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Attached is a copy of the Report on Effectiveness and Efficiency
of Youth Detention Centres compiled by Mr Bernie Crawford of Qual
Corp Consulting Pty Ltd.

Mr Crawford has provided an in-depth evaluation of the ‘present
activities of detention centres and has wade suggestions to,
improve the.efficiency of detention centres. You may recall that
SEMT decided to engage Mr Crawford to undertake this activity.

Tt is suggested rthat, as a number of recommendations involve not
only detention centres but the corporate area of the department,
SEMT establish a working party to examine the report in detail.
T would suggest that the working party consist of myself; the
peputy Director-General (corporate Support); the Executive
Director (Youth Support); the Director, Finance and Property
Services; the Director, Organisational Services; and Mr Chris
Hansen as a representative of the- detention centre managers.

The purpose of the working party will be to examine the ways and
means of implementing the report. It is also suggested that
after the working party reports to SEMT any reconmendations nade
be implemented in a staged way.

G.E. Nix
Deputy Director-General
(Ccommunity and Youth Support)
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The balance between effectiveness and efficiency of the vouth betention
Centres was studied from a managerial perspective. The focus of this was on
whether, from a management theory point of view, the procedures and
practices can be expected to result in the outcomes desired by the
Department of Family Services, and as stated by the purpose of each centre.

To do this, notional key result areas were established. Both subjective and
objective criteria were developed as performance indicators, and these were
used to assess effectiveness within each key result area.

The key result areas adopted were:-

Development,/Rehabilitation
Behaviour Management
Security/Safety

Having assessed apparent effectiveness in the key result areas, factors
contributing to efficiency were considered. The exercise was to find means
of achieving greater efficiency in ways which maintained or enhanced
effectiveness.

The major findings of this stﬁdy were:—

1. All three centres can be considered effective in security and safety.
John Oxley Youth Centre-has been ineffective in relation to behaviour
management, but is correcting this: ALl three centres score poorly in
come of the criteria that would indicate effective development and
rehabilitation of youth, and centres can be considered to be only
- moderately effective on this dimension.

2. There is a need to shift a proportion of staff resources from security
and safety towards development and rehabilitation, in order to improve
the overall effectiveness in meeting stated purposes. Some capital
costs would be incurred in this. ‘ '

3. The management approach adopted with the centres has not focused on
balancing effectiveness and efficiency. The assumption which has been
made is that increasing efficiency means cutting costs, which in turn
means reducing services. Experience in other public organisations has
shown that this need not be the case. The future management focus has
to be on improving both effectiveness ard efficiency slimultaneously.

4, Some cost—cutting measures taken to date have restlted in reduced
sperding on development/rehabilitation programs -~ a slight reduction in
cost has had a major impact on certain programs. This runs counter to
sound cost-effectiveness principles. '

5. Centres will be able to reduce costs significantly without curtailing
effectiveness, if a greater range of staffing options are nade
available. Managers should then be able to renegotiate staffing
practices at each centre. The principle should be to staff for the
routine needs of each centre, and use flexible staffing arrangements
for short term, ad-hoc variations to the basic work load, e.g. close
call for night shift, casuals to cover escorts instead of floaters,

permanent part time employment for the busy periods of the day.






Savings made in staffing capacity can bpe offset against increased
development. and rehabilitation activities, and enhanced staff trainirg,
to obtain a higher level of overall effectiveness for the same or
reduced overall cost. '

The budget base will need to be re—calculated following negotiation of
new practices. Continual re-negotiation implies the need for a ginple
zero-base approach to all future budgets. Management indicators should
be included in budget figures to link cost considerations with
effectiveness criteria. '

‘Some potential savings in operational practice were identified. Centre

management has been conscientious in finding cest savings within their
current operating practices, but have not felt able to challenge the
status quo sufficiently to make the changes than can result in major
savings. They will need firm direction and strong support frem the
Department of Family Services, if they are to successfully gain staff
co—operation in instituting changes.

I
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LIST OF RECCMMENDATTONS

GENERAT, RECOMMENDATTONS
Recomnendatieon 1:

That each Youth Detention Centre be required to pursue both greater
effectiveness and greater efficiency in a way which is balanced within the
defined purpose of that centre. That each centre be viewed independently
rather than comparatively in its efforts to achieve these dmprovements.

Recommendat-ion 2:

ﬂ]mtﬂmDeparbrmtothmilyServic&sspecifyﬂ)etypesofinprwmtin
effectiveness and efficiency that is expected of each Youth Detention
Carl:‘e,alﬂmtifyﬂxetypesofoptimtmtcentremrngersametpectedto
implement in achieving this.

Recamendation 33

That centre managers implement options in ways which are most suited to the
purpose of each youth detention centre, in consultation with staff of the

Recamendation 4:

mtﬂmwemllmrﬁganartofjmpmentsmﬁummtartimmm
controlled and monitored by a simple form of zero-dbased budgeting, supported
by a mmber of easily assessed management indicators.

=
EFFECTIVENESS RECCMMENDATIONS
All Centres

Recommerdation 5:

That the Department of TFamily Services require each centre to develcp a
system for individual development planning for yarth on detention for more
than a month. That this system be supported by practices that enhance
integration of the various staff groups relating to youth. 'That the centres
be given 2 years to have the system fully cperational.

Recamendation 6:

That the Department of Family Sexvices increase the mumber of youth worker
(practical) positions to achieve higher levels of effectiveness in program
activities with youth.

Recomendation 7;

That all positions in centres where the staff member can work with youth and
provide back-up to other youth workers be designated as youth workers, e.qg.
yardman, cook.
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ﬂmtﬂm%par@mﬁoffﬁﬁly%rvieesprwideﬂxeﬁnﬂsneededtoservioe
the basic program needs of each centre, with commorwealth funds considered
as providing extras. :

Recomerndation 8:

Reccomerdation 9:

ﬁhatthebeparhnentofmmﬂyServioesnegotjatetocbtainirdustrial
agreement for teachers to work a 48 week year, aor at least to stagger their
holiday times in order to provide teacher coverage for at least forty eight
(48) weeks per year.

John Oxley Youth Centye

Recammerdation 10:

That one additional youth worker (practical) position be provided at John
Oxley Youth Centre, to mm an appropriate broad-based program.

YWegtbrook Youth Cenixre

Recammerdation 11: -

That the Farm work party be discontinued, and youth be assigned to these
general farming activities only when the work is sufficient to keep them
properly occupied.

Recamendation 123

& ‘ .
That the Department of Family Services fund additional commercial activities
at Westbrook, which meet the criterion of providing labour intensive work
enviromments, and have the potential to be self-fimding. That grain
production be phased out and capital invested in it be liquidated where
possible to fund these additional activities.

Recammendaticon 133

That the Department of Family Services recognise that technical training
programs exist primarily for skills training purposes. That contracts to
supply taken oit in relation to these programs not include delivery
deadlines that will faorce a camercial production-line situation, to the
detrriment of the skills training program.

Recommendation 14:
mtﬂEDePaMOmeﬁJyServioeshmea%ﬂletéachjmestablismnent
at Westbrook Youth Centre by one full-time teacher.

Recomendation 15:

That the General Work Party be abolished ard the activities carried out in
it be included as part of the chores to be done in the centre, outside
normal programmed activity time,






That an additional youth worker at Westbrook be assigned to full-time
recreational activities.

Recommerndation 16:

Recamendation 17:

That Westbrook set up an activities program to cater for the numbers of
youth who currently are not occupied in worthwhile development activities
during the day. That two youth worker (practical) positions be established
todevelcpanico—ordimteﬂﬁsprograminw\jmx:timwiﬂlotherym
workers. :
Recommendation 18:
That the two child care officer positions in Westbrook Aftercare be
relocated to Westbrook, to support the development ard rehabilitation
activities within the centre.

s
Recamendation 19:

That a short, ba510trajnulépackagebedeveloped for use by centres for
inducting and training new staff ard casuals.

Recommendation 20:

That necessary job-related training and team 1iaison activities be carried
aut as a plarned activity within work time.

Recommerdation 21:

That each Youth Detention Centre build up a pool of casual staff to use for
escorts and relief where this is appropriate. That these casuals be given

basictmjnin;inﬂmes]dllsnecqﬁsaryforﬂeseamityarﬂbe&mviaxr
management roles before they are used in this capacity.

EFFLCIENCY RROMMENDATIONS
Recommerdation 22:

That the Department of Family Services seck a variation to the Youth Workers
award to include a provision for clese-call. That Youth Detention Centres
plan far the accomodation facilities to allow this. 'That physical and
electraiic security be boosted where necessary to ensure staff confidence in
the arrangement.

Recommendat:ion 23:
that the Department of Family Services have the position of Youth Worker

approved as one which is open to appointment on a part-timé basis, and seek
a variation to the Youth Workerss award to this effect.
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Recamendation 24:

That the Department of Family Services withdraw the requirement that Youth
Workers wark rotating shifts. That this be implemented in conjunction with
other staffing initiatives.

Recaonmendation 25:

That the Department of Family Services develop an education program for
Residential Care Workers, with core campetences and skills as well as
specialist electives, so that staff can rotate through variocus types of
institution as they choose to study additional electives.

Recommendation 26:

That the Department of Faﬁu'.ly Sexrvices pursue award restructuring to achieve
structhiral efficiency, incorporating the award changes proposed in this
report.

Recamerdation 27:

That the managerial control of provisions be based upon per meal costs as

Recamerndation 283

-ﬂthlevelmﬂthhCentrehwestigateﬂxemsts@ﬂsavﬁgspotentialina
partial conversion of the kitchen to gas.

Recamendation 29:
That bhats, parkas, pullovers and overcoats issued to youth workers at

Westbrook be replaced on a "“worn out" basis, with the worn out item being

Recomendaticon 30:

That John Oxley Youth Centre have youth launder their own linen, and that
laundry facilities be improved to allow this.

Recomnendation 31:

That each youth detention centre phase cut the use of damestics and replace
them with contract cleaning services wherever this iz the more cost-
effective option.

Recomnendation 323

That the role of the housckeeper at Westbrock be directed towards the
danestic welfare of youth, and that the use of this position for routine
deliveries and messages be replaced with delivery services. ‘That the
position be abolished if and when the domestic welfare of youth is being
maintained satisfactorily by youth workers in the spirit of the original

recomendation to establish the position. -
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Recammendation 33:

That the double shift arrangements at Westbrock be discontimued, and other
means be found to staff sporting and other activities as required.

Recannerdation 34:
That the Department of Family Services give departmental approval for a

uni form system of time-off-in-lien for youth detention centres, based on the
systems in use at John Oxley and Clevelard Youth Centres.

Recammendation 35:

That each centre develop a positive strategy for changing staff expectations
about the taking of sick leave.
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1. INTRODOCTION

This report outlines the findirngs of a study of the effectiveness and
efficiency of three (3) Youth Detention centres in Queensland. It expresses
an irdependent opinion of how the centres are performing on these two
dimensions, and makes reconmendations about how they might improve the
balance between effectiveness and cost efficiency. :

The emphasis taken in this study was on finding ways to make programs and
activities more effective, and at the same time reducing costs in those
areas which do not contribute to offectiveness. Effectiveness in this
context can be defined as the extent to which the programs and activities
meet the purposes espoused by the Department of Family Services, and by each
contre. Efficiency can be defined as how well resources are utiliszed, to
carry out activities.

