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MR MOSHI NSKY:  Conmi ssioners, the first witness for today is
Ken Lay. | ask that he please be sworn in.

<KENNETH DOUGLAS LAY, sworn and exam ned:

MR MOSHI NSKY: M Lay, you were the Chief Conm ssioner of
Victoria Police from2011 to 20157

3

LAY: | was.

3

MOSHI NSKY: Currently you are the Chair of the COAG Counci
of Australian Governnents, Advisory Panel on Reducing
Vi ol ence Agai nst Wonen and Their Chil dren?

LAY: | am

3

MOSHI NSKY:  You are also Chair of the Prime Mnister's Ice
Taskf orce?

LAY: | am

MOSHI NSKY:  You are soon to take up the position of Chair of
Ambul ance Victoria?

LAY: | am

MOSHI NSKY: | shoul d just nake clear that in the questions
today |I'm not proposing to ask you any questions about
current operational matters or policies of Victoria
Police. W have had a nunber of very senior
representatives of Victoria Police give evidence already
in the public hearings, and we will also be hearing from
t he current Chief Conm ssioner of Police, G aham Ashton,
t onor r ow.

| would like to take up with you the broad topic

that we are dealing with this week, which is governance
structures in ternms of the whol e-of-governnent response to
famly violence, and invite you, based on your experience
and work, to offer your reflections about what are sonme of
the inportant things to keep in mnd when this Comr ssion

i s thinking about governance in relation to famly
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vi ol ence.

MR LAY: Thank you. Conmm ssioner, for nmany, many years | have

spoken about fam |y violence being a conti nuumof - at one
end it's the fractured cheekbones, it's the deaths. At
the other end it's the attitudes that we see from young
men, some wonen, which pervades the whole of society.

| have also seen in ny tinme billions of dollars
of investnent in that violent end, so whether it be in
police, whether it be with the services. But |I don't see
that piece at the other end, where unless we get that
right, it may not be you or it may not be ne, but in
10 years tinme we nmay have anot her royal comm ssion talking
about this.

So despite all that investnment, despite all the
wor k, despite all the goodw Il, we still have a court

systemthat nmany victins and wonen descri be as a

horrendous experience. W still have wonen bei ng nurdered
at alnost a weekly rate. W still have terrible, terrible
injuries. W still have nuch of our focus on trying to

arrest our way out of this. So the violence continues.
| don't see the current nodel, unless we get into that
primary prevention space, noving.

Can | just take this on a journey, Conm ssioner,
and pull me up, please, if I'mnot addressing where you
want nme to go. As you are probably aware, | was in the
road safety space as the Assistant Conm ssioner up to
about 2006 or '07, | think it was, and | often tell the
story to groups | talk to back in 1971 we had a Premer,
Henry Bolte, who said that everyone woul d wear seatbelts.
Just as an aside, | can renenber ny dad sitting at the

tabl e saying, "No-one is ever going to nmake ne wear a
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seatbelt."” But the governnent persisted, they were
strong, governments were bipartisan as we went through the
process. As a result that enpowered agenci es,

departnents, communities to actually understand what drove
road safety, what drove road deaths.

People like nme, like Frank Green was a really
good exanple as the Assistant Comm ssioner Traffic, spoke
out very loudly about road safety issues, challenged
gover nnent because he felt enpowered to do that. The
political |eadership was there that spoke about this, that
understood it was inportant. Premers, police mnisters,
roads m nisters knew what worked, knew what didn't work,
and we had a nodel as a result where | have never seen a
group of agency heads so tight as they are in the road
safety space. | think it was because of the politica
| eadership. They felt enpowered. They were gane to
actually challenge the politics. Innovation flowed,

i nvestment flowed, legislation flowed; and | always take
it back to that political |eadershinp.

So famly violence. | haven't seen that sane
| evel of political |eadership going back over a decade.
When Neil Conrie started tal king about this, when
Christine started tal king about this, when Sinon foll owed,
| think much of the public comentary was com ng from
police. There were nmany, nmany wonen in the conmunity,
generally classified as fem nists, who spoke about this
very passionately. Phil Ceary is the only man | renmenber
tal king about it, and politicians | think found it quite
unconfortable. You would often see them noving from one
cheek to the other. Wasn't real policing, wasn't a real

crime, and that actually reflected in the way we dealt

.DTI: MB/ TB 15/ 10/ 15 3706 K. LAY XN

Conmi ssi on BY MR MOSHI NSKY



© 00 N oo 0o b~ w NP

W W N N N DD N D DD DD MDD PP PP PP, ERE R
R O © 00 N oo o Ao W N b O © 0o N oo O b~ w N+, O

with it and the community dealt with it and the nedi a

dealt with it. The political |eadership | didn't see.

COW SSI ONER NEAVE: We might have now reached the point where

we have that political |eadership, or seemto have.

MR LAY: Conm ssioner, | sat in the Upper House in Decenber

2014 and listened to the Governor outline the new
governnent's policy agenda. | have heard - sorry, prior
to that election | heard both the opposition | eader,

| heard the incom ng Prem er speak about fam |y viol ence,
speak about it being inportant. W cone through the

el ection. W have a royal conm ssion. W have a famly
violence mnister. W have a prem er that speaks
beautifully and articul ately, understands the issues.

Two weeks ago | stood up beside the Prine
M nister, and again his first policy statenent in his role
as Prime Mnister was about famly violence, his first
statenment about investnent was about fam ly viol ence, and
he started tal ki ng about things |ike gender inequity,
entitlenment, all those issues that we know are inportant.

That's enornously enpowering, | suspect, for
people Iike the Chief Comm ssioner, for agencies, for the
community, and people start to understand, "Okay, this
isn't about a bl oke com ng home with a few beers in him
that becones violent. It's far deeper than that." That's
two steps forward.

