 40 per cent of
serious risk offenders on the OBP screening priority list waited more than three months
for a pre-assessment screening.

For mental health conditions, some offenders on CCOs may have to make a gap
payment for their treatment, which can prevent or discourage them from participating.
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CV'’s business plan indicates that excessive wait times can increase the risk that an
offender poses to the community as the offender’s underlying situation has not yet
been assessed and is therefore unmanaged.

CV is working to reduce wait times by increasing the capacity of existing programs.
CV is also working with DHHS to improve access to mental health programs.

Managing breaches of CCOs

Victoria’s rate for offenders completing CCOs is the second lowest for all Australian
jurisdictions at 66.5 per cent, with the lowest in Western Australia at 61.2 per cent. The
highest rate of completion is in Tasmania at 87.6 per cent, and the national average is
72.9 per cent.

Case managers use their skills, networks and experience to help offenders complete
CCOs. However, CV admits that significant workloads for case managers—more than
60 offenders per officer in some locations—hamper prompt management of offenders
who do not comply with the conditions of their CCO.

CV'’s reform program plans to bring this case load down to between 25 and 40
offenders per case manager, depending on the risk and complexity of the offenders.

Better practice in managing offenders

Collingwood’s NJC has been an innovative model for managing offenders since its
establishment in 2006. It uses a holistic and integrated approach to managing
offenders, with close coordination of support services and effective judicial monitoring.

Although the NJC model has been externally assessed as effective—and CV has tried
to incorporate some elements of the model in its offender management practices—CV
is not working strategically with Court Services Victoria to more fully apply this model
to other parts of the corrections system.

Monitoring and reporting framework

Staffing problems and heavy case loads affect how well CV can supervise offenders.
CV'’s current performance measures mostly focus on compliance and outputs, but it is
planning to improve these measures as part of its reform program.

CV will find it difficult to achieve this objective without an integrated information system
to generate reliable data.

Evaluation activities

The 2015 review of CCS is a good example of a robust organisational evaluation, and
its recommended reforms are based on identified problems.

CV is planning to evaluate the effectiveness of the reforms and expects to have an
evaluation plan in place by February 2017. To date, however, CV has not effectively
evaluated its support programs and services.
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Recommendations

We recommend that Corrections Victoria:

1.

10.

11.

12.

include community safety as a key strategic principle for managing offenders on
community correction orders, in line with the approach used for offenders on
parole (see Section 2.2)

monitor and review the implementation of planned reforms of the community
corrections system, to make sure they are achieving their objectives (see Section
2.5.4)

develop a robust contingency plan for the reforms program, to address all
time-critical stages (see Section 2.5.4)

monitor and evaluate staff training to make sure it is sufficient and fit for purpose
(see Section 2.5.3)

ensure risk assessments are completed within required time frames, and validate
the current risk assessment tools to make sure they are effective (see Section 3.3)

improve information technology systems to enable case managers to manage
offenders on community corrections orders more effectively and to provide a single
source of accurate data about offenders (see Section 2.6)

work with Court Services Victoria and other relevant stakeholders to explore
effective and innovative models for managing offenders in the community,
including applying elements of the NJC model (see Section 3.6)

reduce wait times for support programs and services by making sure that enough
programs are available to offenders on community correction orders (see
Sections 3.4.3, 3.4.4 and 3.4.5)

review the way it shares information with Victoria Police to make this process more
effective and timely (see Section 3.5.3)

review the way it manages offenders who breach the conditions of their community
correction orders and, where needed, provide advice to government on making the
breach process faster and more effective (see Section 3.5.2)

regularly evaluate support programs and services for offenders on community
correction orders, to make sure they are achieving their objectives (see Section
4.3.2)

develop more strategic monitoring and reporting of support programs and services
for offenders on community correction orders, to provide better-quality information
for decisions about future programs (see Section 4.3.1).
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Recommendations — continued

We recommend that Victoria Police:

13. develop an effective mechanism, in coordination with Corrections Victoria, to
improve monitoring of offenders on community correction orders, particularly
offenders who present a higher risk to the community (see Section 3.5.3).

We recommend that the Department of Health and Human Services:

14. work with Corrections Victoria to monitor, report on and evaluate the support
programs and services for offenders on community correction orders, with a focus
on how effectively these programs minimise offenders’ risk of reoffending (see
Sections 4.3.1 and 4.3.2).

Responses to recommendations

We have professionally engaged with Corrections Victoria (within the Department of
Justice and Regulation), the Department of Health and Human Services, and Victoria
Police throughout the course of the audit. In accordance with section 16(3) of the

Audit Act 1994 we provided a copy of this report or relevant extracts to those agencies,
and requested their submissions and comments.

The following is a summary of those responses. The full responses are included in
Appendix A.

The Department of Justice and Regulation (Corrections Victoria) accepted all of our
recommendations and provided a detailed action plan on how it plans to address them.
We noted that Corrections Victoria has already commenced acting on a number of our
recommendations. The Department of Health and Human Services and Victoria Police
also accepted the recommendations addressed to them. Victoria Police committed to
working with Corrections Victoria to develop more effective information sharing to
assist Corrections Victoria to monitor offenders on community correction orders. The
Department of Health and Human Services responded with a commitment to work with
Corrections Victoria to monitor, report on and evaluate the support programs and
services for offenders on community corrections orders.

Victorian Auditor-General’'s Report Managing Community Correction Orders ~ Xiii






Audit context

1.1 About community correction orders

A community correction order (CCO) is a sentence imposed by a court that allows
offenders to complete their sentence in the community, rather than going to prison.

CCOs aim to both punish and rehabilitate offenders by addressing the circumstances
and underlying causes of offenders’ behaviour, as well as minimising the risk of them

reoffending. Offenders on CCOs may have to comply with significant restrictions while
they are completing their sentence in the community.

Restrictions ordered as part of a CCO can include:

. curfews

. specifying where an offender must live

. restricting an offender from nominated places or zones

. stopping an offender from consuming alcohol

) periodic monitoring of an offender’s progress by the courts.

Conditions included in CCOs

CCOs always include one or several conditions that the offender must comply with—

these conditions are made by judicial officers who take into account the type of crime

that the offender has committed, as well as the offender’s individual needs. The

conditions of a CCO may require offenders to:

o do unpaid community work

. be supervised while they are completing their sentence

. undertake treatment and rehabilitation programs designed to help offenders get
their lives back on track and stop them from committing further crimes.

Types of CCOs

There are two basic types of CCOs:

. unsupervised CCOs—which involve unpaid community work and are also
known as reparation orders

. supervised CCOs—which may have a supervision condition attached to them
and may include other restrictive conditions and participation in support
programs.

Victorian Auditor-General’'s Report Managing Community Correction Orders 1
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1.1.1

CCO imprisonment orders

A CCO imprisonment order is a combined order that includes a period of imprisonment
followed by a CCO. Under previous legislation, the maximum prison term for a CCO
imprisonment order was two years, but new legislation passed by Parliament in
November 2016 has reduced this period to a one-year maximum.

Between 2013-14 and 2015-16, the number of CCO imprisonment orders imposed on
offenders increased by more than 400 per cent.

Advantages of CCOs

Research shows that imprisonment generally has negative impacts for both the
offender and the wider community. Prisons are expensive to run and compete with
other social services for scarce public resources.

Reducing the risk of reoffending

Because CCOs can include conditions that address an offender’s specific needs, they
can help to reduce the risk of an offender committing further crimes, which improves
community safety.

When compared to people who go to prison, those on CCOs have a significantly

reduced risk of reoffending, although they do tend to come from a lower-risk cohort so

the link may not always be causal. According to data from the Department of Justice

and Regulation (DJR) for 2014-15:

. 24.9 per cent of offenders on CCOs reoffend and go back through the
correctional system within two years

. 53.7 per cent of offenders who have been to prison reoffend and either return to
community corrections or prison within two years of release.

Providing benefits for the community

CCOs can also have a range of social benefits, such as maintaining and improving
social and economic support networks for a sentenced offender, while they undergo
rehabilitation and make amends for their offences in a community setting.

In addition, many CCOs have a condition that requires offenders to perform unpaid
work in the community as a form of punishment that allows them to make amends to
society. More than a thousand organisations are involved in the community work
programs used by the community corrections system. DJR estimates that in 2015-16
this unpaid work was equivalent to $24.3 million in value for the Victorian community.

Offenders serving sentences within the community can pose some risk to society.
However, effective management of offenders in the community can minimise these
risks.

2 Managing Community Correction Orders Victorian Auditor-General’'s Report
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Reducing the cost of managing offenders

The 2016-17 Victorian Budget estimates the cost of prisoner supervision and support
to be $1.1 billion each year. The Victorian Ombudsman’s September 2015 report
Investigation into the rehabilitation and reintegration of prisoners in Victoria
commented that ‘prison is also the most expensive response we have to criminal
behaviour’ and that ‘some alternatives work’.

CCOs are a cost-effective alternative to imprisonment. The Productivity Commission’s
2016 Report on Government Services showed that, in 2014-15, the daily total cost of
managing someone on a CCO was $27.55 (or just over $10 000 per year). This is
much lower than the $360.91 per day (more than $131 700 per year) that it costs to
manage someone in prison.

1.2 Changes to legislation

Since 2011, changes in legislation and sentencing practices have increased the
number of offenders on CCOs.

Abolishing suspended sentences

The Sentencing Amendment (Community Correction Reform) Act 2011 changed the
range of sentencing options that courts can use.