These issues were addressed from a management perspective, rather than from
a professional caregiver’s perspective. The study does not question whether
these centres should exist within the Juvenile Justice system, or which
theories of delinquency are most appropriate. Tt asks the short-term
management question "Are these activities demonstrably consistent with the
defined purpose of the centre, and based on accepted theory and practice?"
Any study which encompassed effectiveness in terms of social outcomes would
necessarily take many years, and would not provide information for
management decisions in the chorter term. Similarly, it asks the question
are the practices adopted likely to result in the optimal. use of
resources?! . 4

. 2. THE STODY
This exercise - was carried out largely on site through interviews,
ohservation and analysis of available data. The specific questicns that

were addressed are:

(1) Are the programs and activities being undertaken in each of the
Centres likely to be effective in achieving the goverrment policy
for offenders?

(ii) are these programs provided at an acceptable cost, and 1s there
potential for cost savings within operational practices, staffing,
administration and hotel services?

(iii) Are there other programs, or approaches to programming that could
be just as effective as the present approaches, or more effective

than them?
(iv) Do any of these alternatives, or combinations of alternatives,
offer any potential for greater cost-effectiveness? '
{V) Is there any evidence of wasteful practices;?
(vi) Ts¢ there an inherent flaw in the budgeting process, which

contributes to consistent over-runs?
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The centres studied were the John Oxley Youth Centre, Westbrook Youth Centre
ard Cleveland Youth Centre.

3. MANAGEMENT FRAMIWORE

The basis used for this study is the concept of key result areas and
performance indicators. Key result areas are normally linked with a
corporate strategy, to achieve the overall purpose and goals of an
organisation. Performance indicators are used by management to aid the
monitoring of performance within these key result areas.

Key result areas should relate to the purpose of the organisation in a
logical way. The Departwent of Family Services has a program structure
which has not extended yet down to the level of a centre. As no key result
areas were in use in youth detention centres, a notional set were developed

from the stated purpose of these centres.

Management. indicators are essential to an effective management information
system. They are developed from pasic data. They give ratings to those
things which are measurable and which are thought to contribute to achieving
results within a key result area. The centres do not keep a lot of
information relating to performance, and what is kept is not routinely
converted to information. Consequently, - performance within the notiocnal key
result areas has been assessed through a combination of objective data,
observation, and subjective assessment. |

For the efficiency question, the quiding principle has keen that of
achievirgy control over resource allocation so that they are applied
flexibly to dain better performance in key result areas, rather than being
utilised in ways which do not contribute, or contribute poorly, to the key
result arveas. In doiry this, major cost items were corisidered in depth, as
these have the most potential for savings in resources. Minor cost items
were checked briefly to see whether centre management is controlling them.

4. MANAGEMENT OF YOUTH DETENTTON CENTRES

4.1 CQorent Strengths

The management and staff of each of the centres are dedicated and
conscientious people who are doing a difficult job under increasingly
restricted funding. The orientation of these pecple is understandably
strongly towards the welfare of youth in detention and towards supporting
each other in a task which can be depressingly unrewarding. The operational
management of the day to day activities is good, both in established
procedures and in response to crises.

Considerable effort has been put into making the current operational
practices and systems more efficient. Cost gavings have been made in areas
over which centre management believes it has direct control, without
altering the status quo markedly.
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The overall level of service that is provided in this very difficult area of
social welfare is commerdable, and the ideals towards which staff are
striving provide a strong impetus for future develomment,

4.2 TImprovements Required

Where the management of centres needs to development is in its capacity to
respond appropriately to the financial and structural pressures which our
society is placing on all levels of industry and service throughout
Australia. In order to do this, centre management needs to adopt a
different approach to the questions of effectiveness and efficiency.

Centre management needs to be Prepared to alter the status quo in order to
achieve a better balance between effectiveness and efficiency. This is the
only viable path to achieving the high ideals that they espouse, in today’s
economic climate. The changed weekerd cooking arrangements at Westbrook are
an example of the type of change to the status quo that management has to
institute.

At the moment centre management. and staff are too ready to believe that
things which challenge the status quo cannot be dono, . _

At the same time, the Department of Family Sexvices needs to place a clear
expectation that centre management pursue both effectiveness and efficiency
in a balanced manner. This requires that centre management be given the
means to make the changes that are expected, and the flexibility to
implement these by negotiation with staff in eath centre. The Department

“‘-E_ 4.3 Centre Differences

One of the key factors governing the management of these centres is that
each centre deals with a different population of youth. Each has a
different philosophy in the way it cares for youth in custody. In the
context of the different populations + each of these philoscphies appears to
be valid within the overall context-of the New Direction for the Department
of Family Services.

John Oxley Youth Centre has a small bopulation of younger boys and girls,
many of whom are in residence for several months. It attempts to intervene
comprehensively with individual youth to overcome delinquent behaviour at an
early stage. It has normalisation as a goal, where conditions and
expectations are made as close as possible to those which would apply in a
normal environment for youth.

Westbrook Youth Centre has a large population of older male youths, some of
whom spend a long period at the centre. Tt enphasises employment or working
skills in groups so that youth are better able to cope with life in
employment outside the centre, The level of intervention is not as
comprehensive as at John Oxley.
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Cleveland Youth Centre has a small population of younger boys and girls,
most of whom are resident for short pericds. It attempts to provide ycuth
with learning experiences which will help them to re-integrate in the
community. Intervention is not as comprehensive as at John Oxley, and the
capacity to work with larger groups is much less than at Westbrook.

Attempts to make efficiency comparisons between the centres is therefore
meaningless. John Oxley must be the most expensive centre bhecause it
attempts to do more with each youth. Conversely, Westbrook must be the
cheapest because so much of the activity can be carried out with groups of
youth. Each centre should be assessed separately, and each should attempt
continuously to improve its balance between effectiveness and efficiency.

Comparisons between centres are useful to assess ideas for transfer from one
to another, and for basic cost items such as cleaning, yard maintenance and

perhaps provisions.

Recamendation 1:
ﬂhateadlYaIthDetentimcentrebereqairedtoprsueboﬂlgreater
effectiveness and greater efficiency in a way which ig balanced within the
defined porpose of that centre. That each centre be viewed independently
rather than camparatively in dits efforts to achieve these improvements. .

4.4 Actions Required

This report outlines a range of options that can be taken by the Department
of Family Services in order to improve both effectiveness and efficiency.
These give  the management ‘of each centre the potential to increase
efficiency, to increase effectiveness, or to do both. This concept should
become the guiding management principle of future efforts to lmprove
performance, so that neither effectiveness nor efficiency is ignored in
initiatives taken.

The Department of Family gervices will need to ratify these options and
negotiate for industrial agreement. vhere necessary. Each centre will then
need to assess the most productive application of these options, in
consultation with staff, in oxder to achieve clearly stated departwental
goals for improvement in effectiveness and efficiency components.

Recomendation 2:

UhatﬂleDeparhmmtofFijlySewioesspecjfyﬂletypeaofjﬂprwamtm
offectivenese and efficiency that is expected of each Youth Detention
Centre,.mdmtjfytleq;peﬁofoptimﬂxatceﬁtremmgersamexpectaito
implemert in achieving this.

Recamendation 33

That centre managers J.n:pleanentqﬁ;lonsmwaysvﬂudlarennststutedtoﬂm

prpose of each youth detention centre, in consultation with staff of the
centre. .
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The budget process used to date with Youth Detention Centres has been the
traditional base plus escalation. If the options outlined in this weport:
are adopted, the base must change. BAs the appropriate management approach
is to continually seek better ways of implementing these options, ard of
firding other options, the base should no longer he stable. This
necessitates a simple form of sero-based budgeting, where the base is
recalculated each Yyear. Tnis base should demonstrate improved
effectiveness, improved efficiency or a combination of hoth, in real temms

for each successive year.

4.4.1 Bxigeting and Performance Monitoring

TPraditional budget items do not give a lot of information. These need to be
supported by a range of management indicators, along the .lines of those
discussed in this report. These indicators can be provided manually in the
chort term from data which is available in Youth Detention Centres.
Subjective indicators similar to those in this report can be monitored, as
well as the objective ones. 1In time, the objective indicators may be
integrated with the MSA Financial Accountirg Package.

Recamendation 4:
That the overall management  of improvements in Youth Detention Centres be

controlled and monitored by a simple form of zero-pased budgeting, supported
by a mumber of easily assessed management indicators.

4.5 Other Change Factors'

Other changes are eccurring which can affect the implementation of the
recommendation of this report.

A major influence could come through the recommendation of the Kennedy
Report into the Queensland Prison System, that seventeen year old youth no
longer be detained in adult prisons. The full ramifications of this were
unclear at the time of preparation of this report, so no specific allowance
was made for it. The recommendations of this report should be implemented
in the context of the reguirements arising out of the Kennedy Report. In
fact, these requirements may create the opportunity to implement the
recommendations of this report.

A second influence is the possibility of providing a specialist rewand
centre within Brisbane. Such a remand centre would help to stabilise the
population and hence the programs at John Oxley, as it would run with
conmitted youth as originally intended. Tt would create some efficiencies
with the transport to and from Westbrook. an assessment of the
effectiveness and efficiency of a separate remand centre is beyond the scope
of this study. Any decision to set up a separate remand centre would
require some modifications to the recommendations of this report,
particularly at Westhrook.

The third influence which must be considered is the general push for
structural efficiency arnd negotiations for awvard restricturing that are
comencing. The opportunity to achieve restructure of awards would allow
many of the required improvements in centres to be lmplemented.
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Within the broader philosophical framework of the New Direction, youth
detention centres can be seen to have a range of complementary purposes,
These purposes form an hierarchy where each level of purpose is dependent
upon the lower level being satisfied. )

5. EFFECTTIVENESS OONSTDERATIONS

Development,/Rehabilitation

Behaviour Management

Security and Safety

Security and safety is necessary to ensure that the basm requirements of
the Jjudicial system are met, and that fundamental human rights are
maintained for young offenders. A behaviour management system is necessary
for the orderly functioning of a centre, and to ensure that the experience
of detention causes the least damage possible, The development/rehabili-
tation of youth aims at giving them some positive leammgs to help them to
cope better w1th the pressures of life.

Without sufflcle.nt security and safety, behaviour management of young
offerders appears to be difficult to achieve. Without a clearly understocd
ard consistently practised behaviour management system, the ability to focus
upon development and rehabilitation is greatly impaired.

These three levels have to be viewed as separate functions within each
centre. Disagreements can be caused through confusicn of purpose in any one
situation. ‘This does not mean that there is no interaction between the
three: an effective behaviour management system will ease the demands for
overt security; the behaviour management system may teach behaviour that a
youth uses appropriately outside the centre. However, the fundamental
purpose of the behaviour management system is to achieve order in the
centre.

Paradoxically, excessive attention to any one of the levels can impair the
achievement of higher levels, just as mich as will insufificient attention to
it., This may be linked to the need for ycuth to accept responsibility for
their actions. FEach higher level on the hierarchy reguires that the young
offerder is given and takes more responsibility for decisions and actions.
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_ Development/Rehabilitation
Respensibility
Behaviour Management '

Requirements

Security and Safety

If insufficient responsibility is given to young offenders, because of
requirements of a lower-order purpose, they will not achieve as well at the
higher-order purpose.

The other dimension of purpose is that of caring. While all actions should
be underpinned by a caring regard of the yourny offerders as people, the
capacity and opportunity for expressed caring is greater within the higher
order purposes. : :

Development/Rehabilitation .
- Expressed _ Responsibility
Behaviour Management |
Caring ' Requirements

Security and Safety

The hichest level of expressed caring would be in the context of an
individually tailored program for each young offender. At the behavicur
management level, caring for the individual has to be’ bhalanced against
caring for others, caring for the group and caring for staff.

From a management perspective, each of these levels in the hierarchy can be
treated as a key result area. Each of these key result areas would have
performance indicators, which would also reflect on the caring and
responsibility dimensions.