But a week after, while we are still basking in
the glow of the Prime Mnister's announcenent, we get
nonsense down at Geelong fromthe Mayor of Ceel ong, who
makes sone statenments which - it's just enornously
frustrating. So whilst we can say, "Yes, we are noving,"

we can't lose sight of the fact that there are many people
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in our comunity, people in |eadership positions, who
still don't quite get this.

| cone back to the culture piece and the
education piece and the primary prevention piece. That
| think is probably where the answer |ies rather than
trying to arrest our way out of it. It's going to be very
inmportant to continue the investnment in police. The
servi ces obviously need support. But, by gee, there's
still a big part of the conmmunity that needs sone

education, and particularly our young people, in nmy view

MR MOSHI NSKY: M Lay, just picking up a couple of the strands

that you have referred to, in terns of the very |arge
proj ect of cultural change and primary prevention work,
one of the issues is trying to cone up with sonme sort of
system or governance structure that adopts a long-term
approach that isn't beholden to the election cycle,
ideally is a bipartisan approach. Do you have any

t hought s on how one can try to achieve that?

MR LAY: Shortly before | left I did have sone discussions

about whether there should be a famly viol ence
conm ssi oner or an onbudsman type nodel, soneone to
actually sit above the agencies and the departnents.
| just worried that at tinmes - | worried often that
Police, DHS, Health, Education got stuck in their own
silos, and I'mnot being critical of anyone because Police
were as qguilty as anyone, but we seened to be beholden to
our mnister, respond to our mnister what we thought our
m ni ster wanted, and sonetines that resulted in probably
not the best advice, the nobst innovative advice.

So ny thinking was around let's try and put a

filter above this where these four or five strands could
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feed into and soneone could actually synthesise it and
gi ve governnent the absolute best practice and best way
forward. |1'mnot sure the agencies and the departnents
did that as well as we should have in ny tinme as
Comm ssioner. So | quite like this idea of soneone
sitting above people, |ooking at what works, |ooking at
what doesn't work, and give governnent the opportunity to
have one voice rather than four voices, which tends to
dilute what nay well be a really good nodel

The ot her piece about this for nme, Conm ssioner,
was, whilst |I spoke a |lot about fam |y viol ence and
Victoria Police invested a lot in famly viol ence and
| think we worked pretty hard in this space, | never felt
truly accountable. |I'mnot sure - the truth is if we
hadn't worked as hard as we did the nunbers of reports
probably woul dn't have been as high as they woul d have
and, rather than me having a crinme rate over ny tenure as
Commi ssi oner of up three per cent, it mght have been down
five per cent, and history - people mght | ook at ne nore

kindly than what | delivered by way of crine rate.

But | just never felt truly accountable to
gover nnment about meki ng wonen and children safer. It was
nmore an intuitive thing. It was nore issues that were

driven fromw thin the organi sation, some very, very
strong wonen's voices in Victoria Police. So, again,
there's this piece about what sits over the agencies or
the departnents that can actually drive this, that can
actually ask the questions about what went w ong.

Young Luke Batty's death is a really good exanple
of things went wong. They went wong across a host of

agencies. Yes, the Coroner went and did sone work and has
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done a very nice piece of work to unpick that. But I'm
still not quite sure that the agencies really understand
how t hey coul d have been so nmuch better, and that piece
that sits above it may well be the answer.

How do you keep that out of the politics is a

vexed question because - smarter people than me will think

about this, I'msure, but when an agency or a body is
established, politics will establish it and politics can
unestablish it. So that's the tricky piece. | would

think part of the answer is cone back to that primary
prevention stuff. Wen the comunity understands that
wonen and children dying, wonmen and chil dren being

assaul ted and harmed is inportant, when they understand
the drivers, one would hope that the el ectorate woul d keep
governnment on the straight and narrow in this space.

O course, the other piece about this, it's
people like Neil Conrie, it's people like Christine N xon,
it's people like nme, it's people |like G aham Ashton and
the people that follow who will need to continue to speak
out - and the other nmen and ot her wonen who are very, very

capabl e of doing that.

COWM SSI ONER NEAVE: So do you envisage that, if you had sone

sort of an independent body which has an oversight role,
it would be involved in both overseeing prevention and

overseeing the service delivery area?

MR LAY: Comm ssioner, | think it probably has to. It's

interesting, though. |If we go back to the road safety

nodel , we don't have such a body that sits over that. But
we do have very strong political |eadership and conti nued
political |eadership. So one m ght argue that, if we had

that going forward, perhaps we don't need this body.
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But | like the idea of this body having the full
view. If we roll the clock back to sonme of the terrible
t hi ngs that happened to wonen and children when | was
Conmmi ssi oner, that that person or that body woul d be
saying to me, would be saying to the head of DHS, would be
saying to the head of education, "Wat happened? How did
we get to this place? You are accountable. Wat did you

do to prevent this,” and put sone absolute rigour on it,
and that |evel of accountability just nmakes you better.

It drives you and nakes the community safer.

COWM SSI ONER NEAVE: There is this idea of a Famly Viol ence

| ndex whi ch has been suggested. There are certainly a
nunber of conplexities in comng - it's not |ike counting
how many people are injured or killed in a road toll.

It's much nore conplicated than that. But do you think
that that would be a hel pful approach in terns of charting

progr ess?

MR LAY: Certainly the mnister and I have spoken about this.

Heat her Nancarrow, the Chair of ANROAS, and | have spoken
about this. | understand it's difficult and it's conpl ex.
But if we can get this right, again, it's enornously
powerful to drive the agencies, drive governnment, drive
the investnent, drive the legislation. |'mnot quite sure

what it | ooks |ike, Conm ssioner.

COW SSI ONER NEAVE: | don't think any of us do yet.