The changes replaced several existing sentencing options—such as suspended
sentences, intensive correction orders and community-based orders—with a single
comprehensive and flexible order, the CCO. These changes allow courts to include
restrictive conditions in CCOs.

Before the legislation was updated, offenders who had received a suspended sentence
could continue to live in the community with no supervision or monitoring. During
2010-11, there were 7 408 wholly or partially suspended sentences orders made, but
this number had declined to 3 105 orders made in 2014-15.

Reforming the parole system

In 2013, the government commissioned the Review of the Parole System in Victoria
(known as the Callinan Review). This review recommended reforms that have
significantly changed the corrections system. Community Correctional Services (CCS),
a division of Corrections Victoria (CV), was divided into two streams—one dedicated to
offenders on parole and the other focusing on offenders on CCOs. As a result of the
reforms, a number of senior staff from the CCO stream moved to the parole stream.

Victorian Auditor-General’'s Report Managing Community Correction Orders 3
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The government invested $84.1 million over a four-year period to reform the parole
system in line with the recommendations from the Callinan Review. Under the reforms,
breach of parole became a criminal offence and the eligibility criteria for granting
parole became more stringent.

Clarifying the purpose of CCOs

The Sentencing Amendment (Emergency Workers) Act 2014 introduced stronger
penalties for violent offences against emergency workers on duty.

The amendment also clarified the purpose of CCOs. It states that a court must not
sentence an offender to time in prison if the same sentencing outcome could be
achieved through a CCO with one or more restrictive conditions. The amendment also
extended the maximum time that an offender can be sentenced to prison if they had a
combined CCO, increasing it from three months to up to two years.

Broadening the use of CCOs

In December 2014, a judgment by the Victorian Court of Appeal in the cases Boulton
v The Queen, Clements v The Queen and Fitzgerald v The Queen (2014) found that
CCOs were different from the range of community-based sentencing options that had
previously been available.

The Court of Appeal stated that CCOs give courts a sentencing option that may
address the underlying causes of an offender’s behaviour. The Court of Appeal also
stated that CCOs could be used for more serious crimes, which has broadened the
range of offenders who may receive CCOs.

Amending legislation

On 12 October 2016, the Premier of Victoria announced that the government would

amend legislation to stop the use of CCOs for some serious crimes. The Sentencing
(Community Correction Order) and Other Acts Amendment Bill 2016 was passed by
Parliament in late October, receiving Royal Assent on 11 November 2016.

The amended legislation also:

. reduces the maximum prison sentence for an offender on a combined CCO, from
24 months to 12 months

. prevents non-parole periods being included in a combined CCO, which means
that offenders must serve their full sentence in prison before beginning their CCO

. limits the maximum length of a CCO to five years.
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1.3  Sentencing trends

Changing legislation has affected sentencing trends in Victoria. Figure 1A shows the
current trends in sentencing in Victoria.

Figure 1A
Sentencing trends in Victoria, 2005-06 to 2014-15

Note: The total number of sentences includes other types of penalties such as fines, training
programs and dismissals.

Source: VAGO, based on data from the Sentencing Advisory Council.

As shown in Figure 1A, between 2005-06 and 2014-15:

the overall number of sentences increased by approximately 32 per cent

the number of imprisonment sentences increased by 49 per cent

the number of CCOs, including community-based orders made before the 2011
changes to legislation, increased by 99 per cent

the number of wholly and partially suspended sentences decreased by

50 per cent.

At the time of this audit, the Sentencing Advisory Council had not published data for
2015-16.

Victorian Auditor-General’'s Report Managing Community Correction Orders
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1.4

Increase in CCOs

The new legislation introduced in 2011 has resulted in more CCOs. Since 2013-14,
the total number of CCOs registered has grown by approximately 68 per cent. Figure
1B shows the growth trend for all types of CCOs.

Figure 1B
Growth in registered CCOs, 2013-14 to 2015-16

Orders
18 000 -
16 000 -
14 000 -
12 000 -
10 000 -
8 000 A
6 000 -
4 000 -
2 000 A
ol e omm 2
2013-14 2014-15 2015-16
B CCO imprisonment = CCO unsupervised (reparation order) = CCO supervised

Source: VAGO, based on data from CV.

Figure 1B shows the total number of orders, because offenders might have multiple
orders in place. The number of offenders on a CCO has increased from 5 871 on
30 June 2013 to 11 730 on 30 June 2016—an increase of almost 100 per cent.

Roles and responsibilities

6 Managing Community Correction Orders

While CV has overall responsibility for managing offenders on CCOs, a humber of
agencies are involved in the process.

Corrections Victoria

CV is responsible for directing, managing and operating Victoria’s adult correctional
system. It sets standards, policy and strategy for the management of prisoners and
offenders.

One of CV'’s strategic priorities is to provide a correctional system that delivers ‘the
highest standards for the safe and secure management of offenders’.

Within CV, CCS is the division responsible for managing and supervising offenders on
CCOs. CCS is overseen by CV’s Deputy Commissioner Operations.

Victorian Auditor-General’'s Report
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Department of Health and Human Services

The Department of Health and Human Services (DHHS) oversees the delivery of
alcohol and drugs assessment and treatment programs for offenders on CCOs.

DHHS uses the Community Offender Advice and Treatment Service to assess and
broker alcohol and drug treatment programs through a network of community-based
providers.

Victoria Police

Victoria Police detects breaches of CCO conditions by reoffending as part of its
policing activities. It shares relevant law enforcement data with CV.

By sharing data, police officers can find out if a person they are dealing with is on a
CCO, and CCS case managers can then see that an offender under their supervision
has been in contact with the police.

Court Services Victoria

Court Services Victoria (CSV) provides administrative services to Victoria’s courts,
including scheduling hearings, maintaining court buildings and allocating space for
other services within court buildings.

CSV also funds the Neighbourhood Justice Centre (NJC), which operates as a venue
of the Magistrates’ Court of Victoria. The NJC was established in 2006 and uses an
integrated model to manage offenders, involving magistrates, Victoria Police, CCS,
Victoria Legal Aid, Fitzroy Legal Service and a range of other government and
community service providers.

Sentencing Advisory Council

The Sentencing Advisory Council (SAC) is an independent statutory body established
under the Sentencing Act 1991. SAC gathers statistics about sentencing practices and
advises the Attorney-General on sentencing issues. It acts as a link between the
community, the courts and government.

From July 2016, SAC must report annually on the number of people on CCOs who
have been convicted of a serious offence while on a CCO. SAC'’s first report is due in
2017.
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1.5

Previous performance audits

1.6

Our 2009 audit Managing Offenders on Community Corrections Orders examined how
effectively CCS manages offenders on community orders. It found that CCS had a
robust, evidence-based framework for managing offenders. However, the outcome
measures were not directly relevant and there was no meaningful way to measure the
effectiveness of the program.

The audit was conducted before the 2011 legislative amendments changed the way
CCOs are structured, allowing for more serious offenders to be given CCOs.

Why this audit is important

1.7

While it is clear that CCOs can provide a range of benefits for offenders and for the
community, they also present some risks. Effective management of CCOs requires
cooperation from a number of agencies. In addition, recent legislative changes have
resulted in more offenders with complex needs being put on CCOs.

If the CCO system is not effectively managed, offenders may not benefit from the
rehabilitative aspect of their sentence and the community’s safety may be put at risk.

What this audit examined and how

1.8

In this audit, we examined how effectively CV and the other agencies involved manage
CCOs. We assessed whether they are effectively:

o planning the strategy for and operations of CCOs

. managing offenders on CCOs

. monitoring, reporting on and evaluating the outcomes of CCOs.

CCS within CV was the primary focus of the audit. We also looked at DHHS and
Victoria Police to assess how they coordinated and exchanged information about
offenders on CCOs.

We did not audit CSV, but we did use the NJC model as a case study—see Part 3.

This audit was conducted in accordance with section 15 of the Audit Act 1994 and the
Australian Auditing and Assurance Standards, and cost $470 000.

Report structure

The remainder of the report is structured as follows:

. Part 2 looks at planning for change within the correctional system
. Part 3 examines the management of offenders

. Part 4 discusses the monitoring, reporting and evaluation of CCOs.
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2 Planning for change

Since 2011, legislative changes have significantly reformed Victoria’s correctional
system, including how community correction orders (CCO) are managed. To
successfully implement these reforms, Corrections Victoria (CV) and the other
agencies involved in managing CCOs need to identify and understand issues,
communicate effectively with stakeholders throughout the CCO process, and allocate
sufficient resources.

This Part looks at how effectively CV has planned to manage changes in the
community corrections system.

2.1 Conclusion

CV'’s reform program is comprehensive and aims to address the key management
issues arising from the growing number of high-risk offenders on CCOs who require
attention. Looking ahead, CV'’s plan to recruit significant numbers of new staff should
reduce case loads, making effective offender management more likely. However, the
reform program is in the early stages of implementation, so we were not able to assess
it as part of this audit.

CV'’s previous training regime for new staff was not effective—it resulted in a poorly
trained workforce which, in turn, had a negative impact on CV's delivery of community
correctional services. CV is how focusing on training staff before they start their jobs.
If this training is delivered effectively, staff will be more job-ready and will develop the
requisite skills. There is still a risk that CV’s training programs will be disjointed
because multiple business units are responsible for training, and there is limited
strategic monitoring and reporting.