In the absence of a developed set of performance indicators, this study
focused on observation of activities, the ability of staff to give
internally consistent explanations for the activities they were undertaking,
and analysis of the data which was available to see what information it
could provide about performance. Effectiveness considerations and the
discussion of it will concentrate on these three areas.
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A note on management indicators:

Management: indicators do not tell exactly what is happening in a work
enviromment. They only indicate when there may be problems. They also
do not cover the whole range of activity and they do not replace
subjective cbservation. They can alsc be misleading, if based upon
incorrect assumptions. Some extremely important areas in any
enterprise cannot be assessed by practical indicators.

Any management indicator must always be interpreted, in the context of
the situation at the time.

5.1 Security and Safety

5.1.1 Secmity

A1l three centres have well documented security procedures, which appear to
be generally well understood and followed by staff. No facility can be made
totally secure, and each centre adopts a somewhat different approach to
this. The breaches of security which were observed were associated with
troubled young pecple and lapses of attention by staff.-

John Oxley Youth Centre and Cleveland Ycuth Centre have more overt physical
security.  John Oxley classifies both young pecple and physical areas
according to security risk. ' ,

2bscording rates for each centre in 1988 were:

Westbrook Youth Centre 10 actual 17 attempted
John Oxley Youth Centre 14 actual 2 attempted (7 while on escort)
Cleveland Youth Centre 5 actual approx. 6 atbtempted

Note: Definitions of abscondings and ~attempted abscondings varies

between centres and a common definition is needed before reliable
conparisons can be made. The total figure of actual and attempted
abscondings gives a similar picture for each centre. Ignoring the
very secure remand section at Westbrook, abscondings vary between
approximately 0.55 and 0.7 of the capacity of each centre during
1988, with Westbrook showing figures at the lower end.

The level of technological support for security appears to be low. This 1is
one area that should be censidered to relieve the pressure on staffing
resources for basic security purposes.

One example of this is the inadequacy of communications at the John Oxley
Youth Centre. While the intermal alamm system is being upgraded, the search
communication and associated procedures for an abscording are presently
inadequate. Westbrook has effective search communication, but poor
electyonic surveillance within the centre. Cleveland has a simple hut
effective capacity to listen through the intercom, and to be called by pager
to each room.

The reliance on observation/watching varies between centres.
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Security will always be dependent on the vigilance and the ability of staff
to sense when youth are likely to attempt an absconding. However, this may
not necessitate constant chservation.

The intent of the work value compeonent of the latest Youth Workers award was
that staff should carry out a dual role of custody and direct care with
young people. This is interpreted as meaning that staff should not be
watchers of youth, but should work with them and exercise supervision in a
less obvicus way. There will be times, particularly at night and during
free time for youry people, that watching and cbservation is the only
appropriate role. During the active part of the day it should be expected
to be minimal.

Cleveland exhibits the least "watching" behaviour. John Oxley has more than
this, particularly when an additional youth worker sits in on a session run
by a youth worker (practical), for security reasons. Westbrook varies
between the absolute minimum of watching behaviour on most work parties, to
extreme head counting and watching at times in sections. This is
particularly evident during the day when some youth are in the sections and

cection has a high level of watching, but also a high level of participative
sport with youth. - A higher need to chserve youth is to be expected in this
situation. - .

5.1.2 Safety

pata is either not kept on frequency of accidental or self-inflicted injury
or is not readily accessible. These would seem to be chvicus indicators of
part of the safety component and should be included amorgst the management
Irdicators referred to in Recommendation 4. Psychological damage is nore
difficult to assess, but if caused within the centre would be associated
with the behaviour management system. '

A subjective assessment of these factors is that the level of safety is
high in the context of the physical and social environment of each of the
centres, and that the issue is generally dealt with in a concerned manner.

Medical services are adequate in each centre, with the highest pressure on
them experienced in Westbrook. The service at John Oxley appears to be

very well organised.
:  Security and Safe

* ]

5.1.3 F

All three centres perform satisfactorily in relation to security and safety.
However, the level of technological support could be upgraded, to reduce the
reliance on contimious staff presence in some situations (see efficiency
discussions).

John Oxley Youth Centre has to upgrade its capacity to respond to
abscordirng, both through better comminication technology and a more clearly
defined and understood search procedure. This action is in hand.
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5.2 Behaviour Management:

The key factors in behaviour management appear to be consistency and clarity
of rules and consequences. Provided the rules are not too restrictive,
unjust or demeaning, the nature of the rules themselves seems to be less
relevant to the effectiveness of the system for maintaining acceptable
behaviour.

The actual type of rule applied can be important in shaping the culture of
each institution. This is exemplified at Cleveland Youth Centre, where
newly admitted youth do not receive any normal privileges for the first few
days, while they learn the behaviours that are expected of them. This
appears to be a powerful sccialising force. ‘

While some aspects of a given centre’s culture may not appeal. to some
pecple (e.g. Westbrook’s male-oriented "tough" envirorment), this does not
mean that the behaviour management system within it is not working
effectively. :

Indicators of effective behaviour management are .things such as the
frequency of assault, the ameounts of property damage, the level of co-
operativeness and the extent to which youth complete chores. More
significant, but impossible to assess-cbjectively, is the sense of calm or
tension awongst staff and youth. While the level of tension can be affected
by the youths and the combination of personalities, the behaviour management
system and the caring with which it is applied, is the major tool for
addressing these situations.
Note: Mapagement  indicators should not assess the frequency of
application of consequences within the system itself {e.qg.
frequency of privilege removal), as to moniter the system in this
way would affect the system jtself. Any monitoring of these
factors should only be for the purpose of assessing staff
performance within the system.

The consistency factor in behaviocur: management applies particularly to the
wing or section situation. A different set of behaviour expectations can
exist in a work party, program or school setting. However, it appears to be
important that expectaticns in these other areas of the centre not be
inconsistent with the basic expectations of a wing, and certainly not to
contradict or undermine then.

For this reason, all staff who work with youth should be aware of the
behaviour management of youths and be familiar with the current behavicur
issues in their wing or section. (See later comments about staffing most
positions with youth workers.)
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5.2.1 Firndings: Cleveland Youth Centre

Of the behavicur management systems in the various centres, that at
Cleveland Youth Centre seems to be the most effective. This is judged on
the sense of calm, the high level of co-operativeness, the chvicus and
consistent compliance with the system as documented, all seeming to be
administered in a personally caring manner.

5.2.2 Findings: Westbrook Youth Centre

Westbrook Youth Centre also has an effective behaviourl nmanagement system.
While the culbure is more "rough and ready" and regimented, the youth ard
staff are very clear about limitations and consequences.

The behaviour of the youth is generally co-operative and communication
between staff ard youth is rational and civil. The overt expression of
caring is much less than in Clevelard, but relationships appear to have a
level of 'mo nonsense! respect that seems appropriate.

Variations in apparent effectiveness of the system do exist between the
various sections. This is a reflection of the 'system of graduated
privileges between the sections. Proserpine section has fewest privileges
and the newest young pecple. The level of calmness and co-operation is
lowest here, but still operates at an -effective level. Thexe i=s a hidgher
level of expressed caring in the privilege sections.

Remand is a most difficult section, with its own set of behaviour problems
ard a high level of tension in youth due to the uncertainty in their life,
the higher level of confinement required and the' pressures of court
appearances.! Even here the behaviour management system manages to maintain
a workable level of calm and co-operation.

5.2.3 Findinas: John Oxley Youth Centre’

The behaviour management system at John Oxley Youth Centre has been
ineffective. The level of tension amongst youth and staff has been high.
while the level of co—operation in favoured programs and in the school has
been good, the behaviour in the wings has bheen of youth frequently testing
the limitations, allowing little energy for productive interaction between
youth and staff. Staff have been confused about limits 'and standards ard
there has been inconsistent application of these between youth workers and
senior youth workers. This was observed to occur with inter-wing standards
such as visits between wings, when wing doors can be open, and encroachment
by youth into the youth workers’ room. '

Although fiqures are difficult to assess, staff comment that the level of
damage within the centre has been very high.

Each wing at John Oxley works independently within the centre, setting its
own "house" rules and expectations. This appears to be a valid exercise in
normalisation, but it makes greater difficulty in having the behaviour
management system seen as consistent by youth. It means that the centre-
wide limitations and standards have to be very uniformly maintained, so that
the yourxs people can easily distinguish between wing rules and other rules.
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Because of the self-determination of rules in each wirgg, the level of
effectiveness can vary between them. Certain wings have a better reputation
for calmness and control than others, but this is also affected by the
selection of staff and youth for each wing.

Youth at John Oxley appear to do fewer chores than at other centres. Youth
workers will set the table, for instance, whereas at other centres this is
routinely done by the youths. This does not appear to be consistent with
encouraging responsibility within the behaviour management system, nor does
it appear to be consistent with nommalisation, i.e. most households would
expect more to be done by children of this age. Youths at Cleveland Youth
Centre also wash their own linen, as part of their Saturday chores.

John Oxley Youth Centre does not use the triple-bed units in the wings, The
arquments against their use are that the young people are uncontrollable if
put together, and that it results in excessive numbers of people using the
nliving" areas of the wing in the context of normalisation.

vhile the general thrust of. the argument about the living areas must be
accepted, other centres do have youth in dormitory-style settings, and this
would be a quite normal domestic arrangement. Perhaps’ if the daily routine
were even closer to a normal household (e.g. leave the wing before 9.00
a.m.) the crowding effect -would not be as great. The incidence of
misbehaviour in these rcoms reflects badly on the effectiveness of the

behaviour management system.

In contrast to Westbrock Youth Centre, John oxley Youth Centre has negative
consequences of behaviour that appear less extreme - the isolation room va.
"the pourd". However, Westbrook has more flexibility as it can make
graduated usé of the pound, e.g. just being in the pound, or being locked in
a cell in the pound. Westbrook also has access to a greater range of
positive consequences of behaviour - notably the ability to earn promotion
to a section with greater privileges, being assigned to work parties where
there is a greater sense of freedom (although assignment to work parties
should not be primarily for behaviour management purposes) and until
recently, smokirg. .

Tn this respect, a behaviour management system is harder to maintain at John
oxley. Even Cleveland has advantages with the shorter length of stay and
apparently greater ease of arranging casual cutings for small groups, to the
city or the beach.

During the currency of this study, a number of the observed deficiencies at
John Oxley have been addressed. A new behaviour management system has been
finalised, and standards of behaviour reaffirmed and wade more explicit
throughout the centre (e.g. out-of-bourds areas clearly marked). At the
same time the privilege of smoking was reinstated.

During the latest visit, the youth and staff were mich calmer, with
productive social commnication evident, and with none of the gratuitous
smearing that was previously so prevalent. Staff generally put this down to
the emoking privilege, but this has to be seen in the context of a nmore
clearly defined behaviour management system.
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Circumstances had also led to the closure of one wing, and staff to youth
ratios were very high because nomal staffing was concentrated in two wings.
(This would have also contributed to the calmness of the situation.)
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Wonile the smoking is obvicusly a powerful reward for acceptable behaviour,
Cleveland Youth Centre does maintain an effective behaviour management
system without cigarettes.

5.3 Develogment/Rehabilitation
5.3.1 Concepts of Rehabilitation \

The basic idea of development or rehabilitation appears to be that it is
possible to intervene in some way to affects the youths’ development. This
has the potential to make them more able to cope effectively with the
outside world, and not offend again.

In order for this to happen, there has to be established a basic level of
trust, in a caring and stable enviromment. Only then can a young person be
expected to take responsibility for decisions, or to learn things which
might improve his or her future prospects in life.

The first step of achieving a stable and caring environment is in the daily’
contact with staff, particularly youth worker staff. ‘fThis is why the
behaviour management system firstly has to be effective, and Implemented in
a caring manner, The objective appears to be to have youth exercise
responsible self-control and to experience sufficient carirg, such that the
experience of detention is at the least not damaging. Only then can this be
built on to make the experience as beneficial as possible.