MR LAY: But, to ne, that accountability stuff is so inportant.

Again, it comes back to that - it drives the agencies to
wor k toget her, and when we get it right - again, road
safety - there are so many nore nmen, wonen and chil dren
al i ve today because we got it right - the accountability

was right, the |eadership was right, the agencies got it
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right. Famly violence is far nore conpl ex, though,

| would argue, than road safety. So the answer is far
nore conplex. But, yes, I'mdeeply attracted to an index
that says, "This is what you will deliver, and, if you are

not delivering it, why not?"

MR MOSHI NSKY: | was going to nove to a new topic.

COWM SSI ONER NEAVE: Perhaps | will ask the question | wanted

to ask now. The whol e question of culture change, which
is what you are tal king about in the context of primary
prevention, and you have tal ked about society as a whol e,
but are there any particul ar challenges in bringing about
cul tural change anong the police, who have traditionally
been a very nml e-dom nated organi sation. There have been
enor nous changes, | know, but what are the chall enges that

need to be dealt with in that context?

MR LAY: Qobviously first up is the | eadership space, is to make

sure the Conm ssioner keeps tal king about it. W didtry
hard to reshape what the organi sation |ooked |ike with the
Fam |y Viol ence Command and nore famly violence units
across the state and with ne continually tal king about it,
re-looking at the ratio of women comng into the

organi sation, pronoting wonen and the like. But |'m not
sure we have the education space right. Certainly that
was nmy thinking in the Famly Viol ence Conmand, was to
actually get a level of consistency in service.

Agai n, you |l ook at Luke Batty's death, and sone
of the police nmenbers did a fabulous job, others fell
short. So to try and drive that was to get education
ri ght across the organisation so it was better, and hold
peopl e account abl e, Conm ssioner. | guess it's that

narrative around political |eadership at the broader
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level. It's |leadership at the Victoria Police |evel which
is enornmously inportant. It does actually start to change
attitudes. You do see people who you perhaps |ease
expected to be responsive far better.

Havi ng said that, sonme people in the organi sation
inny tinme still felt it was okay to say to ne, "Fam |y
violence isn't a real crinme. W should be out doing rea
policing.” So | need to nake sure - well, the
Commi ssi oner needs to make sure that that narrative is
al ways chal l enged. The Conm ssioner needs to talk with
the union to make sure that both the police union and the
Victoria Police are lined up with that, and the politica
pi ece.

| suspect we have noved, though, although - |I'm
not sure if you have heard any evi dence about the
predatory behavi our stuff that Kate Jenkins is doing.
There's some stuff in there that indicates that Victoria
Police have still got one hell of a long way to go and

| know it's going to be an enornous chall enge for G aham

DEPUTY COWM SSI ONER FAULKNER: A rel ated t hene. You di d work

obviously in your time in relation to a blue paper which
asserted that there was a need to change the substance of
t he workforce, the categories of people that you enpl oy.
|s there an answer for famly violence in that, in that
maybe the role of the person who is on the road is not the
right role for the person - the sort of response that you
need? So could you ever envisage a police force that had
different categories of people enployed that recognised

the very nature of fam |y violence being different?

MR LAY: Deputy Commi ssioner, | think you are right. The

thrust of the blue paper was that Victoria Police is
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structured in a way that it was in the '70s and '60s, and
we didn't have the freedomto actually shape the

organi sation to face the challenges of counter-terrorism

and organised crime and famly violence and ice and so on,
so we needed to change the business.

Again, there's case studies going back for many,
many years about how Victoria Police perhaps hasn't been
as good as it should be in responding to famly viol ence.
s it the man or wonman in the van the best person to
respond to? | think in many cases the answer is yes, in
many cases the answer is no. But it is far nore
sophisticated, and I"mnot quite sure we are there yet.

But - and this is a matter for the new Chief
Commi ssi oner to prosecute - no police organisation can
respond to a very dynam c environnent unless it's got the
ability to change quickly, and that's about resource m X,
it's about sworn versus unsworn, it's about |awers versus
anal ysts, it's about people with social skills versus
people with investigative skills, and then you coul d
actually be the very best you possibly can be. But this
nmodel of putting two people at every police station and
driving around in divisional vans, in ny hunble opinion,
is fraught and probably results in | ess than optinal

service to sone of our victins.

MR MOSHI NSKY: M Lay, can | ask you now about the COAG

Advi sory Panel on Reduci ng Viol ence Agai nst Wnen and
Their Children. Wuld you be able to outline for the
Commi ssion broadly the work of that panel and the process

and where it's up to and where it's going to from here?

MR LAY: So | was appointed in February this year to chair this

panel. Rosie Batty is Deputy Chair, Heather Nancarrow
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from ANROAS is the other Deputy Chair, and we have | think
10 ot her people who are categorised as experts on the
advi sory group.

So in the first instance the Commonweal th
Gover nnment asked us, or COAG the premiers and the Prine
M nister, asked us to do three pieces of work, and that
was to provide sone advice on the national - provide
prelimnary advice to COAG on areas of further work and a
nati onal canpaign to change social attitudes. W did that
in July. That work that we presented focused on a
nati onal canpai gn on changi ng young people's attitudes
towards viol ence, and that advice has been adopted by
COAG.

That piece of work was enornously conpel ling,
Commi ssioner. In the not too distant future there wll be
sone research rel eased that sonme people did to actually
informthat national canpaign, and | hope to be able to
tal k about that nore broadly, but as a Conm ssioner you
will often tal k about "nothing shocks ne", but this
research about attitudes of particularly young children
was very, very confronting and, again, perhaps puts nme in
this space now where |'m nmuch, nuch stronger on that
primary prevention stuff. The attitudes we are seeing, as
you see in the VicHealth survey and as you see in other
surveying, was particularly confronting for ne
particularly being a male when you are seeing sone of the
stuff that young boys think is right and proper.