CV’s management of information is inefficient. There is no single source of accurate
data on offenders, which increases the chance of error. CV has not been able to
secure funding to develop an integrated offender management system, which means
the current information and technology management problems will continue.

CV'’s stakeholder engagement has generally been good, although CV did not involve
the courts during the early stages of planning for its revised service delivery model.
CV is now taking more concrete steps to engage with the courts on this matter.

The schedule for implementing reforms to the management of CCOs has an ambitious
time line, with limited contingency plans for any unexpected issues or events.
However, CV is adapting its plans to manage unexpected issues.
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2.2

Setting strategic priorities

2.3

CV has a clear overall purpose—'delivering effective correctional services for a safe
community’—but its guiding principles only state this goal explicitly for the
management of parolees, not for offenders on CCOs.

CV'’s strategic plan 2015-18 identifies its guiding principles:

. Parole—CV will administer a parole system that has community safety as the
paramount consideration.

. CCOs—CV wiill build the capacity of Community Correctional Services (CCS)
to support the CCO and community work program to reduce reoffending and
enhance rehabilitation.

As part of its current reform program, CV has adopted and internally communicated
the new purpose and objective statement of ‘deliver services that contribute to
community safety’.

However, CV needs to more explicitly include community safety as an important
strategic guiding principle for CCOs, especially given the increasing risk and
complexity posed by the range of offenders on CCOs. CV acknowledges the need
to further integrate its purpose into all relevant documents in the future.

Managing offenders

Recent changes to Victorian legislation have changed the type and number of
offenders on CCOs. In particular, offenders with more complex criminal backgrounds
may now be sentenced to a CCO rather than serving time in prison.

Almost 40 per cent of offenders on CCOs have previously spent time in prison.
Figure 2A shows the data for prior terms of imprisonment by offenders on CCOs as at
30 June 2016.

Figure 2A
Prior terms of imprisonment for offenders on
CCOs, 30 June 2016

Number of prior terms Number Per cent
of imprisonment of offenders of cohort
0 7 082 60.4
1 2 158 18.4
2 994 8.5
3-4 810 6.9
5-9 502 43
10-19 167 1.4
More than 20 17 0.1
Total 11 730 100.0

Source: VAGO, based on data from CV.
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2.3.1 Managing more complex cases

As a result of the increased use of CCOs and the wider range of offences that can be

sentenced to a CCO, more complex offenders are completing their sentences in the

community. These offenders are on either:

. a standalone CCO

. a CCO imprisonment order, where the CCO is served after a term of
imprisonment.

The number of offenders on CCO imprisonment orders has significantly increased in
the last three years, as shown in Figure 2B.

Figure 2B
Number of combined orders (CCOs with imprisonment) registered,
2013-14 to 2015-16

Orders
2500 -

2000 A
1500 H
1000 H

500 A

2013-14 2014-15 2015-16
Source: VAGO, based on data from CV.

The increasing number of combined orders means that more offenders are being
released from prison to CCS supervision. This highlights the need for CCS staff to
have the relevant experience and skills to manage the transition needs of these types
of offenders.
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2.3.2

Offenders’ risk profile

CV is managing a significant proportion of high-risk offenders in the community, as
shown in Figure 2C.

Figure 2C
Proportion of high-risk offenders, 2013 to 2016
High-risk Total High-risk offenders
Year offenders offenders as a percentage of total
2013 285 5871 4.9
2014 128 7 009 1.8
2015@ 1032 9 660 10.7
2016® 3180 11 730 27.1

(a) CV changed its risk assessment tool in January 2015.
Source: VAGO, based on data from CV.

In January 2015, CV replaced its previous risk assessment tool, the Victorian
Intervention Screening Assessment Tool (VISAT), with the Level of Service (LS) suite
of tools. CV told us that results from VISAT cannot be compared to risk distributions
produced by LS because they are different risk assessment tools. CV had identified
issues with the application and robustness of VISAT in August 2014, including
‘possible under-assessment of high-risk offenders in the community’. The tools are
further discussed in Part 3.

CCOs are being used for more serious crimes, which is indicative of higher-risk
offenders being managed on CCOs.

As part of the planned reforms discussed in Section 2.4, CCS has developed a new

model for the way it delivers its services to manage more complex offenders. This

model includes:

) CV staff doing more focused court assessments

. treating offending behaviour while in prison

. using a more effective case allocation model to ensure that more senior staff
manage complex offenders

. making more effective arrangements to manage offenders’ transition from prison
into the community, using a tailored case management approach for complex
offenders

. increasing oversight by operations managers.

CCS’s new model is similar to the reformed parole stream model. However, increased
workloads at CCS, a lack of experienced staff and inefficient processes have made it
more difficult to manage complex offenders. Addressing these issues will help CV to
realise the full benefits of the planned reforms.
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2.4 CCS internal review and reforms

Because of changing legislation and the complex nature of its work, CV needs to
quickly respond to changes in sentencing and plan ahead to address risks.

CV has recognised these issues—in an internal briefing, it stated that unexpected
growth in offender numbers and reduction in the number of prisoners on parole are
some of its key challenges.

The recommendations from the Department of Justice and Regulation’s 2015 Review
of Community Correctional Services: CCS review and reform program (CCS internal
review) will reform the way CV manages CCOs. Many of the planned reforms are
similar to the parole system reforms that CV recently introduced.

The key findings of the CCS internal review included:

. overall CCS system challenges in managing unexpected growth

. legislative changes driving higher-risk offender profiles

. broadening expectations of the services that CCS delivers—community
corrections being seen as both one step away from prison and an early
intervention option for offenders

. constrained CCS resources and access to community treatment options

. challenges in recruiting and training appropriately qualified staff

o case management roles for serious offenders being filled by inexperienced staff

. a 45.3 per cent attrition rate for entry-level staff, including fixed-term positions

. a lack of appropriately skilled CCS staff working on court assessments.

The reform program includes actions such as:

. hiring 161 extra staff, funded by recent budget commitments

. providing better training for existing and new staff

. paying staff better wages and giving them more specific position descriptions,
confirmed in the latest enterprise bargaining agreement

. developing infrastructure, such as more field offices

. implementing a new service delivery model

. introducing a pre-service induction training module

. improving business processes

. addressing information technology issues

. working with educational institutions and other stakeholders.

The reforms also create specialised work streams within CCS to better manage distinct
operational activities.

The planned service delivery model uses a case management approach based on risk
and needs. This should allow CCS to more effectively supervise higher-risk offenders.
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These are significant changes, but some of the current proposed reforms address
problems that were first identified in a 2007 organisational review. Although CV has a
good understanding of its business and capacity to plan, it has not yet been able to
effectively address some longstanding problems. CV told us that it considered the
workforce classification structure as the major constraint. This has now been resolved
by making CCS staff remuneration comparable to remuneration for similar services.

2.5  Staff recruitment and training

CV has not identified and implemented effective strategies for managing its workforce.

The 2015 CCS internal review identified several problems with CCS’s workforce

planning, including:

. the lack of an overall strategy for recruiting new staff

. a centrally planned workforce strategy with little involvement from field offices

. a rigid resource allocation model (RAM), disconnected from forecasting
processes, which did not incorporate location-specific needs

. not specifically identifying case management as a required capability for CCS
staff

. using identical position descriptions in both the court and community work
streams.

In response to the recommendations from the review, CV is planning to replace the
RAM with a new workforce distribution model. This model is in the final stages of
development.

CV has also updated position descriptions for various roles and has included case
management capability as a requirement for different work streams. CV has recently
developed a draft recruitment strategy for CCS and an overarching workforce strategy
that addresses previously identified issues.

2.5.1 Staffing levels

CV was not well prepared for the unexpected increase in workloads that has occurred
over the last few years. As an example, CV’s response to an incident shows the impact
of this lack of preparation: ‘[We] did not anticipate that court stream staff would need to
manage such large case loads, often in excess of 60 cases, and as a result the
intensity of case management is likely to be affected.’

CV will grow from approximately 563 full-time equivalent staff in 201415 to around
963 full-time equivalent staff in 2016—17—an increase of about 71 per cent—to
manage the growth in offenders on CCOs.

During our visits to field locations, we observed that case managers had very high
case loads due to the high growth in CCOs as well as staff shortages.
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Staff turnover

CCS has had very high staff turnover for more than a decade—approximately
20 per cent per year, particularly for entry-level roles. This is shown in Figure 2D.

Figure 2D
CCS staff turnover, 2004-05 to 2014-15

Turnover (per cent)
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2004-05 2005-06 2006-07 2007-08 2008-09 2009-10 2010-11 2011-12 2012-13 2013-14 2014-15

e Community correction officer (entry level)
Leading community correction officer specialist case managers, parole officers, senior parole officers
Senior community correction officer, officers in charge, operations managers, regional general managers

Source: VAGO, based on data from CV.

An external consultant estimated the cost of this high staff turnover at $1.2 million
per year.

A staff survey identified the main reasons for staff turnover, including:
. career prospects (identified by 44.3 per cent of staff)

. pay (38.8 per cent)

. work environment/pressure (32.3 per cent).

The survey showed that almost 20 per cent of staff were looking to leave within one
year. Another 15 per cent planned to leave in one to two years. Our site visits
confirmed that work pressures significantly affect retention.

In August 2016, CV negotiated a new enterprise bargaining agreement that allows for
specialised work streams and an upgrade of positions. The reduced case loads
planned under the new agreement are likely to reduce work pressures and improve
staff satisfaction. This would lead to better retention of staff.
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As part of the budget submission, CV assumed 25 per cent attrition of CCS staff in its
modelling.