Note: The, detention experience itself is seen by some people as being a
saltbtary lesson, especially for these youth who are one—off
of fenders, This would result in their deciding to behave
differently, and not re-offend. - The predominant theory now
appears to be that most youth in detention are damaged and need
planned intervention that is therapeutic, and that they come from
social enviromments which incuce anti-social behavicur. This view
is supported by the large numbers of youth who have been through a
wide range of alternative placements and programs before being
placed in detention.

5.3.2 Modes of Rehabilitation

The issue of development/rehabilitation seems to be approached in three
ways. The most obvious way is through a range of training or developmental
programs that provide opportunities for youth to learn useful behaviour,
skills, or attitudes and to develop higher self-esteem. A second way iz
through direct -counselling, therapy (one-to-one or group) and problem
related training by professionally trained child care officers and
psychologists. The third way is through the support ard encouragement of
youth workers and others, vhich helps  to reinforce positive behaviour,
provides appropriate role models, and strengthens effective problem-solving
skills,
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5.3.3 Inteqrated Development Planning

In the ideal situation, each young person would have a development plan
which integrates all three types of intervention, so that all of the
development activities carried out focus on the outcomes that are considered
most appropriate for each child. This plan may have such things as a
therapeutic component, a simple behavicur medification canponent, an
educational component and social skills development component.

When all staff are aware of the key development goalé for any given youth,
the selection of programs and activities can be more appropriate, and the
individual staff actions can be tailored specifically to the needs of each
youth.

The primary management indicator of effectiveness in meeting the
development/rehabilitation purpose is therefore the extent to which youth in
detention have an individual plan of intervention that is followed
consistently throughout the centre. (Ideally, this would continue keyond
the centre, for further reinforcement after the period of detention.)

Obviously, the development and implementation of such.a plan would require
time for assessment, observation and compilation, At the same time, the
young person would need time to settle in before he or she is ready to
discuss development needs and goals, The general opinion seems to be that
little can be done to provide effective planned intervention in any period
of less than one month. -

For youth who are detained for a menth or less, a plan could be made, but
with less effort put into assessment, and planned activities being of a more

This means that Cleveland Youth Centre cannot be expected to have individual
blans to the extent of the other Centres. . Similarly, Remand section at
Westbrook camnot be expected to produce individual plans to any great
extent. Programs that are run in these two areas therefore can be of a more

Findings:

None of the centres can be assessed as highly effective, using the presence
of individualised development planning and intervention as the criterion.
All three centres have case plamning carried out by child care officers.
These are reviewed regularly, and representatives of youth worker staff and
teachers atterd. These case plans and reviews are important and are
effective in managing many aspects of the youths’ detention. They address
issues regarding sentencing, period of detention, the overall approach that
should be adopted with ‘the youth, and placement following release. Useful
information is shared about family, social background and behavicur in the
centre: Important decisions are made, with input from the various parties

attending.
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Useful information is shared in an ad-hoc way between staff, amd any
specific thing requested by a child care officer in relation to the case
plan is followed by other staff in their relationship with the youth.
However, this tends to be "by exception" for specific things. The danger
is that attention can be given to the wore visible and pressing needs of
certain youth, while missing opportunities to be helpful with others.

What is needed to take these activities to a level where there can be some
managerial confidence that effectively co-ordinated individualised plamning
exists is: t

- a procedure for documenting individual development goals such that
all staff who relate to youth have access to them, can contribute
to them, and can tailor their relationship with youth to the
stated goals (c.f. I.T.E.P. =~ Individualised Training and
Envirorment Plans in Intellectual Handicap Services Branch)

- sufficient flexibility across programs arxd within programs to
allow for individual differences, and assignment according to
needs

- a high level of integration on a day-by-day basis between what
happens in the wings, on programs and in counselling sessions. 1In
practice this means youth workers (practical) and child care
officers making themselves familiar with wing/section activities.
It means youth workers in the wings maKing opportunities to work
with a given youth on a particular assessed need.

At present, separate documentation of assessed needs exist in certain areas
e.g. teachers, manual training, case notes.

Recamerdation 53

That the Department of Family Services require each centre to develop a
system for individual development plarning for youth on detention for more
than a month. That this system be supported by practices that enhance
integration of the various staff groups relating to youth. That the centres
be given 2 years to have the system fully operational.

Tmplementation

Of the centres, John Oxley 1s probably closest to the stage where such a
system could be put together, and this is the direction that their
philosophy is taking them. Integration of activities may take longer to
achieve, but useful steps are being taken to co-ordinate internal programs
by the teacher in charge, and external programs by a principal youth worker.
Integration with youth worker activities in wings, under the overall case
guidance of child care officers will complete the picture.

Westbrook, because of its work-oriented philosophy, need not have the level
of day-by—day interaction between program staff and the sections that is
necessary in John Oxley.

6
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However, the present situation is one where activities carried out in work
parties, and particularly by child care officers ard the teachers, are
pursued separately from section activities and often from cne another.
There is little sense of team cohesion in the treatment of each youth, and
each group does what it thinks is best.

Assigmment to work parties is done to the best of the principal youth
worker’s .ability, taking into account the youth’s preferences, perceived
nesds, security factors and availability of work parties. Where youth
absences leave a work party short, workers are made up from the best
available youth.

This often results in legistic difficulties and disruption to these work
parties where continuity of attendance is crucial to the program. = The
outcome of these pressures is that staff lose sight of individual needs or

development goais.

Achievement of an individualised planning system here will mean a re~think
of programs to integrate the purposes of work parties, educational
activities and other programs (see evaluation of programs, below).

The people who initiated the major charges in Westbrook over the last ten
years would have expected a system of individualised planning to be in place
by now. This camnot be achieved until .programs are boosted, and greater
practical co-ordination of effort occurs. In fact, Westbrook had
apparently progressed further towards this ideal before momentim was lost
through the twrmover in child care officer staff. Coolibah is one area
where this sort of programming has been adepted with a small number of long-
term youth. :

Cleveland has its activities fairly well integrated and will be even more so
with the program being co-ordinated by the teacher in tHe coming year. Its
capacity to carry out individualised planning is high, but the few long term
detentions and the more limited scope of programs make this less necessary.

Note: This concept does not require a complicated system, nor should it
imply time—consuming group meetings. They key to the system would
be simple documentation that is readily accessible, and used
routinely by all staff who relate to youth.

5.3.4 Programs

Programs are viewed as having a predominant purpose of development or
rehabilitation. They also have the effect of ccoupying youth, of enhancirg
behaviour management and of reducing pressure on security. However,
evaluation of effectiveness is based on their developmental capacity.

The primary indicator of effectiveness used was whether program staff had a
consistent, rational explanation for activities carried out, that could be
related to the needs of youth. If staff can do this, there can be greater
managerial confidence that.the program is achievirg what is interded.
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There seems to be several types of program:

e.g. general education
employment familiarisation
occupational training
leisure skills
living skills
physical skills

can be categorised according to these differing,purposes. They can
also be categorised according to scope. Some programs are broad in scope,
with the capacity to respond flexibly to individual differences and to
change emphasis according to the attention span of youth.

Others are narrow in scope, where youth have to be interested in doing that
specific thing, and attention has to be focused on one activity (e.g. making
fishing rods). Generally speaking, the broad-based programs are those which
can be maintained indefinitely while those of narrow scope have a limited
term.

(1) General Findings:

Programs which are staffed permanently, i.e. with youth workers (practical),
youth workers (farm) and teachers, are the most reliable and consistent.
Those programs run by youth workers are mach less reliable. The typical
scenario is for a youth worker to be keen and competent to run a program,
and. develop it, only to be rostered on night and afterncon shift. By the
time they are available to run it, the youth who are interested have left.

In effect, "'gzou’ch workers who work on rotating shifts cannot be expected to
mount programs. Their developmental activities will be largely confined to
helping youth in the wing or section environment. '

The idea of having youth workers run programs is worthwhile, but should not
be relied upon to provide the basic range of programs (except in Clevelard
Youth Centre). A

Recamerndation 6:

That the Department of Family Services increase the nuobher of youth worker
(practical) positions to achieve higher levels of effectiveness in program
activities with youth.

Some non-youth worker staff have been able to run useful programs where
youth have learned relevant work, life or leisure skills. Unfortunately,
Jifficulties have arisen in some instances because these people are not
youth workers. They do not always appreciate the importance of the
behaviour management system, sometimes act contrary to it, and suffer
because of pay differences.
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Recamendation 7:

That: all positions in centres where the staff member can work with youth and
provide back-up to cother youth workers be designated as youth workers, e.q.

yardman, cook.

The financial constraints of recent times have led to reductions in both
state and commonwealth funds for programs. A relatively minor cost saving
has often had a major detrimental effect on a program. Reliance on
commonwealth funding i1s inappropriate for programs, that need to be
continuirgg,

Recammendation 8:

tﬂaatthebemrtm:tofmmjlySewicespxwideﬂmfmﬂsneededtoservicn
the basic program needs of each centre, with commonwealth funds considered
as providing extras.

The effectiveness of teaching programs in meeting individualised needs
should be recogmised, and the input of teachers retained for as much of the
year as possible. This would not mean the presentation of "schooling" in
formal school holidays, but the maintenance of educational activities.
Recamnendaticn 9: T ‘
That the Department of Family Services negotiate to dbtain industrial
agreezmtfartead)erstomrkaxisweekyear, or at least to stagger their
holiday times in order to provide teacher coverage for at least forty eight
{48) weseks per year.

(ii) FJ_ndJ_nqs John Oxley Youth Centre

Programs appear to be largely of types that -can be expected to he effective
with the age groups of youth in the centre. There is a balance between
educative, leisure skills and living skills, with a smaller emphasis on work
skills and occupational training. These are school-age youth, and the daily
program is structured across times similar to schooling.

Of these programs, the education activities appear to be the most effective
in focusing on individual needs. Art and Mechanics are more general in
nature, and effectively allow youth to develop their own interests and
through this to gain confidence and self-esteen.

The cooking program has been developed but not implemented to the level
that it could or to the level that it warrants in terms of life skills.
Some cooking is done under supervision in the wings, but this needs to be
supported by a plamned instruction program. Iarger numbers of children
should participate before it can be considered a fully effective program.

Several useful programs with a narrow focus are run by youth workers.
Locking gocd, pot plants, yard rnamtenance, misic, B.M.X., weights,
library, woodwork and Royal Life Saving programs teach useful leisure
skilis, -
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A few programs run the risk of being ufil]l in" activities, with no clear
rationale or link to the needs of the youth involved. The carpet bowls and
ping pong activity was initiated as a response to a need at one time, ard
should have been phased out. The occasional secure yard duties, weeding and
laundry cleaning would for many youths be chores rather than developmental
activities. They should be treated as such, and done during chores times.
Some of the swimming/sports activities may also helong in the afternocon
recreation pericd, rather than being considered as a developmental program.

The way to avoid "fill in" activities is to provide an additional, broad-
based program which can meet the needs of several youth.: This could also
aid the efficient utilisation of youth worker staff, as numbers of youth on
each program could be swall encugh to avoid the need for staff who just
watch. The most likely choice appears to be in the craft/woocdwork field.
Use of space for an additional program might require some rearranging, but
it might also reduce the supervision load.

Recamerdation 10: -
That an additional youth worker (practical) position be provided at Jaohn
Oxley Youth Centre, to run an appropriate broad-based program.