The ot her recommendati on we made was rolling out
respectful relationship prograns in every school within
three years, which was supported, and al so co-desi gning,

trialling, evaluating innovative use of technol ogy to keep
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wonen safe and stop perpetrators using technology to cause
harm That work is presently in its infancy, but we are
trying to look for really smart ways to try to keep wonen
safe rather than the technol ogy being used as a formto
terrorise wonen, which it has been

Commi ssioner, the tricky part for us is you
report in February, | think it is - - -

COMM SSI ONER NEAVE:  Yes.

MR LAY: W are due to go back to COAG with our next piece of
work in March - how we actually synthesise our work with
yours. So we are just going to have to do sone thinking
about that, and | suspect by ne asking you to hold off for
six nmonths is not going to work.

COW SSI ONER NEAVE:  No.

MR LAY: Just on the second piece of work, Conm ssioner - - -

COMM SSI ONER NEAVE: | don't necessarily see - just to clarify
that. Qur work should be nutually reinforcing, and it's
very good that there are a nunber of people working in
this space at the sanme tinme, because part of a process of
a royal commssion is to help bring about those
attitudinal changes and to create a climate in which other
changes can occur. So | don't think we are in any sense
in conflict.

MR LAY: There are some opportunities, and it is worrying to ne
t hat when you | ook across the spectrumof work that's
bei ng done this is clearly a very, very, very inportant
pi ece of work that we need to be able to make sure we are
closely aligned with. So that was the first piece of
wor k, Conmi ssi oners.

The second was to provide advice to COAG by the

end of the year on three major COAG priorities, and that's
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t he National Donestic Violence Oder Schene, which wll
make DVOs nore consistent and inprove outconmes when
victinms nove interstate. So that work is progressing
well. The legislation is starting to align. The tricky
part for us at the nonent is actually trying to get a
systemthat tal ks across jurisdictions. But | understand
we have got a nodel that we may well be able to inplenent
in the short termto get that right whilst we work to get
the final nodel, which is going - when you tal k about
systens across the country, across police agencies, across
courts you start tal king many, many hundreds of mllions
of dollars, which is going to be difficult.

The second piece that we will report to COAG at
the end of the year is national outcome standards to hold
perpetrators to account and to provide key principles to
informall perpetrator interventions and gui de how
perpetrator interventions fit into the greater system
and, again, we will provide sone nore advice around
strategies to keep wonen safe from
the technol ogy-facilitated abuse. So that's work we have
been asked to do.

The really exciting part of the work is the third
part, which is to informthe next national strategy, which
is agreenfield. So this is the work where we actually
have an opportunity to perhaps build on your work and to
be creative, be innovative, be a little bit challenging,
per haps take a few risks and hopefully | eave a | egacy for

our conmunity.

MR MOSHI NSKY: | think Comm ssioner N cholson had a question.

DEPUTY COMM SSI ONER NI CHOLSON: | was just wanting to follow up

on your reference to the really concerning data about
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attitudes of children. Throughout this Conm ssion we have
heard from a nunber of people that have rai sed the issue
about the on line environnent that's central to the |ives
of our children these days and in particular the presence
of ganes that portray wonmen in ways that we woul dn't want
and al so the preval ence anongst children of accessing

por nogr aphy.

One of our people that we consulted with
described this as a tsunam that is about to hit us. So,
if we are thinking about prevention and changi ng
attitudes, she put it to us that this is a tsunam that is
about to hit us and we can do a whole ot of other things

but unless we address this it will be swanped.

MR LAY: | guess, Deputy Conmi ssioner, that takes nme back to

that primary prevention piece and the respectful
relationship investnent. That's one part or that's one
part of it. But you start conmbining - what you have j ust
said then - with some of the attitudes that we do see in
some of the surveying and we have an enornous chal | enge as
a community. W have an enornous chal |l enge.

But | continue to be bullish. W are in a space
now where we have never been before. Wth the political
| eadership, with work like this, with famly viol ence
comm ssioners, with Senator Cash froma national |evel,
wth prime mnisters tal king about investnent, we have got
t he opportunity to turn this around. But it's going to be

chal I engi ng, enornously chal |l engi ng.

DEPUTY COWM SSI ONER NI CHOLSON:  Your COAG work isn't touching

on that online environnent?

MR LAY: | suspect the third part will. W have nade sone
recommendati ons, and there will be sone investnent in
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respectful relationship training for young people. That's
school -age people. | haven't seen the nodel yet, but
| woul d suspect that that would pick up sonme of that work.
But I would think that this is probably an opportunity for
the March paper about what work mght | ook Iike, and,
again, it will be interesting to see what conmes out of
this work to perhaps help informthat.

MR MOSHI NSKY:  Conmi ssioners, | don't have any further
gquesti ons.

COW SSI ONER NEAVE: Thank you very nmuch, M Lay.

<(THE W TNESS W THDREW

M5 ELLYARD: Conmi ssioners, the next panel is on regiona
integration. There is a panel of four witnesses. | wll
ask themto come forward and be sworn.

<FI ONA McCORMACK, affirmed and exam ned:

<HELEN CAMPBELL, affirnmed and examn ned:

<TAMWY SM TH, sworn and exam ned:

<SARAH JOHNSON, affirnmed and exam ned:

M5 ELLYARD: My | start with you, Ms Johnson. Could you tel
t he Conm ssion, please, what your present role is and a
sunmmary of your professional background?