CV will need to carefully monitor and evaluate changes in offender numbers and staff
case loads to ensure that the proposed reforms achieve the desired impact.

2.5.2 Recruiting new staff

CV intends to have 161 newly hired and trained staff on board by April 2017. This is a
very challenging task, as 101 of these staff will be advanced case managers. These
new positions will deal with complex cases, including sex offenders and offenders on
CCO imprisonment orders. These new case managers are expected to have a lower
case load of approximately 20 complex cases per case worker.

As well as recruiting in Victoria, CV is looking for prospective staff from other Australian
states and overseas.

As part of the parole reforms, CV used a similar approach to recruit for new positions,
but it was unsuccessful, particularly for regional and rural staff. CV states that because
it has a relatively small pool of prospective employees, it may not be able to recruit the
large number of external candidates it requires. An October 2016 report shows CV has
hired 60 per cent of the 101 advanced case managers, with 49 per cent of these being
external candidates. The recruitment process is ongoing.

2.5.3 Training

The complex nature of CCS’s work means that its staff require an effective training
program to prepare them for their challenging roles.

In the past, unlike most other jurisdictions, CV did not train staff before putting them in
the field. Induction would take place at field offices, including completion of mandatory
e-learning modules. This was followed by further on-the-job training. The CCS internal
review confirmed that this lack of pre-service training left employees ‘unprepared and
overwhelmed’.

CV has recently started giving six weeks of training to new employees before they
work in the field. New employees must complete this training as part of their contract.
CV told us it plans to evaluate this pre-service training in the future.

Various jurisdictions require employees to complete different periods of training before
working in the field, as shown in Figure 2E.
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Figure 2E
Comparing pre-service training across jurisdictions

Jurisdiction Pre-service training

Queensland 5 weeks
Victoria® 6 weeks
New South Wales 8 weeks
Australian Capital Territory 9 weeks
Northern Territory 12 weeks
New Zealand 12 weeks
Western Australia 6 months
United Kingdom 15 months

(a) Pre-service training was recently started in Victoria following the reforms.
Note: Tasmania currently does not have any pre-service training.
Source: VAGO.

New South Wales, Queensland and Western Australia have dedicated correctional
services training academies. CV is in early planning stages for a similar facility in
Victoria.

Fragmented learning

Responsibility for training CCS staff is currently distributed across different business
units with no single point of accountability. Staff evaluate their own training needs and
managers guide them. If staff are managing significant case loads, completing training
becomes a greater challenge due to time demands.

Making a specific business unit responsible for training would enable CCS to plan and
manage staff training requirements more effectively and offer a clearer picture of
training needs.

Once CV has implemented the reforms, it will also need to check that training modules
are effective and achieving the desired objectives.

2.5.4 Implementing reforms

CV received funding in the 2015-16 Budget for most of the initiatives recommended in
the 2015 CCS internal review. CV has started to implement these initiatives.

CV has set itself challenging deadlines for a significant amount of work and has limited
contingency plans in place if it misses important milestones. However, there are early
signs that CV is taking corrective measures when implementation problems occur. CV
is also adjusting planned time lines for the project based on how the reforms are
progressing.

CV has begun recruiting new staff, although a lack of sufficient and appropriate
candidates has prompted CV to extend its staff commencement deadlines from
January to April 2017.
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2.6

CV has started work to create more office space for these new staff members. CV also
told us that projects are underway to expand the E-Justice case management system'’s
ability to support more users, and enhance its data storage and processing capacity.

One of CV’s medium-term recruitment strategies is to attract graduates with social
work degrees and other related disciplines. This is expected to provide a steady supply
of suitably qualified case managers, who will have the required understanding of the
role and be able to start work quickly.

The initial planning date for this was January 2019. However, as the project
progresses, CV has revised the planned start date for graduate recruits to

January 2020. This is still challenging as it only gives CV a little more than three years
to put a curriculum in place and develop relationships with tertiary institutions to
achieve this objective.

Information management systems

2.6.1

To make timely and effective decisions, case managers and CV require quick access
to accurate information. We found that information is not easily accessible because of
the fragmented and complex information systems in place.

Current information systems environment

CV'’s existing information systems are highly fragmented and complex, and there is no
single source of accurate information about offenders.

We observed that case managers must use multiple systems to extract the information
they need. These systems include a tool for assessing offender risks, two different
systems to manage and oversee offender support programs, and separate systems for
understanding sentencing requirements and managing cases.

The CCS internal review found several problems with the way CV managed its

information technology (IT) systems:

. some IT systems are past their functional life

. CV’s IT systems cost $16.5 million a year to maintain, and this cost is expected to
be $21 million by 2020

. more than 200 shadow systems are used at prisons and CCS locations

° the various systems result in information being duplicated, increasing the risk of
error

. documents are not being efficiently digitised

. existing systems cannot be updated to support mobile applications or devices

. data must be analysed manually to identify trends and offender profiles

. the E-Justice case management system is operating significantly over its
intended capacity.

We observed during our field visits that many staff find it easier and more effective to
manage paper-based files because of the complexities and unreliability of the IT
systems.
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Figure 2F shows the complexity of the current information management environment at
CV.

Figure 2F
Existing CV information management environment

Source: VAGO, based on information from CV.

2.6.2 Planned IT reforms

Under the proposed reforms, CV planned to replace old and inefficient IT systems with
an Integrated Offender Management System (IOMS). This system was intended to
help case managers work more efficiently and allow CV to rationalise and then
decommission its fragmented IT systems.

The preferred option for an IOMS was an off-the-shelf product that is being used in
other jurisdictions. It was intended to act as a single source of accurate data about
offenders that could be quickly accessed, updated and shared.
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2.7

However, CV did not secure funding for the IOMS so it is now taking steps to update
the legacy E-Justice system. CV will continue to seek funding for the IOMS in future
budget rounds.

Improving CV’s business processes

2.8

A 2014 study of CV's internal processes showed that 28 per cent of staff time was
spent on activities that added ‘no value’. CV has taken steps to improve its efficiency
by reducing paperwork, but further work is needed.

CV advised us that it will engage a contractor in March 2017 to examine its new
service delivery model and identify ways it could improve its processes.

The CCS internal review also recommended that CV review its processes to allow staff
to use more professional judgement in their work. CV developed new practice
guidelines in January 2017 that will remove unnecessary administration. Training for
new and existing staff will use these streamlined guidelines, in preparation for the new
service delivery model.

Engaging stakeholders

CV works with a range of other agencies—including the courts, the Department of
Health and Human Services, Victoria Police and community agencies—to ensure the
safety of the Victorian community. CV has engaged well with most of its stakeholders,
and it uses multiple forums to coordinate and communicate with them.

Working with the courts

CV is changing the way it delivers its services to reduce unnecessary interactions with
low-risk and some moderate-risk offenders. However, there is no evidence that CV
specifically consulted with the courts when it planned this new approach. This was a
missed opportunity for CV to receive input from an important stakeholder.

CV is now engaging with the courts to develop its court assessment and prosecution
training sessions, as part of the CCS reform program. CV is also working with the
Chief Magistrate to discuss potential reforms to its services.

More effective consultation with the judiciary by CV, particularly while planning its
activities and implementing projects, would be an opportunity to:

. identify potential problems and strategic solutions

. eliminate misunderstandings

. manage stakeholders’ expectations

. minimise risks.
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Expanding the Neighbourhood Justice Centre model

In recent years, Court Services Victoria (CSV) has sought government support to
incorporate elements of the Neighbourhood Justice Centre (NJC) model into other
locations in the state. The benefits of the NJC model are further discussed in Part 3 of
this report.

CV was not involved in this proposal, even though it may have had an impact on CV’s
operations, because CV is a service provider to the NJC at other proposed sites. CV’s
reason for not getting involved was because CSV is an independent entity and is not
part of the Department of Justice and Regulation. CV told us that as NJCs are
standalone courts with ‘wraparound’ services that are not part of the general CCS
service system. However, this was a lost opportunity to share innovation across the
corrections system.
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8 Managing offenders

Effectively managing offenders who are serving sentences in the community starts with
an accurate and timely assessment of their risk of reoffending, as well as the factors
that contribute to their criminal behaviour.

Case managers work with offenders to address these risks by providing support and
supervision, addressing underlying issues, and ensuring compliance with the
conditions of their community correction order (CCO). This support includes timely
access to rehabilitation and community work programs if they are ordered by the
courts.

If offenders do not comply with their CCO conditions, there needs to be an efficient
process to encourage compliance and completion of the CCO. This process needs to
include an option to send offenders back to court, especially when risks of reoffending
are high.

Various stakeholders are involved in managing offenders—including case managers,
service providers, the courts, police and community organisations—who all work
together with offenders to reduce risks of reoffending.

This Part outlines the current shortcomings in managing offenders on CCOs.

3.1 Conclusion

Current practices for managing offenders are not effective due to the overwhelming
number of offenders and the lack of trained staff. Inefficient business processes and a
poor information environment further worsen the situation.

Because Corrections Victoria (CV) is not assessing offenders’ risk of reoffending in a
timely and effective way, and because average wait times for support programs are
excessive, CV cannot demonstrate that it is effectively reducing risks to the
community.