(iid) Findings: Westbrook Youth Centre

Programs at Westbrook have traditionally been oriented towards employment
skills and occupational training. This focus appears to be consistent with
the age group of youth, and in line with the purpose of the centre. The
majority of the programs (work parties) appear tg be effective in achieving
the purpose of the centre. However, some confusion of ‘purpose has arisen
with some prodrams, and additional types of program could be utilised to
improve effectiveness.

Too small a proportion of the youth can be catered for in the current work
parties. _

The Farm Programs

Some cuestion has arisen as to the appropriateness of the farm programs.
This is based on the decreasing relevance of farm work in our society, and
an expectation that the farm not only pay for itself, but support other
parts of the centre.

The primary criterion used in assessing the farm programs is whether they
logically can be demonstrated to contribute to the development/rehabili-
tation of youth. If the purpose of these work parties is to give the youth
some familiarity with working routines, the chance to develop work

concentration skills, and an ability to work with others to get a Jjch done,
the rural mature of the work is incidental.

The full costs for the farm as recorded in Westbrook accounts  include -
everything but the cost of salaries of the youth workers employed. The
figures are based on cash accounting, so interpretations have to be cautious

(see figure in Appendix IIT).
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A full conversion to an approximate accrual system may have given a more
valid picture of economic viability of the farm. This was not considered
warranted as the figures give sufficient insight to evaluate the likely
effectiveness of the farm in providing for the development/rehabilitation
needs of youth.

In simple cash accounting terms, the piggery has made. an apparent "porofit!
since June 1985 of about $56,000. The dairy made a "“profit" of about
360,000, and the farm a 'loss" of about $39,000. There were also some large
general expenses in 1986/87 that are thoucht to apply largely to the famm.

The implication of these figures is that apart from the Faim work party
itself, the work parties on the farm do pay for themselves, They are at
least as cheap to run as other programs in Westbrook, even taking into
account the overhead cost of the famm manager’s salary (e.g. most programs
incur the cost of the youth worker’s salary, plus direct costs of up to
$10,000) .

A push towards comercial profitability is wvalid as part of the work
envirorment and should be, strongly enphasised, provided it does not
jeopardise the developmental purposes. Conversely, the farm need not break
even to justify its existence, if it costs no more than other programs.

The Dairy and Piggery work parties satisfy the above effectiveness
criterion. While the youth do not work as full or as hard a work day as
they might in same occupations, basic work procedures are followed. The
Farm work party (ploughing, harvesting, etc.) is highly ineffective against
this criterion, as the youth assigned to it have little to do. They sperdd
mch of their time watching the youth worker drive the tractor. It has the
reputation. of being the dumping growd for youth who do not want to do

anyth.‘l.nq. ’ ,‘l
Recamendation 11:

That the Farm work party be discontinued, ard youth be assigned to these
general farming activities only when the work is sufficient to keep them
properly occupied. -

Other Fmplovment Familiarisation Programs

The kitchen and laundry work parties satisfy the effectiveness criteria.
Wnile the youth may be seen to spend long periods sitting on benches, they
do have a work routine to follow. The kitchen staff work to an irreqular
timetable, including early morning starts and weekerd work. In balance, it
is probably not too @ifferent from some real work environments.

Comercialised Programs

fhe idea of commercialisation is valid, provided the activities urdertaken
are also labour intensive and so provide as normal as possible a work
enviromment for youth. At present, the only truly commercial activities
undertaken on the farm are the dairy, the piggery and grain production.
Grain production should be phased out and the capital investwent in it

redirected to other, labour-intensive commercial activities, e.g. utilise a
smaller tractor.






- 28 -

The two effective commercial programs provide work for only 6 to 7 youth out
of approximately 47 committed youth. Non-commexrcial work experience
programs (parks and gardens, kitchen, laundry) provide work for a further 14
youths. Thus a total of only 23 youths out of approximately 47 are involved
in work experience programs. (A couple may also be in real work experience
in Toowocomba at any one time.) ‘

Recamerdation 12:

That the Department of Family Services fund additional camercial activities
at Westbrock, which meet the criterion of providing labour intensive work
environments, and have the potential to be self-funding. That grain
production be phased out and capital invested in it be liquidated where
possible to fund these additional activities.

Technical Training Program

Those three programs, mechanics, woodwork and metalwork have suffered some
confusion of purpose. As an, exercise in efficlency, there has been a push
to recover costs by the sale of products and services from these areas.
While the recovery of some costs is possible, moves to. commercialise these
areas would seem contrary to their training purpose. Contracts to construct
furniture can be taken out, .and arrangements made to service departmental
vehicles. However, if either of these things result in the youth not being
able to follow the training schedule, the effectiveness of these programs
must be reduced. This commercialisation fagtor, together with the
variability in youth allecations to these work parties, appears to have made
these programs much less effective than they might be,

That the Department of Family Services recognise that technical training
programsexistprimrﬂyforskjllstrajninjpnposes. That contracts to
supplybakalwtjnmlationtotheseprognmsmtj:nludedelivery
deadlines that will force a comercial production-line situation, to the
detriment of the skills training program. '

This would mean, for instance, that servicing of departmwental vehicles would
be programmed into the weekly activities. If departmental staff cannot

provide the vehicle at this time, alternative servicing arrangements should
be made.

The Education Procramn

One full-time teacher with some part-time help provides the education
program. This scores high on effectiveness through its demonstrable focus
on assessed individual needs. (It also is capable of a high youth/staff
ratio.)

This program has an apparent advantage over the programs in John Oxley ard
Cleveland in that all the participants are volunteers. Most have clearly
jidentified needs that are important to them, e.g. completing Grade 10,
learning to read and write, understanding computers.
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Recamendation 14:

ﬂnttteDePartuentofFBnﬁlySewiceshnreaseﬂmeteédﬁlg&:tablislment
atWestbrookYouthOentrebyonefu]_kt:imtea .

The General Work Party

Other activities that are carried ocut include the General work party (G.P.}.

The G.P. work party does not fulfil the criteria of effectiveness. It is in
effect chores carried out urdler the direction of youth workers in the court-
yard, and should be considered ag such.

Recommendation 15:

This analysis points to a pressing need to provide more brograms, before the
centre can be considered highly effective in . developmental ang
rehabilitation activities, Increasing the number of commercial activities
will be part.of the answer.

The Sports Procram

recreation activities would provide a more optimal uvse of the sporting
facilities, and probably reduce the incidence of ‘yatchers during
recreation activities.

Recommerdat-ion 16:

Than an additional youth worker at Westbrock be assigned . to full-time
recreational activities.
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Other Programs Recuired

In all, the programmed activities account for approximately 40 youth.

dairy 4 farm 4
piggery 2 parks & gardens 4
manual, 8 mechanics ' 4
school. 3 work release 1
¥itchen 7 laundry 3

This leaves an average of seven (7) youth who have to remain in the section
precincts, or who are in transit to or from Brisbane. Most are from
Proserpine, and are awaiting assigmment to a work party when a vacancy
occurs,

Added to this mmber are those youths who do not attend their normal work
party for a variety of reasons, for all or part of the day (illness/injury,
waiting to see police or child care officers). While attempts are made to
replace youths who cannot attend their work party, there are always a
significant mmber left around the centre, Some are assigned to G.P., which
take wp part of the day and others occupy themselves in their section.
These activities are referred to as "lying on concrete" duty.

Additional pressure would be-put on these numbers with the disbanding of the
Farm work party (4) and if inappropriate replacements in the manval and
mechariical training programs are no longer made. ;

Even more important than additional commercial work parties, is a need to
provide worthwhile activities for those youth who are necessarily absent
from work parties each day. These would be programs that could provide a
"buffer" before first being assigned to a given work party, as well as
being areas to which youth could be assigned if this is considered the best
to meet their needs. .

These programs would have to be such that youth who stay in from a work
party can join them temporarily. There would also ba no need to fill short-
term absences from the technical training programs with another youth, which
tends to disrupt these p .

The type of program which would meet these requirements would be an
activities centre, with a range of art, craft and music.

If this were staffed by two youth workers (practical), and other youth
workers were available to help with the activities, much of the pressure on

There are very few programs run by the youth workers other than those in the
kitchen or on the farm. A nuiber of staff are interested, some have tried
unsuccessfully, and a few manage to pick up their programs when their shift
allows. An activity centre would create a focal point for maintaining these
programs, either by sharing with other youth workers, or by adopting fived
shifts for these staff.
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A suitable location would have to be found for this, in a secure area.
Remodelling the pound is one possibility, with a small isoclation facility
being developed elsewhere.

Recamrendation 17:

ﬂjatvmtbrocﬂcsetupanactivitiaspmgramtomterforﬂlemxﬂjersof
youth who currently are not cccupied in worthwhile development activities
during the day. That two youth worker (practical) positions be established
workers. !

Remarxl Section

Remand section, with its population of youth with short and often uncertain
lengths of stay, requires programs ard activities of a short-term nature.
gporting activities are employed effectively to keep youth occupied in an
enjoyable manner in remand section, the gym and pool. Some teaching input
is provided and a couple of programs are run, largely by visiting
presenters. .

The criterion to be met with Remand is to have youth éccupied in worthwhile
activities, which may reduce the potential for the experience to be damagirg
i.e. the primary focus is on behaviour management, rather than development/
rehabilitation, and this is considered appropriate.

This criterion is met moderately well. The effectiveness of programs can e
increased as a spin-off from the earliexr recommendations, if some additional
youth worker (practical) resource were shared hetween an activity centre and
Remard, ard if some of the extra teaching capacity reconmended is utilised
by youth in-Remand. Any staff resources released by the activity centre
concept and the additional teaching capacity, could also be redirected to
Remand section. ] '

The current willingness to allow well-behaved long-term youths on remand to

work in secure work parties should contimue. If a secure activities centre
is set up, this same class of youth on remand could benefit from attendance.

(iv) Findings: Cleveland Youth Centre

As discussed earlier, programs at this centre camnot be expected to achieve
high levels of development for youth, because of the generally shorter
length of stay occasioned through long-term serious offenders being sent
south. During the six months 1st July to 30th December 1988, 27 young
people stayed at Cleveland for more than a month, and of these 9 stayed for
more than two months. This means than on average there are only 5 youth in
the centre for whem a comprehensive individual program of development can
realistically be contemplated. '

The programs that are run appear to be effective for short-term youth,
There is a high enphasis on education, with the teacher often taking an
entire wing at a time. Other programs are largely run by the youth workers
with some help from cutside resources,

&9
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These programs are mostly leisure, life ard living skills, which are
appropriate to the age group of youth in the centre. Experditure cutbacks
have affected these programs to some extent, and funding for these should bke
restored.

5.3.5 DitTect Comnselling, Therapy and Problem-Related Training

Direct counselling and therapy on a one-to-one basis occurs in conjunction
with other interviews and discussions carried cut by child care officers and
psycholegists. Group theyapy may be carried out by a professional with
support from other staff.

Problem-related training are things such as drug, sex and A.I.D.S.
education, or assertion training. This may be carried out by professionals,

visiting specialists, or by youth workers using prepared packages.

The simplest indicator of effectiveness of these activities is the frequency
with which they are carried out.

Ideally, all youth who are in a centre for more than about two months should
have a chance to address any of these issues that are- of significance to
them. :

Findings:

The level of individual counselling is impossible to chserve. Professional
staff report that they do carry out useful counsellinq work with youth. The
problem with this appear to be the demands for pragmatic issues such as
placements after discharge terd to leave little time for -counselling.

No group them'py of any type appears to be done in any of the centres at the
present time. ;

The impression gained is that Cleveland and John Oxley Youth Centres could
achieve an acceptable level of counselling amd therapy activity, given
stability in professional staff. Westbrook cannot hope to achieve an
equivalent level of activity, with its very low ratio of professional staff
to youth. Even though the purpose of Westbrook is oriented more towards
employability, effort should be made to address those issues which may be at
the core of offending hehaviour. '

A nunber of problem-related training activities have been carried out in all
of the centres of recent times. The specifics of how much has been done are
hard to obtain. No such activities were actually chserved through this
study. The topic which has been addressed most comonly of recent times is
sex and A.I.D.S.