M5 JOHNSON: My present role is as the Regional Integration
Coordi nator for the northern netropolitan regi on of
Victoria. M background is actually not in famly
viol ence specifically. Wile |I have been on the board of
DVRCV for the last six years, ny background has actually
been in rape crisis counselling, trauma counselling
initially, and then working within the youth nentoring
sector, and nost recently | was the Executive Oficer of
the Victorian Youth Mentoring Alliance. | have been in

this role for 18 nonths.
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M5 ELLYARD: Ms Smith, can | ask you the same question: your

present role and a summary of your professional

backgr ound?

M5 SMTH: My present role is Fam |y Viol ence Regi ona

I ntegration Coordinator in the rural area of Ovens, Mirray
and Goul burn in Victoria. | have obtained a bachel or of
soci al work, and since then | have worked in the area of
child protection both in Australia and in the UK, | have
worked in foster care, disability services, direct famly
vi ol ence counselling with wonen and chil dren, and seni or
managenment in community health, and been in this role for

just over three years.

M5 ELLYARD: Ms Canpbell, could |I ask you the same question,

pl ease?

M5 CAMPBELL: |'mhere in ny capacity as independent Chair of

the eastern netropolitan regional famly viol ence
partnership. | also do a few other things. |I'ma
consultant principally in the area of respondi ng and
prevention to viol ence agai nst wonren. | comenced work in
the famly violence policy space in the Ofice of Wnen's
Policy in 2009, and prior to that I worked in trade and

econom ¢ policy, and corporate social responsibility.

M5 ELLYARD: M M Cormack, the Comm ssion has heard from you

before. You are the present CEO of Donestic Violence
Victoria, which is the peak body for famly viol ence
services for wonen and children in Victoria, and indeed
one of the subm ssions nade by your organisation to the
Commi ssion dealt particularly with i ssues of governance,
consi derations for governance of famly violence in

Victori a.

M5 McCORMACK: That's right.
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M5 ELLYARD: The focus of this norning's session is on the

regional structures that presently exist to support
integration. Can | start with you, Ms MCor nack.
Hi storically, how did the structures we presently have

cone to exist?

M5 McCORVACK: It came about | guess through Christine N xon

and the catalyst for famly violence reformthat she
undertook. There was initially a commttee, a statew de
comm ttee, that was conprised of a range of different
governnent departnents and al so NGO sectors, and there was
| ong di scussion around what we neant by fam |y viol ence,
what were the gaps in the system devel oping

rel ati onshi ps, understandi ng one another's respective
roles, but also determ ning what an i ntegrated system

m ght be. Fromthat there was funding. That initial
vision wasn't conpletely funded, though. So that left a
little bit of anbiguity about when we were tal ki ng about a
nodel of integration in Victoria exactly what we were

t al ki ng about .

But subsequently what was established was
regional commttees. Those regional conmttees were
essentially - so there was a regional integration
coordi nator position supported by a chair. The
responsibility of the RICs was to support representation
froma range of different relevant sectors to work
together locally on inproving the famly viol ence
response.

There were statew de directives around what they
should do. So there were things like, first of all,
establishing representation, making sure they had the

right representation around the table, devel oping a shared
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under st andi ng, inplenentation of comon risk assessnent
trai ning, devel opnent of referral pathways. There was
consi stent work happeni ng across the regions.

There was variations in - - -

COW SSI ONER NEAVE: Can | just ask you, you said that there
were statew de directives. W did those directives cone
fronf

M5 McCORVACK: There was an area of governnent that supported
t he whol e- of -governnent approach to famly violence. That
was within Ofice of Wonen's Policy, which sat outside
governance of departnents that were part of the response
and particularly part of the funding. That was really,
really critical. W believe that's a fundanental issue,
because integration isn't just about service delivery
integration. It's about systens integration fromthe
ground right up through governnent. So it's really
fundanental that we have governnment departnments worKking
t oget her.

So that coordinating body also took a key role in
communi cations. So we had a policy framework, we knew
where we were working towards, what we were worKking
towards, and there was comuni cations fromthat. The
stat ewi de advi sory commttee continued, and that was a
great nechani smfor feedback to conme back about how
i npl enentation was - - -

M5 ELLYARD: So the regional commttees were able to report
back up to the statewi de comm ttee?

M5 McCORMVACK: Yes, and that was a great nechanismto | earn how
are things going, what were the unexpected outcones, both
positive and negative, how nmight they be addressed, how

could we build on things. There was |lots and | ots of
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energy. Covernment was very, very active and conmtted to
vi ol ence agai nst wonen. So there was plenty of work

happening. That's kind of vanqui shed.

M5 ELLYARD: |f we think about today, the regional structures

that were established, do they presently sit in any kind

of overarching framework, from your perspective?

M5 McCORMACK: Really, that system doesn't exist anynore as

what it was. The restructure of DHS has nade a huge
inpact. W lost a |lot of corporate know edge about the
i ntegrated approach. O fice of Wonen's Policy was noved
fromthat Departnent of Planning and Comrunity Devel opnment
into DHS, and their resources were considerably cut, which
really limted their ability to do their job. But we
al so - we |l ost that whol e-of -governnent approach, that
understanding that it really required five mnisters at
| east working together to conmmon obj ecti ves.

There was al so the introduction of other policy
initiatives that made the famly viol ence system
anbi guous, who was doing what. But it also took away the
aut hori sing environnent that once provided particularly

regional commttees the ability for themto do their work.

M5 ELLYARD: I want to turn now to the other nenbers of the

panel who work in the present system | want to start

wi th perhaps a general question. The purpose of the
commttees and the chairs is to achieve integration in
famly violence response at a regional |evel which neans
of course the first question is what do we nean by
"integration". Can | start with you, Ms Johnson, but
per haps get each of you to comment. From your

perspectives, when we think about integration what do we

nmean?
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M5 JOHNSON: When | first started in my role | asked the
menbers of the commttee this question. It was a really
fasci nating process. The thing that kept com ng back over
and over again was that it is about a continuum of care
for wonen and children. An integrated systemis one where
a woman can enter the system and she will be held through
that systemin a way that is going to keep her safe. Then
at the sane tinme an integrated systemis a system where a
perpetrator enters and he is held to account.