CV could minimise these issues by effectively implementing the reforms program
recommended in the Department of Justice and Regulation’s 2015 Review of
Community Correctional Services: CCS review and reform program (CCS internal
review) and by validating its risk assessment tool. CV is in the early stages of a
validation exercise, which is expected to be completed by December 2018.

To minimise risks to the safety of the community, CV needs to review the process for
managing offenders who do not comply with the conditions of their CCO, in particular,
the process for sending offenders back to court. This is particularly important because
of the growing number of high-risk offenders on CCOs. CV needs to improve its
communication with Victoria Police about offender risks.
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3.2

The Neighbourhood Justice Centre (NJC) provides a highly integrated model for
effectively managing offenders on CCOs. This includes collocation of a range of
services at court including CCS, active judicial monitoring and effective integration

of all support and services. CV is trying to incorporate elements of the model into its
services, but there is no collaboration between CV and Court Services Victoria (CSV)
to further explore potential synergies in the two offender management models.

Case management

3.2.1

More high-risk offenders on CCOs, an increasing number of offenders on CCOs
overall, and a lack of resources have meant that CV is under intense pressure and has
not been able to effectively manage all offenders on CCOs.

CV'’s current case management of offenders is not effective. CV's case management
process is outlined in Figure 3A.

Figure 3A
Case management of offenders

. Manage the

offender's CCO
. . through to
Supervise the successful
offender and completion.
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Refer the with the
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support programs  the CCO.
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of reoffending
and plan the
case.

Source: VAGO, based on information from CV.

Staffing issues and inefficient information
environment

As discussed in Part 2, CV is significantly understaffed, which means case managers
are dealing with excessive case loads. Having staff who lack work experience or
sufficient training before they begin working with offenders has also compromised the
quality of CV’s case management work.
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CV’s complex, fragmented and inefficient information systems reduce the effectiveness
of case management by giving case managers a further administrative burden. The
reforms recommended in the Department of Justice and Regulation’s 2015 Review of
Community Correctional Services: CCS review and reform program (CCS internal
review) aim to address understaffing, but there is no funding to improve CV's
information system, meaning the current inefficiencies will continue.

3.3 Assessing offenders’ risk of reoffending

Effective management of offenders relies on robust risk assessments. The way an
offender’s case is planned and managed is based on this risk assessment, making it
critically important that risk assessments are timely and accurate.

3.3.1 Compliance and quality of risk assessment tools

CV uses a suite of risk assessment tools to determine an offender’s risk of reoffending.
However, it only completes full risk assessments within the required six-week time
frame in 55 per cent of cases, which increases potential risks to the community. There
are also concerns about CV staff using the risk assessment tool effectively for
appropriate risk assessments.

CV uses the Level of Service (LS) suite of tools, which are used throughout the
corrections system. The LS tools replaced the Victorian Intervention Screening
Assessment Tool (VISAT) in January 2015. Due to various shortcomings, the VISAT
tool was under-assessing offender risks.

The LS tools are described in Figure 3B.

Figure 3B
Purpose and application of LS suite of risk assessment tools

Purpose—to provide a quick initial risk assessment.

LS Inventory— Process—CCS staff complete an LSI-R:SV when the
Re_wsed: : offender is being assessed in court, unless the court
Screening Version requests a full pre-sentence report.
(LSI-R:SV) Compliance—97 per cent of required LSI-R:SV risk

assessments are completed.

Purpose—to provide a detailed risk assessment
following the initial screening.

Process—CCS staff complete an LS/RNR for

Ls‘;R'Sk N?ed medium- and high-risk offenders or when a court
ponsivity requests it. For medium- and high-risk offenders, the
(LS/RNR) d ' g '

LS/RNR is repeated annually.

Compliance—only 55 per cent of required LS/RNR risk
assessments are completed.

Note: This process applies to offenders who received a court order on or after 20 January 2015,
including Commonwealth and interstate orders.

Source: VAGO, based on information from CV.
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3.3.2

3.4

CV’s Offender Management Development Branch reviews the ongoing quality of risk
assessments. CV plans to introduce a requirement for internal reporting on risk
assessments to help improve the rate of completion.

A recent internal management report at CV raised concerns about the accuracy of risk
assessments and the consistency of how the tools are applied. CV continues to
educate staff responsible for risk assessments to improve the way they use the risk
assessment tools.

Validation of the risk assessment tool

CV is in the early stages of a two-year project to validate the accuracy of the LS risk
assessment tools. CV has developed a plan for this proposed project.

Completion of this validation project will help CV assess the accuracy and consistency
of risk assessments done by staff and assess whether the LS-RNR tool is fit for
purpose and helps in reducing risks to community safety.

Support programs and services

Increasing demand for support programs and services means that offenders may face
significant wait times before they can access support. This is concerning, as timely
access to support programs and services reduces the risk of offenders on CCOs
committing further crimes.

Increasing demand for rehabilitation and treatment

CCS faces a difficult task in meeting the growing demand for support programs and
services, in an environment of constrained resources, particularly when offenders on
CCOs have to compete with other members of the community to access services.

As part of a CCO, courts may specify that offenders participate in treatment for mental
health problems, attend alcohol and other drug (AOD) programs, attend offending
behaviour programs (OBP), do unpaid community work, or a combination of these.

Government and non-government providers deliver these services. Figure 3C shows
the conditions imposed on offenders as part of their CCOs in 2015-16.

Figure 3C
Conditions included in CCOs, 2015-16
Condition Number of orders  Percentage of total orders
Community work 11 835 69.7
AOD treatment 14 476 85.1
Mental health 8 727 51.4
OBPs 9 602 56.5
Supervision 10 455 61.5

Note: These figures show the total CCOs registered for 2015—-16 and not data at a certain date.
One CCO can include multiple conditions.

Source: VAGO, based on data from CV.
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There has been a significant increase in the number of conditions attached to CCOs
over the past few years, with the AOD condition now attached to more than 85 per cent
of all CCOs.

3.4.1 Mental health programs

The Victorian Government’s 10-year Mental Health Plan, released in November 2015,
acknowledged the over-representation of people with mental health problems in the
justice system—as offenders, victims, and people in need of assistance.

Currently, mental health treatment available for offenders tends to focus on improving
their personal mental wellbeing, but it does not necessarily address their criminal
behaviour. Most offenders are referred to a mental health specialist by their family
doctor. If eligible, they are entitled to 10 visits to a psychologist that are subsidised

by Medicare.

This approach is problematic because some offenders are not eligible for referral to a
specialist—when they are referred for further treatment, they may not be able to afford
the cost so they do not take part in the program.

The CCS internal review proposed two recommendations to address this issue:

. Use senior mental health clinicians at court to properly assess the need for a
mental health condition on a CCO, to inform CCS court assessments and advise
the judiciary. This pilot has run in two Magistrates’ Courts—Sunshine and
Melbourne—and early indications are that it has substantially reduced the
number of CCOs with a mental health treatment condition. The average reduction
over the nine-month period was approximately 44 per cent compared to the
control sites.

) Partner with the Department of Health and Human Services (DHHS) and
community health services to develop referral pathways and priority access to
bulk-billed care and mental health plans delivered by psychologists with forensic
experience. This program did not receive funding in the most recent State
Budget, so it is currently on hold.

CV and DHHS are also developing the Forensic Mental Health Implementation Plan
to better align elements of the criminal justice and mental health systems. The plan
will consider ways to give more timely and effective assessment and treatment to
offenders with mental iliness and people whose behaviour has led to, or could lead to,
criminal offences.

Lack of access to services to enable offenders to fulfil the conditions of their CCOs is
a significant concern. Further steps are needed to develop a permanent and viable
solution to meet this gap in service provision.
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3.4.2

Alcohol and other drug programs

According to the Sentencing Advisory Council, in 2015, 74.3 per cent of all CCOs
imposed by the Magistrates’ Court and 87.9 per cent imposed in the higher courts
included a condition for AOD assessment and treatment.

We observed that average wait times for a suite of AOD programs were quite high,
ranging from 13 to 22 days—with maximum wait times ranging from 56 to 218 days.

The increasing complexity in the range of offenders on CCOs is also increasing

the demand for AOD treatment, with 1 200 of the total 8 355 forensic referrals—or
14.4 per cent—being sex offenders or violent offenders, or both. Only 46 per cent of
forensic clients completed an episode of treatment in 2015-16. CV told us that an
offender may fail to complete one episode of treatment but may complete a
subsequent episode of treatment. However, CV did not have data available to
demonstrate this.

The Australian Community Support Organisation (ACSO) is contracted by DHHS to
monitor and track offenders’ attendance and treatment progress in AOD programs.
ACSO refers offenders to service providers, who record attendance and case
information, which CCS case management staff can access. Every three months,
ACSO also gives aggregate data to CV and DHHS to help them make decisions about
AOD services.

As part of the reforms recommended in the CCS internal review, CV and DHHS have

established a joint project to:

. increase the focus on addressing criminal behaviour in AOD treatment programs
to meet the needs of offenders on CCOs

. explore options to improve integration between AOD and mental health treatment
pathways.

Funding of $4.7 million in 2015-16 and $5.25 million in 2016—17 was allocated to
expand these assessment and treatment programs. The 2016-17 funding also
includes the rollout of a three-hour AOD education program for low-risk offenders,
which is consistent with CCS'’s approach of focusing more intensive services on those
identified with a medium or high risk of reoffending.