The overall finding is that these activities are not carried out at an
effective level in any youth detention centre at this time.

Turnover

Turnover in professional staff appears to be a major factor contributing to
ineffectiveness in this area.
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In particular, getting therapy groups and problem—related training underway
takes some time. Momentum is lost if the activities cannot be maintained in
same way when one professional leaves and another commences. Where turnover
is too great, these activities either don’t get started or the effort
dissipates.

For example, Westbrook did have a mumber of these activities under way at
one time, but they have been lost during subsequent staff changeovers.
Present staff are now trying to build up these activities again, but have to
go through the precess of gaining personal acceptance apd credibility,

These activities should be built into the normal pattern of events in each
centre, so that they are less deperdent on the person carrying them out, and
so that new staff fit into an established activity,

Note: This is an important component of the integrating practices
referved to in Recommendation 4.

Westbrook Aftercare

The idea behind Westbrocok Aftercare is an appealing .one — that of helping
youth to re-integrate into society. The reality seems to be that staff do
not get the opportunity to do much more than find placements, They spend a
half day each week in travel to and-from Westbrook. Dissatisfaction with
the work seems to have been frequent, and turnover high. .

The result has been that this unit has not been effective from a develop-
mental/rehabilitation point of view. It would be better to concentrate
resources in Westbrook, to at least give the internally managed professional
development/rehabilitation activities more chance of success.

i~

Recamendation 18:

That the two child care officer positions in Westbrook Aftercare be
relocated to Westbrook, to support the development: and rehabilitation
activities within the centre.

This action would place some pressure on Regions to carry out the placement
work done by these two officers. Some placement negotiation would be
possible by telephone from Westbrook, but dealing with continuing placement
issues would have to fall to local staff in Brisbane, as it dees in other
centres,

5.3.6 Support and Encouragement

The current industrial award for youth workers recognises in terms of work
value that staff are expected to carry out a direct care role as well as a
custodial role. The basic activity in this direct care role is beirng able
to provide support and encouragement to youth and so help them to develep
personal problem solving skills.
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To be able to fulfil this role, youth workers have to be prepared and able
to spend time talking with small groups or individual youth, to allow more
personal discussions to develop. An indicator of the level of support and
encouragement is the frequency with which such discussions occur.

Findings:

Cleveland Youth Centre staff frequently have discussions with youth through-
out the daily activities and these by and large appear to be supportive.
John Oxley Youth Centre staff also exhibit supportive behaviour.,  This
appears to have increased greatly since the behaviour management system has
become clearer and more consistent, both in frequency and apparent quality
of interaction. Both of these centres can be considered to operate
effectively in providing support and encouragement.

Westbrook Youth Centre is less effective in providing support and
encouragement, but this varies between sections. Overt physical expressions
of caring are less evident, but this is to be expected with a male
population of this age group. Ccolibah section has the best record for
support, amd good relationships are built. Remand section staff take
opportunities to spend time with the more distressed youth, ard provide
general support through involvement in sporting activities.

Direct supportive contact does occur in other sections, by some staff more
than others. This does not appear to be as frequent as desirable.

The reasons for this may be partly to do with the custodial orientation that
governs much of the staff behaviour. For instance, youth workers who take a
meal in the sections do not eat with the youth, but- at a separate table
where they 'keep the youth wxder direct observation. Fating with youth,

while keeping them under less overt cbservation, is the type of behavicur
which might be expected to provide opportunities to shoi a caring interest.
The earlier recommendation for an activities centre would provide a venue
where those youth workers who express an interest in being more directly
supportive will have an environment where this is possible.

5.3.7 Bhucation and Training

The final indicator of effectiveness is the appropriateness of education ard
training given to staff. A distinction is made between education and
training. ~Education is occupationally or professionally oriented, and can
be expected to impact on the medium to long-term career. Training is
provided to help people to do the job as is required at the present time.

Findings:

' The current training program for youth workers is by the above definition an
education activity. As such, the range of topics and the three year time
period are appropriate. The expectation that staff also contribute their
own time to it in the interests of their career is also appropriate.
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The education program is being effectively pursued at Westbrook and John
Oxley. Cleveland is having difficulty with their program at the moment as
it was previocusly run at a local educational institution with non-youth
workers participating. This centre cannot be considered to have an
effective program at this time, but staff are in the process of developing

one,

Professional and other staff obtain education activities through their
qualifications and through continuing affiliation with professicnal bodies.

Training should include induction, procedures training, fire drills, and
team development activities. Such training should be provided in a planned
way by the centres during work time. At present all centres use informal
on-the-job training for all of these activities except fire drills, which
are properly carried out. Of particular inportance is irduction training
ard team development activities. Neither of these should be left to chance.

Induction and basic training in skills and procedures is important in
gaining uniformity of response, emphasising important values, and overcoming
the handing on of bad habits or inappropriate behavicurs. If the capacity
to use casual staff is going to be fully utilised, each centre will need a

pool of casuals who have been trained in the basic youth worker skills and
expectations. Z

Recommerdation 19;

That a short, hasictrajnimpad(agebedevelcéedforusebycentresfor
inducting and training new staff ard casuals. |

The other wdrk-related training need that is most evident centres about the
teams in wings. There should be time set aside for a variety of activities
to strengthen the understarding and consistency of dpproach taken in the
wing, and the integration of wing activities with other activities in the
centre. This need is particularly evident at John Oxley Youth Centre, and
could be more important in future at Westbrock is other effectiveness

recommendations from earlier in this report are adopted.
Recamendation 20:

That necessary job-related training and team liaison activities be carried
out as a planned activity within work time.

5.4 Effectiveness Sumnary

The assessed levels of effectiveness from a management theory perspective
are shown in Table I. As can be seen from this table, the areas where
future effort will produce vesults in effectiveness are in the
implementation of more advanced systems and activities for the development
ard rehabilitation of youth, and having relevant staff training to support
all areas of effectiveness. '
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Effectiveness Chart

Key Result Areas

John Oxley Youth

Cleveland Youth

Westbrook Youth

ard Indicators Centre Centre Centre
1. Safety ard effective effective effective
Security
2. Behaviour not effective, effective effective
Management. but improving
3. Development &
Rehabilita-
tion
3.1 Individual~ not effective not effective not effective
ised
Development
Planning
3.2 Programs largeily largel'y some  effective,
effective . -effective inadequate
' coverage
3.3 Direct Coun-  not effective not effective not effective

selling,
Therapy,
'Prcblem—t
focused N
activities

3.4 Youth Worker
Support
4. Starff
Education

5. Staff Train-
ing

potentially
effective

effective

not effective

effective

not effective

not effective

not highly
effective but
for Coolibah

effective

not effective







6. EFFICIENCY CONSTRERATIORE

The approach taken with reviewing efficiency was to consider resource
utilisation and to assess where and how resocurces might be better utilised
in ways which do not reduce effectiveness (and where possible actually
erhance effectiveness). Efforts to improve efficiency should focus on
those items which are major cost factors, as the potential for efficiencies
with these is usually greater. For youth detention centres, the major cost
factors are salaries and penalties, and provisions.  Electricity, water,
telephone, fuel, clothes and uniforms are moderate cost items that can
potentially provide small efficiencies. Other one—off cost items may yield
some savings, if they are unnecessary items of expenditure.

As outlined earlier in this report, direct comparison of centres is not
valid. There is, however, a case for uniformity in some of the operational
systems used, and in industrial interpretations. Where one centre carries
out an operational activity more efficiently than another, the more
efficient practice should be adopted in each centre wherever possible,

Suggestions have been made that closing down one wing of John Oxley is a
means of saving money. This notion is rejected on the grounds that John
Oxley could shortly hecome highly effective in meeting the purpose for
which it was set up, and it would be inappropriate not to utilise this to
the fullest. The overheads cccasioned: through to management, professional,
demestic and other staff would be spread over fewer youth, and so tip the
balance between effectiveness and efficiency in the wrong direction. Also,
the cost of interest and redemption of the building has the same effect,
even though this does not appear in the accounts of the Department of
Family Services. -
)

Findings:

Action taken to date to find efficienciés has concentrated largely on
provisions and the smaller cost items. Most of the potential for savings
appear to be realised in these areas. As menticned previously in this
report, program funding has been a casualty in this process. However,
little has been done to bring about structural change in relation to
staffing practices, which is where the greatest potential for improving
efficlency exists.

Cleveland Youth Centre has addressed some staffing issues and has achieved
greater efficiency in weekend kitchen arrangements. It uses casuals
without reducing centre effectiveness. Other centres have not attempted to
achieve similar savings. To do much more-than Cleveland has will require
policy changes and award renegotiations through the head office of the

Depariment.
The types of efficiency measures that could be adopted are as follows:
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6.1 Salaries and Penalties

Staffing arrangements for the detention centres can be altered provided
that the purposes of each centrve is met, Historically, the approach to
staffing centres has been to have sufficient staff to cover the peak work
loads. This leaves staff under-utilised for certain periods of the day.
The alternative approach adopted is that of providing the staffing rescurces
necessary for the normal running of the centve, and have flexible arrange-
ments for meeting peak work demands as they occur. :

The consequence of the present approach is that centres have staffing levels
at night based on the requirements of cccasional or rare events such as
abscondings, late admissions and fires.  They have floaters who cover
escorts and sick leave and who therefore may not be fully utilised. They
have staff who have heavy demands placed on them for a few hours, then are
urder-utilised for the rest of the shift.

The altermative approach would utilise close call at night, permanent part-
time staff for periods of higher demand, and casuals for unpredictable,
intermittent demands. Use of these altemmatives can also free rescurces
fram less productive periods and make them available to provide increased
resources at times when centre effectiveness can be increased.

These should be irrplemented'rin a way which does not cause a large reduction
in income for staff who continue to do the same class of work. Savings
ocaur throuwgh reduced staff nmumbers. 4

Seme of these possibilities are discussed below:
6.1.1  Casuals

Centres already have the capacity to utilise casuals. To make best use of
this capacity, each centre should develop a pool of casuals from which it
can draw. These casuals should be trained in basic procedures and practices
as discussed in Section 5.3.7 and not simply taken off the street.

Casual staff should be utilised initially as

second staff on double escort duty (i.e. driver)

to relieve staff doing a single escort '

to do hospital escort duty for low absconding risk youth

to relieve staff who are absent sick, whers they can work with
another experienced youth worker

to do some weekend work and holiday relief under the same
conditions

L S

*

Experienced casuals might be used to do single escorts and work with less
supervision.

The advantage of casuals is that they can be available on short notice te do
the work that would otherwise disrupt the routine of programs in the centre,

They might also be used to free other staff for short duration training

activities.
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If there ever is any terdency for staff to work the system with sick leave
(and there is not clear evidence of this), use of casuals for sick relief

will tend to reduce this practice.

The limitations of casuals i=s that any one centre cannot have so many
casuals working at once, that they affect the stability and continuity of
the centre. Acceptance of casuals as a group and of each individual casual
would have to be carefully managed. Sufficient training, given in
conjunction with full-time youth worker staff, would help with this.

Westbrook staff claim to have little chance of developing a pool of casuals
in the Toowoomba area. One of the realities is that the majority of people
wanting to work as casuals will be women, and possibly older, less fit
women. Westbrook staff believe that such people would not be suitable for
the work, the implication being that they could not control the youth and
that they would be in physical danger.