M5 ELLYARD: Ms Smith, what would your definition of
"integration" be?

M5 SMTH. | think it is very simlar in terns of the continuum
of care fromthe nmoment a worman or child or man enters the
system regardl ess of where they may enter that system
| think it's where all services that are inpacted upon
famly violence have effective relationships, referral
pat hways, very clear common | anguage, clear agenda and
clear vision for what they are actually | ooking at, and
that they collectively have the capacity to inpact change.

M5 ELLYARD: Ms Canpbell, what would your definition be?

M5 CAMPBELL: | think ny colleagues have set it out well. In
terns of the nmechanisns for integration | think a [ ot of
the conversation in recent years has really focused around
services integration and has ignored the policy, strategy
and | egi sl ative and authorising environnment integration
t hat needs to enable that to happen.

M5 ELLYARD: So the back office part, as it were, so that from
the client's perspective integration exists?

M5 CAMPBELL: Yes.

M5 ELLYARD: My | ask then, while we are with you,

Ms Canpbel |, your role is as a chair of a regional
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integration commttee. Could I ask you to speak a little

bit about what your work involves and what in your region

is the relationship between the committee of which you are
the chair and the regional integration coordinator?

CAMPBELL: Okay. In the eastern region | have been the
i ndependent chair since the beginning of 2014.

ELLYARD: What do you nean by independent?

CAMPBELL: Independent is that | have been recruited as an
i ndependent facilitator to support the partnership.

ELLYARD: Rather than conmng as a representative of any of
the partners to the conmttee?

CAMPBELL: Yes. So | have no interest in any of the
particul ar services or sectors that are represented on the
part ner shi p.

ELLYARD: Two questions. Firstly about |anguage, | notice
you prefer the word "partnership”" to "commttee”; is that
right?

CAMPBELL: Yes.

ELLYARD: Wy, in your view, is "partnership" a better word

to descri be?

CAMPBELL: | think historically in the context of our
partnership it was devel oped as a partnership which is
based on nutual respect, respectful engagenent and
listening. Wile we had a clear mandate at the outset
around what our ternms of reference would be, there was
al ways scope and interest in broadening out the work of
the commttee to ensure that broader issues such as issues
around the rights of children were integrated as well as
| ooki ng at a broader approach to primary prevention as
wel | .

ELLYARD: So who sits around the table? Wether we call it
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a conmrittee or a partnership, who are there?

M5 CAMPBELL: Qur nenbers are sector representatives of all of
the key sectors involved in the famly viol ence response.
So that includes honel essness, wonen's services, nmen's
behavi our change services, the courts, Corrections,
police, sexual assault. W have a representative fromthe
prevention sector who oversees the regional prevention
strategy. Child Protection. W have sone DHHS
representatives. | think that's about it. Forgive ne if
| have forgotten anyone.

M5 ELLYARD: There is also a regional integration coordinator.

M5 CAMPBELL: Yes.

M5 ELLYARD: How is responsibility or authority divided up
between the committee or the partnership and the
coordi nator ?

M5 CAMPBELL: The coordinator role in our region, and it does
vary across regions, is a very strategic |eadership role
in terms of, having gone through a strategic planning
process, she's responsible for |eading the inplenmentation
of the strategic plan. So she works very closely with a
nunmber of working groups that we have established to
ensure that the work being undertaken reflects the intent
and purpose of the strategic plan and the vision. Her
role is a very full-tinme role. She's very strategic and
engaged in a nunber of cross-regional sectoral initiatives
and broader initiatives outside of the famly violence
space.

M5 ELLYARD: In your region does the regional integration
coordi nator have a background in fam |y violence service
response?

M5 CAMPBELL: Yes. She has very strong specialist capability
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and experience. She also has very strong strategic

st akehol der engagenent skills.

M5 ELLYARD: May | turn to you, Ms Smith. How does it work in

your region in ternms of the conposition of the comrittee
and the relationship between the commttee and its chair

and you in your role as the coordi nator?

M5 SMTH:  In our region we have a slightly different

structure. Ever since the changes with DHHS at the end of
2013 where they becane area based we had one conmttee

wi th about 42 nenbershi p organi sations, because the Ovens,
Murray and Goul burn is the old Hunme region. So it is 12

| ocal governnment areas. It is quite big. Wen DHHS
separated those two areas to becone Ovens, Miurray and

Goul burn we decided that to be able to be nore place based
and focused on the issues in each area that we woul d
separate our conmttees.

We have one executive, which are the agency
connection managers from DHHS. Then we have the two
chai rpersons of our strategic commttees, the auspice and
mysel f. Then we have two strategic commttees, one in
Ovens Murray, one in Goul burn. We have a chairperson and
vi ce chairperson of those conmttees.

The purpose of those conmttees is to design the
strategic plan and ensure that any governnent |egislation
direction is enbedded into the service sector. Then we
have an operational group, who is responsible al ongside
nmyself for inplenenting the strategic plan. So we have
gone through quite a significant restructure over the | ast
12 months. |Issues were identified in ternms of the

governance arrangenents and the auspice RIC chairperson

comm ttee arrangenents who oversees what. It hasn't been
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clear in any previous docunentation as to who takes
responsibility for the supervision or the work plan of the
regional integration coordinator. W now have a system
where | have |ine managenent through nmy auspi ce agency,
and they are responsible for the day-to-day organisation
of my work, but it's actually the commttee and the

chai rpersons who direct nmy work plan via the strategic

pl an.

M5 ELLYARD: You nentioned your auspice agency. Do you nean by
that the agency that receives the funding fromDHHS to
enpl oy soneone in the role that you hol d?