Wait times for alcohol and other drug programs

DHHS uses the Community Offender Advice and Treatment Service (COATS) to
arrange AOD treatment programs through a network of community-based providers.
The average wait times for treatment through the COATS are shown in Figure 3D.
There are no benchmarks or targets associated with these programs, but longer wait
times increase the risks of reoffending, especially in the case of high-risk offenders.
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Figure 3D
Wait times for AOD programs and services, 30 June 2016

Wait time (business days)

Programs Average Minimum Maximum
Care and recovery coordination 19 5 61
Counselling 21 2 218
High Risk Offenders Alcohol and Drug Service 22 6 76
(HIROADS)

Koori community AOD programs 17 1 70
Outreach and care coordination 17 1 61
Residential rehabilitation 13 1 56
Withdrawal 15 2 77
Other 21 1 68

Source: VAGO, based on data from CV.

3.4.3 Offending behaviour programs

Courts can order offenders to attend OBPs run by CV in prison or in the community.
OBPs are delivered by both in-house staff and contracted service providers.

Wait times for offending behaviour programs —initial screening

The current CV OBP service delivery model requires that all serious violent offenders

and 80 per cent of general offenders receive a service—which range from OBP

screening only (in instances where the offender is found unsuitable for further

assessment) to intervention and completion of OBPs. A recent OBP monitoring report

highlighted long wait times:

. In March 2016, 1 803 CCS offenders were on the priority wait list for initial
screening.

. Of these, 281 were serious violent offenders and 40 per cent of them had been
on the screening priority list for more than three months.

. More than half of the assessments (including both prisons and CCS) take longer
than 40 days to complete from the date of the initial screening.

Excessive wait times could also result in offenders receiving no intervention at all as
they become ineligible for OBPs if they have less than six months remaining on their
CCOs.

3.4.4 Community work

Unpaid community work is one of the most common conditions that courts impose on
offenders on CCOs. CV manages a large community work program and it has some
innovative programs run in different locations. However, many offenders are waiting to
be given a community work placement.
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Community work gives offenders an opportunity to make recompense to the
community affected by their offences. Work can be done as part of a work crew,

with tasks such as painting over or removing graffiti, maintaining parks and gardens,
helping with repairs following natural disasters, or participating in programs tailored to
an offender’s interests or that can help them to develop vocational skills.

Coordinating the community work program is challenging, because the nature of some
offenders’ criminal behaviour makes them unsuitable for certain programs. Another
challenge is getting the right mix of people within a work crew—the benefit of working
and contributing to the community can easily be lost if offenders working together are
extending or consolidating their criminal networks.

The proposed CCS reforms include making the community work function a specialist
work stream, to attract job applicants with a background in community development.

Community work placements

Before offenders can complete community work, they need to be given a placement.

Currently, a significant number of offenders do not have a placement for their

community work. CV told us that the reasons for not having a placement include:

. lack of available contracts or service providers

. competition with other programs such as the Australian Government's Work for
the Dole scheme

. lack of CCS staff to manage offenders

. offenders not having reported to CCS yet

. offenders being previously contracted but having withdrawn for some reason

. medical issues.

A report from early November 2016 showed that 12.3 per cent of offenders had not
been contracted to a community work placement and another 12.6 per cent of
placements for offenders on CCOs were cancelled or withdrawn without a reason
being recorded.

Providing sufficient and appropriate opportunities for the growing number of offenders
on CCOs is an ongoing challenge for CV.

3.5 Managing compliance with CCOs

Compliance requirements for offenders on CCOs are outlined in the Sentencing Act
1991 and also in each offender’s individual order conditions.

3.5.1 Completion rates

The completion rate for CCOs in Victoria is the second lowest in all Australian
jurisdictions as shown in Figure 3E.
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Figure 3E
Completion of CCOs, by type of order, 2014-15 (per cent)
Type of order NSW Vic Qld WA SA Tas | ACT NT Aust
Reparation 79.0 727 816 664 518 818 60.4 739 76.6
Supervision 750 599 696 594 729 921 82.2 66.4 70.9
All orders 758 665 756 612 675 876 799 69.0 72.9

Source: VAGO, based on data from Report on Government Services 2016, Productivity
Commission.

We observed that case managers use their skills, networks and experience to help
offenders complete their CCOs.

However, significant workloads make it difficult for case managers to make sure they

promptly manage offenders who do not comply with their CCO conditions. An internal
brief written after a CCO offender committed a serious crime highlighted that ‘extreme
case load pressures could lead to delays in initiating contravention proceedings’.

Managing noncompliance

CV'’s options for managing offenders who do not comply with CCOs are described in
Figure 3F.

Figure 3F
Options for managing noncompliance with a CCO

Compliance
meeting with the
offender

Contravention
proceedings—to
address
reoffending or
noncompliance by
returning to court

Options for

Case
management
review meeting—
a multi-agency
discussion about
an offender’s
compliance

managing
noncompliance

/

A warning by a
senior officer—
delivered in person
to indicate that
noncompliance is
escalating

Source: VAGO, based on information from CV.
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The process for managing offenders who have not complied with a CCO is a court
process based on principles of procedural fairness and rules of evidence. This means
that any allegations of noncompliance need to be proven beyond reasonable doubt.
This process requires significantly more time than the equivalent process for parolees
who breach their parole conditions—because they are still under a prison sentence,
they can be swiftly returned to prison.

CV told us that it expects its new service delivery model and case management
approach to improve the timeliness of noncompliance procedures, despite the court
process being the most time-consuming aspect of managing noncompliance.

While we were conducting this audit, CV was developing options for the government to
speed up noncompliance hearings in cases where the risk of the offender reoffending
posed a risk to the safety of the community.

CV needs to rigorously review the overall noncompliance process to make it more
timely and efficient, which will reduce the risk to the community.

3.56.3 Sharing information with Victoria Police

CV’s multiple information technology (IT) systems make managing information a
complex process. Sharing information with Victoria Police about offenders is essential
for effectively managing offenders who have not complied with their CCOs.

Information sharing between Victoria Police and CV uses two IT systems—the
E-Justice case management system and Law Enforcement Assessment Program
(LEAP) crimes database. Although Victoria Police and CV have a memorandum of
understanding about sharing information for law enforcement and case management
purposes, there are some operational problems that restrict data sharing between the
two agencies.

Our site visits and review of internal documents revealed that information about
suspected and alleged crimes by offenders on CCOs has not always been shared in
an effective or timely manner. As a result, case managers at CCS sometimes did not
have all the details they needed to monitor an offender’s escalating risk. CCS reports
of serious incidents show at least six cases where a supervised CCO offender had
been in contact with the police, sometimes multiple times, before allegedly committing
serious crimes.

Victoria Police has examined and assessed a humber of serious crimes allegedly
committed by offenders on CCOs that we noted during this audit. Victoria Police
acknowledges it needs to work with CCS to develop a more effective mechanism to
share information about offenders on CCOs, particularly those who may be a higher
risk to the community.
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3.6  Better practice for managing offenders

Victoria’s NJC provides an effective model for managing offenders on CCOs, as
outlined in Figure 3G. The NJC has operated in Collingwood since 2006.

Figure 3G
Case study: Neighbourhood Justice Centre

NJC is part of the Magistrates’ Court of Victoria. Through NJC, a range of government and
community service providers—including Victoria Police, CCS, Victoria Legal Aid, and
Fitzroy Legal Service—work together to provide integrated and holistic justice services to
the community.

NJC's services include drug and alcohol assessment and counselling, dispute mediation,
mental health assessments and counselling, employment and training support, housing
support and financial counselling.

While NJC’s problem-solving approach to address offending behaviours is similar to that
used in the mainstream courts, NJC's service delivery model takes a different approach:

Partnerships with service providers and shared funding arrangements between
agencies give offenders timely access to services.

Having different agencies located in the same place and working together—known as a
‘wraparound’ service delivery model—means that vulnerable people do not have to
navigate fragmented services in various locations.

The sentencing magistrate personally monitors offenders’ progress and their compliance
with orders.

Independent reviews by the Australian Institute of Criminology and an analysis
commissioned by the Department of Justice and Regulation found that NJC was effective
and cost efficient in meeting its objectives. These reviews noted that:

77 per cent of people who received a community work order completed it, which is
9 per cent more than similar courts

the number of days of imprisonment for people sentenced at the NJC was 31 per cent
lower than similar courts

reducing terms of imprisonment resulted in a gross saving of $4.56 million every year

the rate of reoffending after 24 months by offenders who attended NJC was 17 per cent
lower than similar courts

the average cost for court and support services at NJC was $1 033 per offender,
compared to an estimated $1 200 for equivalent services at mainstream courts
offenders sentenced at NJC are 1.47 times more likely to successfully complete their
CCO

NJC has increased community safety, reduced crime and reduced reoffending and
re-victimisation within its catchment area.

The independent reviews also identified another major benefit—all key stakeholders,
including offenders, victims and the community—felt that NJC outcomes were fair,
increasing overall confidence in the justice system.

Source: VAGO, based on the Evaluation of the Neighbourhood Justice Centre Final Report,
December 2012, for the Department of Justice.

CV agrees that the NJC model has been effective, but it is not collaborating with CSV
to further explore potential synergies and benefits of the model. It advised that

introducing the model—especially the infrastructure elements—would be too
expensive on a wider scale, due to the need to have all of the agencies located in the
same building.
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CV also told us that it is introducing elements of the model by collocating some

services—like ACSO-COATS—with the CCS centres to provide offenders with a more
integrated service. At one regional location, we observed some integration of services,
and CV also told us that many new CCS centres will incorporate a number of services.