TIn contrast to this, the women who are presently on staff are treated very
well and very respectfully by youth. These are not young, fit women.
Having women in the centre in a direct care role will potentially increase
the level of support and encouragement that is expressed. They may even
have a positive impact on the behaviour management system. Certainly any
who are older ard less fit would not be expected to apply physical restraint
to a strong youth, any more than an oldex, less fit man would be.

Tf a concentrated effort is made to recruit a pool of casuals in Toowocmboa ,
it might produce sufficient pecple who are capable of carrying out the types
of duty listed above. '

The potential efficiency advantage of using casuals is difficult to
estimate, aijd would vary with circumstances.  Management could be more
confident that staff resources are being managed efficiently through their

Recamendation 21:

'IhateadlYaJﬂlDetartimCentrehl:_ildupapool of casual staff to use for
escorts and relief where this is appropriate. - That these casuals be given
basictmirﬁnginthes}dllsmaxyfortheseamityardbahavim
management roles before they are used in this capacity.

6.1.2 Close Call Provisions

A close call provision in an award allows for staff to be retained on call
within the centre. They are able to sleep and if they are not called out
are available to work a normal shift the following day. If called out, the
normal 10 hour break applies before they work another shift.

An allowance is paid for being on close call, and penalty rates apply if
called out. Normally a system of voluntary rostering works, for those
pecple who are happy to arrive late in the evening and sleep the night.
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The advantage to the centre from such a provision is that night staffing can
be reduced to that necessary to do the actual work (i.e. security patrols,
youth to toilets), while having a body of staff on hand to respond to
occasional duties or emergencies (i.e. late admissions, absconding) .

Staff who are on duty would have a full, although not onarous, security
routine to follew, reducing the tendency to boredom and sleepiness.
Typically, the idea of "finding useful things for night staff to do" does
not work, if it is not a task that is necessary on the night.

The centre may then take the cption of transferring these resources to the
more productive day shift,

The advantage to staff is firstly that they can get some money for simply
beirng available. If they get called out the payment is very good.
Secordly, it will retain a reasonable sense of safety for those who are on
night shift., When there is a need, the mumbers both on duty and on close
call can be boosted. ’

For such a system to work, the physical security needs to be adequate. John
Oxiey would have to be confident about its doors. Westbrook would have to
increase individual room security and boost technological security (e.g. to
be able to have a listening routine via inter and some limited video
surveillance). - -

Sleeping areas would also have to be provided. These should be secure, and
close enough to wings or sections to respond for a fire evacuation. TIf
Westbrook were to have several staff on close call it might be an advantage
to have them in two different locations., Bozzer systems and call-out
protocols would have to be devised.

The potential efficiency advantage of close call is great, provided that
call~ocut situations are not frequent. TIn fact, call-out situations are rare
at all of the centres. John Oxley had 52 after hours admissions in 1988,

Conservatively, Westbrook could reduce night staffing by 4 positions , John
Oxley by 2 positions and Cleveland by 1. !

This represents an approximate annual saving of $225,000 in salaries and
penalties alone, less any call-out payments (see Appendix II). There would
be some once-only capital experditure,

Sy
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6.1.3 Permanent Part-Time

The ability to employ staff on a part-time pasis would allew centres to
concentrate staff resources during the high demand part of the day. That
ig, one position could be split between two part-time staff, one working in
wirngs or sections in the mornings for two to three hours and one working in
the evenings for up to six hours.

Permanency is seen as inportant for these positions. - The wing or section
role requires stability so the staff can build a caring relationship with
youth. The same part-time staff wember would always be with the youth in a
given wing in the mormings, and another always present in the evenings.
Along with the full-time staff members, this will provide as much stability
as at present, and perhaps even more.

Part—time staff would have to receive full training, and be included in
team-related activities. This would entail some additional cost, but should

still produce an overall cost savirg.

Other advantages to the centres is that these staff would be able to focus
on the direct care role as well as providing effective security. The
shorter work periods could result in their being' fresher and able to
maintain enthusiasm more easily.

Part-time staff may be less prone to stress-related problems because of
reduced expostre to the detention centre enviromment, and through not having
to work rotating shifts. Their work times are such as to leave them free
for a large part of the day. There should be many pecple who would be happy
to work under these conditions. Some current full-time staff may prefer to
work on thig part-time basis. Even Westbrook could hope to find some men
who would work under these conditions, especially those who own smaller
properties that do not keep them fully occupied. )

The other action that might enhance the efficiency of using permanent part~
time in this manner is to make the lunch periocd less labour-intensive,
especially in John Oxley and Westbrook. Youth could prepare a cut lunch on
most days, and not have to return to the wing or section. Iunch pericds
could then be supervised more efficiently. This would also be more "normal"
for youth of these ages.

The overall cost saving potential of permanent part-time is difficult to
quantify separately, but contributes significantly to the savings in the
scenario outlined for Jcohn Oxley in Appendix I. .

Recammendation 23:
That the Department of Family Services have the position of Youth Worker

appravedasmlemidlisq;entoagpointmentmapart-tjmebasis, and seek
a variation to the Youth Workers award to this effect.
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While staff would gain from the more settled fixed shifts situation, many
will resist such a charge. Ioss of one week’s leave will he one concern. A
Secord is that midnight shife is seen as a "restn from contact with youth in
the other shifts, A third is that stafr with families do not want to work
an aftemoon-—evening shift, as this is an important family time.

other staffing initiatives.

6.1.5 Broad Bandiyy -

burnout and stress symptoms.

Child Care Officers and management staff who have the opPportunity to move
onto other things do so after a few years. fThis lends credence to the claim
by youth workers, ard is a good argument for bl:txad—bandjng residential care
workers across different types of residential care institutions,

While some people agree that the types of work are too different to pa broad
banded, there ig common  ground in the philoscphies of nNormalisation, of
individual responsibility taking, and of developing beople to cope more
effectively with 1ife. Future education of all residential care staff coulg
be made more rigorous, with core subjects common to all, and electives for
people specialising in one areq, A person wanting to charge to a different

of institution coulg study the relevant electives, as well as
undergoing divect training in the different jopbs.
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Recamendation 251

That the Department of Family Services develop education programs for
Rﬁsidentialmremﬂcers,withcnrecxnpetawards]djjsaswellas
specialist electives, sothatstaffcanbeusedinvarimstyp%of
institution, as they dhwose to study additional electives.

6.1.6 Award Restruchoring

The current push towards structural efficiency has given an opportunity to
open industrial negotiations on all of the above ideas, as a complete
package. Scame action can be taken indeperdently, e.g. to increase the use
of casuals and to get approval for permanent part-time status urder the
Public Service Management and Employment Act. A charnge to fixed shifts
appears to be possible under the current award, but would provide most
brenefit if initiated in conjunction with other structural charges.

Recammerdation 26:

That the Department of Family Services pursue award restructuring to achieve
structural. efficiency, incorporating the award changes proposed in this
report. )

6.2 PROVISIONE

There is little scope for making additional major cost savings with
provisions. This 1s one budget item that is scrutinised closely in each
centre, and the provision of sufficient wholesome . food for youth in
detention should not be compromised.

Control of food costs is by way of overall budget amounts. A more valid
basis for managerial control is a per meal cost, which can be monitored
month by mwonth if numbers of meals are recorded. Cleveland does record
runbers of meals, and Westbrook was able to calculate approximate meal
numbers. Average meal costs for these two centres during the latter part of
1988 were:-—

Clevelard $1.45
Westhrook $1.50

John Oxley was unable to estimate meal costs because of the variable numbers
of meals taken in the wings. A ruming estimate of meals taken in the
centre could be taken, to provide average meal costs in the fubture.

Managerial control of provisions costs could then be based on both budget
allocation and per meal costs. The variations to budget caused by
fluctuating numbers of youth in residence should be acceptable, provided the
per meal costs are maintained at budgeted levels.

Recamerndation 27:

That the managerial cortrol ofprcvisionsbebasedumpermalcostsas
well as upon the budget allocation.
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Clothing is g cost which 1S highest ot Westbrook.  veutp provide their cyn
clothing at othey centres.  “Given the nature of the envirorment apg
activities at Westbrock, the issue of Clothing té youth is aPbropriate, rr
the nature of activities ang section Organisation changes in the future, it

These uniforms costs approximately $230 per anm per youth Worker compared
with $144 pPer youth worker for uniform allowance in Other centreg, The
issue of g tie, three trousers ang shirts and one pair of sheeg each year
APpears reasonable but the hat might he xpected to Jast more than g Year on
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6.4 OTHER PRACTICES

There are a few practices carried out in certain youth detention centres
which are accepted as the nomm, and which are not evident from budget items.
some of these have potential for cost savings which have not been realised
in efforts to date to reduce costs. ,

6.4.1 Iaundering — John Oxley Youth Centtre

All of the linen used by youth is sent to a laundry each week, This incurs
direct costs, as well as some hidden costs.

The direct cost of laundering is about $1,000 per anmum.

The indirect cost is in the logistics of gathering, distributing and
accounting for the laundry. The two domestic staff sperd two days each
(week) in sorting and bundling the linen into individual packs, vhich are
changed each week. Considerable effort goes into keeping linen movements
recorded, and these records are subject to audit.

By contrast, Cleveland issues linen to each wing, and the youth launder it
each week. Handling and tracking costs occur only when worn or damaged
linen is replaced in the winhg. Wing staff and youth are responsible for
their supply of linen and the care of ik,

Youth taking responsibility for their oun linen is more in line with a
philoscphy of normalisation and responsibility taking, as well as providing
cost savirgs. -

There is ddnflicting opinion about sanitation with linen laurdering, but
providing there is little danger of youth using each others sheets (e.g. by
mmbering them) and provided medical opinion is that they are sufficiently
sanitised by washing and exposure to the sun, this saving should be made.
Some of the potential saving could be used to increase and upgrade laundry
facilities within the centre.

This would take a lot of pressure off the housekeeper, who works long hours,
and the domestics who have a demanding cleaning schedule because of the
nature of the building. Iaundry control is estimated to use up 4.5 person-
days per fortnight, i.e. about $8,000 per annum equivatent.

Recomendation 30:

’]hatJdmOxleyYaxthOentIehaveymthlamﬂertheircxmlinen, and that
laundry facilities be improved to allow this.

6.4.2 Danestic Statf

Having full time domestic staff In youth detention centres appears to be a
tradition left over from earlier times when youth were not expected to take
as mich responeibility for maintaining their domestic surroundings. One of
the arguments for retaining them is that they are useful for doing
additional things such as answering telephones, getting morning and
afternocon teas, etc. :
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This is an example of finding activities to utilise fixed staff resources,
rather than resourcing a need in the most efficient mannex.

Cleveland Youth Centre obtained a cquote to have contract cleaners do the
specified cleaning tasks of the domestic. The quotation was for $6,240.00
per anmmi. This compares with the salary only of the domestic at $17,500,

giving a direct saving of approximately $11,000 per annum.

The role of the domestic at Westbrook ig similar to that at Clevelard, but
with more floor space to cover, Staff argue that they need a domestic
available, for things euch as when youth track mud into the office and
patron’s waiting room. This is a further example of staffing for occasional
needs. If youth do leave mud on the floor surely they can be expected to
take responsibility for cleaning it up.

The potential direct savings from introducing contract cleaning to Westbrook
is less than at Cleveland because of the larger floor space and additional
travel time to the centre, but could still be in the order of §7,000 per
anmm.

The role of domestics at John Oxley is more closely 1inked with the wings
than in other centres. They clean f£loors and windows. within the security
areas, do monthly cleaning within wings and help with kitchen duties. In
addition, they have large areas of flooring which requires constant, careful
maintenance and large areas of glass to keep Clean. This role is more
difficult to replace by contract and the volume of work would probably

justify full time domestic services.

If youth do their own linen, there may e scope for letting some of the
cleaning go:to contract and reducing the domestic staffing by one.