M5 SMTH:  Yes.

M5 ELLYARD: Ms Canpbell summarised the types of agencies that
are reflected in the work of her conmttee or partnership.
| s that the sane conposition for you?

M5 SMTH. It's simlar. | think in country areas we actually
expand a lot nore, potentially. W have all the famly
vi ol ence specialist services for wonen, children and for
nmen. W have Departnent of Justice, Victoria Police,
Departnment of Health and Human Servi ces represented. W
have our Child FIRST and Fam |y Services Alliance
chairperson. W al so have a manager and/or the
coordinator fromthat area. W are |ooking at what other
representative groups we need to include, whether or not
we need to nove into the area of health, because in the
country areas there's a lot |ess opportunity, | guess, for
people to be part of this systemand different
organi sations are wanting to have their part in this area.

M5 ELLYARD: Thank you. May | turn to you, M Johnson, and ask
you the same question. How are things organised in your

region in ternms of the conposition of the commttee and
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the relationship between the commttee and the

coordi nat or ?

M5 JOHNSON: There are definitely sone simlarities across what

nmy col | eagues have already said. W also have a
representative structure in the northern netropolitan
region that's quite a new structure. Wen | first cane
into the role we had a broad network that was made up of
about 55 to 60 organisations. So when we were considering
the idea of actually having the conmttee that could do
sone strategi c work we thought about reducing the size.
It's a big issue in the north because we do have a | ot of
servi ces operating.

So the systemthat we now have is a conmittee
that nmeets binmonthly. It is made up of representatives
fromall of the specialist services. As in Tamy's
regi on, we have the nen's, wonen's and children's famly
vi ol ence specialist services represented. Then we have
representatives fromeach of the sectors actually that al
of nmy col |l eagues have al ready nentioned. Probably the
only one that hasn't been nentioned is we have the
coordi nator of the Indigenous famly violence regional
action group on our commttee, and | have a feeling that
m ght be the case with sone of these others too. But that
is actually a really inportant link in terns of the
connections with other governnent structures in the region

as wel | .

M5 ELLYARD: \What about the rel ationship between the chair and

the coordinator? 1Is there a clear understanding in your

region of any priority or hierarchy that exists?

M5 JOHNSON: The systemin the north is quite different. The

agency that enploys nme is Wonen's Health in the North, and
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the CEO of Winen's Health in the North is our current
chair. Fromny perspective, this actually works really
wel | because she is available to me all the tinme. So it
neans that we can actually do a |ot of collaborative work
together in ensuring that the strategy that the commttee
has commtted to is actually enacted. So it's alnost |ike

havi ng sort of a sidekick to assist with that work.

M5 ELLYARD: Are there any downsi des to you both being |ocated

in the one agency, even if they are downsi des of

per ception?

M5 JOHNSON: | think because as an organi sati on we have been

working in the northern region even before the reforns
occurred around coordi nating services and fam |y viol ence
and responses to famly viol ence have been a priority for
the organisation for many years we have had a reputation
for that work. W are not seen as fam |y viol ence
specialists. W don't do direct service delivery. But
partners across the region understand that Wnen's Health
inthe North is in this space because we want to inprove
the integration and coordi nati on of services across
prevention, early intervention and response. | have not
experienced in my time any murnurs that that doesn't work
for our partners, but I do think that's because we have

that strong history and respect across the region.

M5 ELLYARD: Both you, Ms Smth, and you, Ms Johnson, in your

role as coordi nators are auspi ced by agencies that are not
direct service providers of famly violence specialist
services, but | understand that's not the case everywhere.
From your perspectives what are the pros and cons of the
coordinator role sitting in an agency that isn't a direct

service provider of famly violence services?
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M5 SMTH: One of the pros | think of sitting in an

organi sation that isn't the direct service provider is
there is no opportunity for you to be filtered into the
di rect day-to-day work with clients. The other positive
opportunity and particularly over the past three years
where the Departnment of Justice have funded the prevention
wor k where we are fortunate enough, |ike a | ot of other
regions, to have received that funding, we have that
prevention commttee coordinator sitting in the sane
organi sation. So one thing that we have really been able
to do over the past three years is |ooking at the
continuumof famly violence right fromthe primary
prevention down to the tertiary and response. So that's
been extrenely inportant to be able to then assi st
comunity and partners to understand what that continuum
is about. | guess there's pros and cons for being in any

or gani sat i on.

M5 McCORMACK: | think there are advantages and di sadvant ages,

and | think the advantage is that independence fromthe
actual service delivery. There can be advantages, though,
when a RICis situated with a direct service provider
because of the access to that data and that kind of closer
connection with informati on about the trends that are
happeni ng, cl oser connections with integration between
police et cetera. So there are advantages and

di sadvantages. |It's about how we get the bal ance of both.

M5 ELLYARD: Ms Johnson, would you have any further comrent to

make on that?

M5 JOHNSON: Certainly because we are based in sort of a nore

i ndependent organisation the relationship with the key

intake services is very inportant. So we do really val ue
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t hose relationships in our region with Berry Street for
wonen and Plenty Valley for men. So the partnerships do
beconme a | ot nore inportant.

But | absolutely agree with what Tamry was sayi ng
about the independence. If | was given the opportunity to
nove across to a specialist service | would probably say
no. It would be incredibly difficult. One of the things
that I think makes it work well being so independent is
that we are not seen as being on the side of any
particular partner. W are very nuch being seen as
i ndependent. | think there's sometines a risk if you are
based at an organisation that's vying for funding, |ooking
at a specific piece of work in the systemyou may be seen
to be working just for that organisation. Certainly
| know that our colleagues do a lot of work to ensure
that's not the case, but it seens fromthe outside |ooking
in for themthat that's quite a hard piece of work for

themto do.