Closer discussions between CV and CSV could develop a more innovative and
effective model of offender management. However, CV and CSV are currently not
collaborating on ways to improve the management of offenders, which is a missed
opportunity.
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Effective monitoring, reporting and evaluation of the management of offenders on
community correction orders (CCO) is important so that Corrections Victoria (CV) and
other agencies can mitigate risks and continuously improve operations.

An integrated reporting environment allows senior management to effectively monitor
CCO-related issues and give necessary direction. Reporting should include an
appropriate mix of output and outcome measures so that CV can be sure it is meeting
community expectations and achieving the goal of making communities safer.

Evaluation activities will provide CV with assurance that CCO reforms are achieving
their desired impact. To achieve this, CV needs to collect robust data and measure it
against benchmarks.

This Part of the report discusses how CV monitors, reports and evaluates its activities.

4.1 Conclusion

The current measures used to assess CV'’s performance are based on outputs and
compliance, and have only a limited focus on outcomes. Without effective outcome
measures, it is difficult to assess whether CV is achieving its objectives for managing
offenders.

CV plans to introduce a new set of outcome measures as part of the reforms
recommended by the Department of Justice and Regulation’s (DJR) 2015 Review of
Community Correctional Services—CCS review and reform program (CCS internal
review). These new measures, if effectively implemented, will provide better
information about CV's performance.

Data about CV’s monitoring and reporting of CCOs is fragmented. There is no strategic
approach to managing this information, which increases the risk that CV will not have
enough reliable information to help it improve its operations and strategy. CV needs to
make sure its information systems are effective, efficient, integrated and robust, to
enable it to collect, monitor and report on its activities and achievements.

The CCS internal review comprehensively evaluated CV's operations, but there has
been limited evaluation of the support programs and services for offenders on CCOs.
CV has planned a series of evaluations for some of these programs and services to
begin in early 2017. These evaluation activities need to focus on whether the reforms
program recommended by the CCS internal review, and the offender support
programs, are achieving their objectives.

Victorian Auditor-General’'s Report Managing Community Correction Orders 35



Monitoring, reporting and evaluation

4.2

Monitoring and reporting on CV’s operations

4.2.1

Monitoring and reporting framework

CV has four sets of measures for reporting how it is managing offenders on CCOs, as
shown in Figure 4A.

Figure 4A
CV monitoring and reporting framework

Measures Description
Report on These measures are reported nationally to allow direct comparisons of
Government performance in each jurisdiction.
Services
Budget Paper These measures identify what the government expects to be delivered
(BP3) for the funding it provides to CV. CV must report its performance against

these measures to Parliament every year. For CCOs, the BP3 measures
assess quantity (demand for services), quality (rates of reoffending and
completion of CCOs) and timeliness.

Service delivery  CV sets and manages these key performance indicators. They assess

outcomes the services delivered at a regional level.

(SDO)

Business These measures relate to data collected through CV'’s information
intelligence technology and other reporting systems for the purposes of running the

measures (BIM) day-to-day operations of the business. This data is distributed internally
but generally not published. BIMs inform decision-making and the
development of policies.

Source: VAGO, based on information provided by CV.
CV's performance against each of these measures is discussed in further detail below.

Report on Government Services measures

In 2014-15 in Victoria, 235 out of every 100 000 adults were offenders on CCOs. This
rate is the second lowest of any Australian jurisdiction and is well below the national
average of 312.5 adults per 100 000. However, recent increases in the number of
offenders on CCOs in Victoria are likely to affect this rate in the future.

Budget Paper measures

CV monitors and reports on 10 BP3 measures, including two that are specific to the
parole system. These measures are mostly about CV’s activities and are focused on
compliance. These 10 measures include:
° the daily average number of offenders
e with unsupervised (reparation) CCOs
¢ with supervised CCOs
. the number of prisoners on parole
. the number of community work hours performed
. the rate of return to correctional services within two years for offenders who have
completed a CCO
. the rate of successful completion of parole orders
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. the rate of successful completion of supervised orders

. the rate of successful completion of unsupervised and reparation orders

. total output cost

. the number of offenders with a CCO condition who have been appropriately
referred and are participating in treatment or a personal development program.

These measures provide limited information on outcomes, except for the rate of
offenders returning to correctional services within two years of completing a CCO. This
rate has deteriorated over the last two years, and CV has revised its target for
2016-17, as shown in Figure 4B.

Figure 4B
Rate of return to correctional services within two years of discharge
from all community corrective services orders, 2012-13 to 2016-17

Year Target (per cent) Actual (per cent)
2012-13 Less than 25.1 22.0
2013-14 Less than 24.1 20.8
2014-15 Less than 24.8 24.9
2015-16 24.0 28.9
2016-17 28.0 Not yet available

Note: Community corrective services orders includes all orders supervised by CCS, such as
CCOs, parole, drug treatment orders and other community orders.

Source: VAGO, based on data from CV.

The BP3 results also show that there has been minimal improvement in the rate of
offenders successfully completing supervised orders since 2012-13. This target has
been revised downwards in recent years, as shown in Figure 4C.

Figure 4C
Completion rates of supervised orders (including parole),
2011-12 to 2015-16

Year Target (per cent) Actual (per cent)
2011-12 68 67.8
2012-13 73 61.8
2013-14 60-65 60.5
2014-15 60-65 59.9
2015-16® 60-65 61.7

(a) Parole orders were reported separately in 2015-16 as a result of the parole reforms.
Source: VAGO, based on data from CV.

As part of the CCS internal review, DJR looked at the performance management
framework and options for further BP3 measures. CV plans to develop a new
performance management approach for CCS, including new performance measures.

Victorian Auditor-General’'s Report Managing Community Correction Orders 37



Monitoring, reporting and evaluation

38

Service delivery outcome measures

Although referred to as service delivery outcomes (SDO), these measures only focus

on outputs and compliance. CCS has five SDOs related to CCOs, including:

° the number of CCOs registered within five working days—fine conversion orders
and community work orders

. the number of CCOs registered within five working days—supervised CCOs

. the number of case reviews completed on time

. the number of pre-sentence reports completed within the time lines specified by
the court

. the number of sex offenders referred to treatment programs within five working
days of their CCO commencing.

The CCS reform project proposed some potential SDOs that assess quality. Potential

measures CV is considering include:

. the percentage of responses within one business day of being notified of a
breach of CCO conditions

. the percentage of CCOs that were not completed successfully because of
breaches of conditions, compared with breaches due to reoffending

. the proportion of case conferences held between CCS and prison case managers
during the pre-release period (CCO imprisonment and parole)

. the number of successfully completed supervised CCOs for young offenders

. the number of successfully completed supervised CCOs for Aboriginal offenders

. the percentage of offenders in employment at the end of their CCO

. the percentage of offenders with suitable and stable accommodation at the end of
their CCO

. the proportion of individual (tailored) community work placements out of total
community work placements

. the proportion of industry-aligned community work placements (building relevant
and useful skills) out of total community work placements

. individual staff supervision sessions provided as a percentage of all supervision
sessions required.

These potential measures give a more accurate picture of the outcomes that CV
intends to achieve. The SDO for pre-release meetings for offenders on CCO
imprisonment orders will help CV to understand and mitigate the risks related to these
offenders before they leave the controlled environment of a prison.

CV is working towards finalising a more realistic list of SDOs based on lessons learnt
while implementing the reforms, and taking into account the capacity of its existing
resources. Some of the measures under consideration will not be measurable due to
issues with the available information technology systems.
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Business intelligence measures

CV’'s BIM data comes from some regular reporting and some one-off reporting.
Different business units produce this reporting so it is not consolidated. The CCS
internal review recommends that most of the previous SDOs should become BIMs,
because the SDOs are too focused on compliance and outputs.

CV is considering introducing a range of new BIMS, including:

. the rate of variation in CCOs by condition type

. the rate of completion of offender assessments within six weeks of the CCO
commencing (including the full risk assessment from the Level of Service/Risk
Need Responsivity tool)

. the proportion of supervision sessions conducted by outreach with young adult
offenders (a CCS officer visiting the offender)

. the proportion of supervision sessions conducted by outreach with Aboriginal
offenders

. the average wait times for commencement of a treatment program following
referral

. the percentage of offenders with treatment plans who achieved some, most or all
of their treatment plan goals by the end of their CCO

. the percentage of treatment programs that have been completed.

CV is currently assessing its entire performance management framework which could
include some of these measures, depending on available resources and constraints.

These measures help to give CV a consolidated picture of the organisation and how it
is managing offenders on CCOs. Currently the lack of an integrated information system
limits CV'’s ability to monitor and report on this list of potential measures.

4.2.2 Review of CCS operations

The CCS internal review included four key findings about how CV manages its

performance:

° The current monitoring and reporting framework is not in line with the
government’s current policy and strategic settings.

. The current program measures focus on administration and compliance.

. The design of CV's SDOs does not drive evidence-based practice.

. CV's fragmented approach to monitoring and reporting means that CCS staff rely
on head office entering appropriate and accurate data.

The review recommended that CV reform its monitoring and reporting framework by
introducing new measures and replacing some of the SDO measures. The review also
recommended that CV introduce new BIMs to better understand its activities and
outcomes.
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4.3

Monitoring support programs for
offenders on CCOs

4.3.1

Increasing demand for support programs and services has been a challenge for
Victoria’s corrections system over recent years. To address this challenge, CV has
secured additional funding for alcohol and other drug (AOD) programs and worked with
the Department of Health and Human Services (DHHS) to make sure that programs
target gaps that have been identified in CV's services.