Domestic staff may be approached under the provisicns of the redundancy
arrangements, or where it is considered better for’ a given centre, not
replaced as turnover CCCUrs.

Recomendaticn 312

mteadlywﬂldetmtimcentreﬁmsemtﬂeuseofdmticsarﬂreplace

ﬂlemwiﬂlcontxactcleanjmsencweswherevathlsisthemore cost—
effective option.

6.4.3 Housekeepers

The roles of housekeepers at John Oxley and Westbrock are exercised at
Jifferent levels. The John oxley housekeeper takes a role which is central
to the operational management. of the centre - actively managing and
coordinating c¢leaning, . stores, ordering and deliveries, liaising with the
kitchen and now managing children’s clothing.
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The Westbrook housekeeper works in a reactive role - ordering things
required by the kitchen and other areas, recording store movements and
running a message service to Toowoonba. She spends about half of each day
in Tocwoonba doing deliveries and pickups. She manages the special request
purchases for youth, from their pocket money. A previcus report on
Westbrook apparently recommended that a housekeeper position be established
put no copy of this report has been found. It is believed that the intent
of this recommendation was that some maternal interest be taken in the
welfare of the youth - their food, their cleanliness, their domestic
surroundings. The role as currently exercised appears to have too little
emphasis on thls component. _

Some staff have questioned the need for a housekeeper. Certainly,
deliveries could be organised for food, goods, mail and other items. The
¥itchen ecould manage its own ordering and receiving of deliveries, as could
other areas of the centre. This would still leave an important role in
relation to the deomestic welfare of youth, which could receive more
attention than it does at the moment. In doing this, the housekeeper would
have a dally presence in the sections, and work in conjunction with the
matron on domestic and sanitation standards.

Should this role be fulfilled satisfactorily by youth ‘workers, the position
would then become UNNECesSArY. Management could be more confident that this
is happening in the spirit of the original recommendation if a mumber of
youth workers are Womern.

Recommendation 32:

position be abolished if and when the damestic welfave of youth is being
maintained satisfactorily by youth workers ‘in the spirit of the origimal
recamendation to establish the position.

6.4.4 Dauble Shifts — Westbrook Youth Centre

At present youth workers at Westbrook do a double shift on Mondays from
4.00 p.m. to 12 midnight and on Saturdays from 8.00 a.m. to 4.00 p.m. The
reasoning given for this is that the arrangement allows the most appropriate
roster cycle. The management rationale for it is that extra activities can
be mounted at these times. On Monday evenings plenty of staff are available
o escorts for appointments and special activities in Toowoomba can be
organised. Oon Saturdays more staff are needed to help with sporting
activities,

While the capacity to provide for special escorts and activities is
important and the sporting activities are a highly desirable tradition, the
method of staffing them is based on fixed resources principles. This is not
only wasteful of rescurces, but also reduces the flexibility of activities.
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The mmber of activities that can be scheduled for Monday evening could not
always utilise a full extra shift. Trying the schedule activities for a
Monday night shift must mean that some youth do not get a chance to attend
activities which are only held on other evenings - a reduction in
flexibility.

The sporting pericd on a Saturday is normally after chores are completed,
from about 9.30 .a.m. until 11.30 a.m. An extra shift is brought on, at
penalty rates, for an activity which usually lasts two hours.

The sporting program varies, and need not always require a full extra shift,
even for the two hours. It could sometimes conceivably require more than a
full shift staffing for this two hours. '

Working a full double shift also means that no extra resources are available
for an occasional sporting activity on a Sunday, which would allow a more

flexible sporting program.

This type of staffing is the reverse of sensible management practice, In
effect, Westbrook is staffing to a certain level in these pericds, and then
finding needs that can be filled by this level of staffing. The better
approach is to identify the need first, then staff to meet it. For example,
the weekend sporting activities should be decided, to meet reasonable needs
and expectations of youth in the centre..

staffing levels should then be calculated to support these activities, for
the period they are required. This of course could happen more easily with
the types of industrial/restructuring initiatives mentioned in this report.
However, in many instances even two hours of overtime for the required
number of sﬁalgf could have been a more efficient option.

Westbrook staff believe that entering vigorous team sports with youth at the
weekend is good for relationships and tends-to dissipate tensions between
youth and staff built up during the week. For this reason they do not
believe that "outsiders" should be used tc undertake the sporting activities
on a casual basis. While this point is accepted as valid, there appears to
be no reason why a few casuals with particular sporting interests or
expertise should not be included. Alternatively, casuals could be used for
some other activities within the centre and so release more youth workers

for sporting activities. '

The most efficient mechanism for providing sport, which would also increase
the effectiveness of the overall program, would be to have some permanent
part~time staff who specialise in sport, and who work with youth during the
week as well as on weekerds. This would beost the sporting program
immensely.

A further point about these double shifts is that they are used to take time
off in lieu (see section 6.4.5 below). That is, they are recognised as not
actually needing the staffing allocated, as staff are encouraged to take
time off at these times. i
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The direct cost of carrying the double szhifts is $129,000 per annum.
$56,000 of this is for Monday nights and $73,000 for Sathurdays. A
significant part of this cost could be saved in the short term through the
use of casuals and overtime.

Recamendation 33:

That the double shift arrargements at Westhrook be discontimmed, and other
means be found to staff sporting and other activities as required.

6.4.5 Time Off in ILieu

A1l three centres have a system of gaining credit of overtime worked, to
take off in lieu of overtime payment. While these systems are beneficial
for both staff and management in the flexibility that they provide, some
significant differences exist between the Westbrook system and that at other

centres,

Other centres credit staff with time on an hour-for-hour basis, with an
agreaed maximm for an overnight field trip. Westbrook credits staff at the
applicable penalty rate {e.g. 1.5 hours for an hour) and is more generous
with overnight field twips.

In addition, mach of the time credit i5 taken off when double shifts ocour
on Mondays and Saturdays. That is, they take time off when that mmber of
staff would rarely be needed on the shift anyway. .,

The net result is that the centyve is paying full overtime rates for the
overtime worked, and it is being shewn as work done on a Monday or a
Saturday. ‘The only advantage to this is that funds come out of salaries
rather than Zontingencies (and this distinction is supposedly to be less
relevant now).

Time off in lieu is of advantage to management when it is hour-for-hour ard
when staff take time off during unpredictable lulls in activity.

Recamnerdation 34:

That the Department of Family Services give departmental approval for a
uniform system of time-off-in-lieu for yauth detention centres, based on the
systems in use at John Oxley and Cleveland Youth Centres.

6.4.6 Sick Teave

The level of sick leave at all centres is woderately high. Several reasons
for this have been postulated, including an ageing workforce, the stressful
nature of the work ard reaction to the redundancies which have occurred.

While all of these are likely factors, the over-riding impression is of a
workforce which is unconcermed about taking sick leave because there is
always somecne to take their place, and of a management which accepts the
level of sick leave as something about which they can do nothlng There is
insufficient evidence to suggest that feather bedding is ccourring.
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Payirng out of sick leave on retirement or resignation has been proposed, bhut
this is rejected on the grounds that it just postpones the problem and is
the ultimate resigmation to tbe notion that management cannot. do anything
about the level of sick leave taken.

Management can address sick leave through developing an awareness and
expectation in staff that sick leave should not be taken for granted. Staff
who take sick leave can be asked about their illness in a fair and
straightforward . manner, rather than just accepting the paperwork without
question. persistent sick leave can be analysed. and discussed with
individual staff members, to see if there is any scope for doing things to
help or ease the health situation, Staff in general can be reminded of the
expectation that sick leave is for when they are too sick to attend work.
Staff with particular health problems can be given some work flexibility and
latitude where this is appropriate. Sick leave levels can be made public
within a centre, and goals set to reduce them.

This approach, together with a fair treatment of staff and action to address
possible morale-related influences on sick leave, can be the basis of a
strategy to reduce the level of sick leave taken.

Reccmnendation 352

That each centre develop a positive strategy for changing staff expectations
abouat the taking of sick leave. :

6.4.7 Grain Production — Westbrook

As mentioned in recommendation I, grain production should be phased out.
This will result in potential savings of about '$10,000 .per annum in previous
losses, the! release of cne youth worker for other activities and some
capital returns (perhaps $5,000-$10,000) on the rationalisation of tractor
sizes and mmbers on the farm. :

6.5 Efficiency Summary
The potential areas for increasing efficiency ave shown in Table II. The

greatest efficiencies come through award restructuring and a commitment by
management to manage resources very flexibly.
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Efficiency Chart

Potential Efficiency

Fossible Savings

1.

10,

11.

Casual staff
Close—call
Permanent Part-time

Fixed shifts
Convert Cleveland kitchen to
gas

Westbhrook uniform items

replaced as worn out

Jahn Oxley laundry costs

Demestics - contract cleaning

Disbanld double shifts-
Westhrcok
Sick leave reduced

Cease grain
Westbrocok

. 41,000 per anmm direct,

productions—

varies - assess in conmjunction with
other initiatives (see Appendix I)

$225,000 per anpum, less call-cut
payments and capital costs

varies —~ assess in conjunction with
other initiatives (see Appendix I)

approximately $50,000 per anmm

minor
$4,000 per annum (estimated)

$8,000
per anmum in staff time, less

capital costs of machines

$18,000 per annum, possibly more in
conjuncticon with (7)

$129,000 per anmum, less the cost
of alternativé staffing of sport
and escorts

cannot be estimated

$10,00 per annum fewer losses
$5,000-$10,000 capital liguidation

‘

B.A. Crawford
April 1989






dedicated to program

activities (less the cost of close—call

APPENDIX L

Akl

CURRENT STAFFING pOIEENTIAL's]_’AFFING
Time staff Time staff
- yleckdays (a;p:mdmaba times)
11-7 vy  18YW II-7 1V 1SY¥W + 2 close
call
7-1.30 6YW 1YW 7-2 3yW 3PPT 1SYW
1yW (floater)
1 Yardman juss 9-3 3y 1YW
29 () VW (Cock) 1yw (P-yard)
: 3 teachers 3y (F)
1.30-3.00 6YW 1SYW throughout YW (progrems)
2vW (floater) . day casual as needed
1 Yardman
2YW (P) 2-3YW (P) ,
on duty .
3~9.30 YW 1SYW 3-5 3y 1YW
EERA L (floater) - 1yW (p-yard)
" 3w ()
2YW (progxams)
casual as needed
9.30-11 6YW 1SYW 9-11 3y 1YW
Total Staffing 31 person-shifts Total Staffing 26.25 person-sifts
(27, including some
use of )
HOTE: additional capacity of 4 person-shifts, with an increase in staff numbx

and call—out:






Time Staff Time staff
Weekerys
11-7 YW 1SYW 11-7 1YW 1SYW + 2 close
call
7-3 6YW 1SYW 7-9 3YW 3PPT 1SYW
1YW (floater)
overlapping 9-3 JYW  2YW (programs)
' 1PPT 1SYW
casual as needed
3-5 ' YW 2YW (programs)
' 1PPT 1SYW
casual as needed
3-11 6YW 138YW 5-9 3¥YW 3PPT 1SYW
1YW (floater)
overlapping 9-11 3YW  1SyW
Total Staffing 20 person-shifts Total Staffing 15 person-shifts
- (plus casuals)
NOTE: An additional capacity of nearly 5 person-shifts, at penalty rates (less the
- cost of close-call ard call-outs). - ,
KEY: W Youth Worker (residential)

YW(P) Youth Worker (practical)

YW (programs)  Youth Worker (residential) who concentrates on providing or
supporting program activities

SYW Senior Youth Worker
YW Principal. Youth Worker
PPT ' Youth Worker (residential) employed on a permanent part-time

basis