The model used to deliver offending behaviour programs (OBP) was revamped to
address this increased demand. The service delivery model is currently being reviewed
to make sure that, at a minimum, all high-risk offenders are able to access support
programs.

Monitoring and reporting on programs and services

CV’s monitoring and reporting of programs and services is not consolidated—it is
difficult to assess the wait times for all programs and services using any single report.
One of CV’s proposed SDO measures—to monitor average times that offenders on
CCOs wait before beginning treatment programs after they have been referred—is the
type of indicator that can give a consolidated view of how CV is delivering its services.

DHHS told us that the main reporting mechanism for AOD treatment services is the
Alcohol and Drugs Information System (ADIS). ADIS collects quarterly data from
agencies, but it is not able to capture all necessary data.

DHHS told us that it is redeveloping AOD data collection to meet new data
specifications. Once finalised, these specifications will be incorporated into agencies’
client information and reporting systems.

DHHS’s BP3 measures monitor the overall performance of ADIS against quality,
guantity and timeliness indicators. However, the majority of these measures do not
have targets at an agency or regional level, and they are not actively monitored at a
local level.

DHHS acknowledges that, in the past, only limited performance measures were
included in its service agreements with organisations that provide AOD services and
programs, such as the number of successful courses of treatment or episodes of care
for each of the funded treatment activities and types.
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Internal targets for support programs and services

CV's only target for CCO conditions related to mental health is to make a referral within
six weeks of the CCO commencing. This is because CV refers the offender to the
primary health care system, which it does not fund or control.

CV has some internal targets for the AOD programs and OBPs that it delivers to
offenders with CCOs. These are focused on the timeliness of delivery, as shown in
Figure 4D.

Figure 4D
CV targets for support programs and services

Target for Target for
referral to the initiating Target for Targets for
Programs relevant program screening assessment intervention
AOD-RAPIDS At court Within two days  Within five No target
days®
AOD At first offender Within five No target No target
visit (induction) days®
OBP Within two weeks  Eight weeks Eight weeks Six months
of order
commencement

(a) Australian Community Support Organisation (ACSO) Community Offenders Advice and
Treatment Service (COATS) target.

Source: VAGO, based on data from CV.

Reviewing these targets would help CV to confirm that they will help to improve
community safety.

4.3.2 Evaluating programs and services

There has been limited evaluation of the support programs and services that CV funds.
The Victorian Ombudsman’s September 2015 report Investigation into the
rehabilitation and reintegration of prisoners in Victoria noted that ‘despite programs

being delivered for many years there has not, until recently, been any evaluation of
their effectiveness’.

The Australian Institute of Criminology has developed an evaluation framework for
CV'’s programs that will set minimum standards for robust evaluation.

Regularly evaluating programs and services for offenders on CCOs will help CV to
make sure these programs represent value for money and achieve desired outcomes.
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4.4  Evaluating CV’s operations

From a strategic perspective, the CCS internal review demonstrates that CV has been
monitoring and evaluating its operations. The rigour and scale of the review and its
recommendations show that CV has identified the main problems in its operations and
is acting to address them.

Within CCS, there are some internal mechanisms that routinely assess the quality of

work in the field. These mechanisms include:

. routine audits of files by senior staff

. quarterly file audits by head office of a random sample from all locations

. the Offender Management Development Branch, which monitors compliance and
audits the quality of risk assessments.

These quarterly file audits assess the quality of CV’'s case management as being
below the 80 per cent benchmark in many regions, as shown in Figure 4E. This shows
that CV's management of offenders needs significant improvement.

Figure 4E
Results of quarterly file audits undertaken by CCS,
2015-16 first and second quarters
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Source: VAGO, based on data from CV.

CV expects to improve these results by employing more well-trained case managers
through the planned introduction of a professional practice stream, as part of the
planned reforms. CV believes this approach will make practice more consistent and
evidence based across all regions.
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Monitoring, reporting and evaluation

4.41 Incident management reports

When things go wrong, CV uses an incident reporting process to monitor and evaluate
its processes. The types of incidents reported vary in seriousness. If an incident
involving a serious crime occurs, CV staff report it to senior executives and the Office
of Correctional Services Review in a weekly package of information.

When required, CV records serious incidents in its incident management review (IMR)
reports, which are an effective mechanism for continuous improvement and provide
opportunities for peer review, staff debriefs and reflection on practices. IMRs generally
focus on areas for improvement at the specific CCS location or region where the
incident occurred, but from time to time they make systemic recommendations.

We observed that the process for addressing problems identified in IMR reports is
slow. In one example, an IMR report outlined inconsistencies in the way important
information was passed to CCS field staff. In July 2015, CV'’s weekly newsletter
included instructions about the use of the risk assessment tool. By December 2015,
when the IMR report was finalised, this information had still not been updated in the
Deputy Commissioner’s Instructions (DCI), which are guidelines for CCS field staff
about managing offenders.

As part of the CCS reforms, CV developed new practice guidelines in January 2017 to
replace existing DCls. The new guidelines will place greater emphasis on staff using
their professional judgement.

CV needs better processes for managing DCls and any new guidelines. These
processes need to provide timely, relevant and reliable instructions to staff.

4.4.2 Planning for evaluation of reforms

In 2014, CV adopted a framework to help it evaluate its programs for prisoners and
offenders. This framework aligns with the CV Strategic Plan for 2015-18. During this
audit, CV outlined its future plans for in-house evaluations of its day-to-day activities
and reviews of some of its strategic projects.

CV is planning an evaluation of CCS in 2018, when the planned reforms have been
well established. One of the requirements of the reform program was that funding had
to be set aside for an external evaluation of the reform project. CV told us that it is too
early to have an evaluation plan for the reform program, given that some details of the
new service delivery model have not yet been finalised. CV expects a detailed
evaluation plan to be developed by February 2017.

CV expects to implement significant elements of the reform program in 2017. However,
CV can evaluate this phase effectively only if it has developed a robust evaluation
plan.

CV acknowledges that its fragmented information systems and lack of accurate data
will likely affect the evaluation of the reforms. CV needs to actively identify alternative
data sources so that robust data will be available when it evaluates the reforms.
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Appendix A.
Auait Act 71994 section 16—

submissions and comments

We have professionally engaged with Corrections Victoria (within the Department of
Justice and Regulation), the Department of Health and Human Services, and Victoria
Police throughout the course of the audit. In accordance with section 16(3) of the

Audit Act 1994 we provided a copy of this report or relevant extracts to those agencies,
and requested their submissions and comments.

Responsibility for the accuracy, fairness and balance of those comments rests solely
with the agency head.

Responses were received as follows:

Department of Justice and Regulation .............cuiiiiiiiiii e 46
Department of Health and HUMaN ServiCes...........cooccoviiieiiiiie e 49
VICEOMA PONCE ...ttt e e e e ebae e e e 51
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Appendix A. Audit Act 1994 section 16—submissions and comments

RESPONSE provided by the Secretary, Department of Justice and Regulation
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Appendix A. Audit Act 1994 section 16—submissions and comments

RESPONSE provided by the Secretary, Department of Justice and Regulation —
continued
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Appendix A. Audit Act 1994 section 16—submissions and comments

RESPONSE provided by the Secretary, Department of Justice and Regulation —
continued
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Appendix A. Audit Act 1994 section 16—submissions and comments

RESPONSE provided by the Secretary, Department of Health and Human
Services
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Appendix A. Audit Act 1994 section 16—submissions and comments

RESPONSE provided by the Secretary, Department of Health and Human
Services - continued
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Appendix A. Audit Act 1994 section 16—submissions and comments

RESPONSE provided by the Chief Commissioner, Victoria Police
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Auditor-General’s reports

Reports tabled during 2016-17

Report title Date tabled
Enhancing Food and Fibre Productivity (2016-17:1) August 2016
Audit Committee Governance (2016-17:2) August 2016

Meeting Obligations to Protect Ramsar Wetlands (2016-17:3)

September 2016

Efficiency and Effectiveness of Hospital Services: Emergency Care (2016-17:4)

October 2016

High Value High Risk 2016-17: Delivering HVHR Projects (2016-17:5)

October 2016

Security of Critical Infrastructure Control Systems for Trains (2016-17:6)

November 2016

Financial Systems Controls Report: 2015-16 (2016-17:7)

November 2016

Auditor-General’'s Report on the Annual Financial Report of the State of Victoria,
2015-16 (2016-17:8)

November 2016

Water Entities: 2015-16 Audit Snapshot (2016-17:9)

November 2016

Portfolio Departments and Associated Entities: 2015-16 Audit Snapshot (2016-17:10)

November 2016

Local Government: 2015-16 Audit Snapshot (2016-17:11)

November 2016

Public Hospitals: 2015-16 Audit Snapshot (2016—-17:12)

November 2016

Access to Public Dental Services in Victoria (2016-17:13)

December 2016

Managing the Performance of Rail Franchisees (2016—17:14)

December 2016

VAGO'’s website at www.audit.vic.gov.au contains a comprehensive list of all reports issued by VAGO.




Availability of reports

All reports are available for download in PDF and HTML format on our website
www.audit.vic.gov.au

Victorian Auditor-General's Office
Level 24, 35 Collins Street
Melbourne Vic. 3000
AUSTRALIA

Phone: +61 3 8601 7000
Fax: +61 3 8601 7010
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