M5 SMTH. | think it's really inportant, though, regardl ess of

where RICs are placed, to actually have very, very clear
structures in place about who is responsible for the day
to day of the RIC position and who is responsible for the
wor k planning of the RIC position so that it does

definitely remain an aut ononous position.

M5 ELLYARD: Ms Canpbell, can | ask you fromthe perspective of

the chair where does the regional integration coordinator
in your region sit? Are they within a specialist agency

or a generalist agency?

M5 CAMPBELL: Qur RICis currently located within the

speci al i st auspi ce agency. | guess there are risks and

benefits to that. But in the case of our region there's a
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happy constellation of personalities that enables her to
remai n i ndependent. So she's able to progress and pursue
the interests of the partnership as opposed to that of the

agency that's nom nally enpl oying her.

M5 ELLYARD: Ms McCornack, it appears that in different regions

different agencies are auspiced to do different things in
this area. Was there any thinking or logic that you are

aware of behind the fact that in sone regi ons speciali st

agenci es, specialist famly violence agencies are the

auspi ce agency and in other regions they are not?

M5 McCORMACK: It's always been contentious and it's al ways

been problematic. Fromthe begi nning one of the reasons
why we supported coordination of the R C positions was
because we were being contacted by RI Cs saying, "Can we
get together with other RICs," they were struggling,
because there was al ways the anbiguity about governance
and accountability. Wo were they accountable to? Wre
t hey accountable to their auspice? Wre they accountable
to their chair, accountable to their comrittee? Wre they
accountable to DHS? Wre they accountable to the
statewi de commttee? It was also very political
particularly in those days when there was |ots of work
bei ng undertaken and things were so busy.

There has been sonme work to iron out the
variations that really supported clarity. | think what
wor ks well is when we have policies and procedures that
clearly support the RI Cs being independent. Whether they
were auspiced by a service not involved in direct service
delivery or whether they are supported by a speciali st
service, we need really strong, consistent policies and

procedures around their independence because the way in
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which it's translated is that the RICrole is very
di fferent.

In some regions it's areally strategic position
that goes and |liaises with other partnerships to negotiate
with them around their focus on famly violence. That
takes high level, strategic, good comrunication skills and
under st andi ng about where we are going as a whole. Then
in other areas RICs are used |ike adm n support, and
that's because of different politics in a range of
different areas, not just with who they are based wth but
wi th the auspicing agency, with the chair, with the | ocal

contact with DHS.

M5 ELLYARD: Can | ask the panel as a whole: do you agree that

there is roomfor greater consistency and perhaps greater
clarity about the roles of the regional integration
coordinators and the roles of the commttees and how t hey

interact with each other?

M5 SMTH.  Yes. 1In 2012 RICs were invited to be part of a

consul tation process that DHHS had funded an i ndependent
person to do. One of the focuses that we had - we spent
about a day and a half at our end of year nmeeting in 2012
on this issue. One of the areas that we were really
concerned about is that there isn't a baseline of

consi stency about what occurs for the regional integration
coordi nators, but also for the conmttees there didn't
seemto be any baseline for what we focus our strategic

pl anning around. Are we follow ng statew de strategic

pl anni ng, national strategic planning or are we neant to
be | ooking at the areas of need in our own |ocalised place
based areas? So it doesn't seemthat there is actually a

cl ear baseline for the regional integration coordinators
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and conmittees to build a foundation. Having said that,
there does need to be flexibility in each of the areas,
but there really needs to be a strong foundation.

M5 ELLYARD: As | understand it sone work was done that
resulted in the devel opnment of a regional famly viol ence
i ntegration governance nodel in | think 2013.

M5 SMTH.  NMm hm

M5 ELLYARD: To what extent has that nodel been taken up?

M5 McCORMACK: There was no authority. It wasn't actually even
sort of formally released. It was sort of dribbled out
when people asked for it. It was very kind of ambi guous
about whether there was commtnent fromit from
governnent, and it wasn't necessarily distributed far and
wi de across services. So RICs kind of took it and took it
to commttees and it was of interest to commttees but not
necessarily nore broadly.

M5 ELLYARD: Can | ask each of you in the different regions,
perhaps starting in the eastern region, did this docunent
of fer any assistance and was it taken up?

M5 CAMPBELL: |'mpleased to say - and it was before ny tine,
so | can't take credit for it - our partnership was quite
mat ure and nost of the recomendations nmade within it were
al ready enbodi ed within our nmenorandum of understandi ng
and the partnership processes. Wat | would say, though,
to reiterate, is you can have the best functioning
partnership or conmttee in the world, but unless you have
a cl ear understandi ng about what it is you are working
towards it's not necessarily a hel pful thing.

M5 SMTH. W actually took that onboard up in the Ovens Mirray
and Goul burn areas and we utilised sonme of the points from

t hat docunent to update and upskill our nenorandum of
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under standi ng and our terns of reference. However, having
said that, | believe that if that was a strong foundati on
for this service structure then the last 12 nonths we
woul dn't have had to work very, very hard through the

aut horising environnent for the RIC position in our area.

M5 ELLYARD: But this didn't solve the - - -

M5 SM TH: It did not solve it, no.

M5 JOHNSON: When | started in the role 18 nonths ago | used

this as a guiding docunent for the review of our
governance arrangenents. W were really |ooking for
sonething to hang a new structure off because we did get
some feedback that we had sort of a structure that was
just too big and unwieldy and it was very hard to be
strategic. There was some great work happening, but it
wasn't as strategic as it could be.

What | woul d say about that docunent is it is
actually very basic. It's not a very sophisticated
docunent. The integrated system has even in the |ast
three years actually shifted a lot. Wen we | ook at the
menbers that are suggested within that docunent there are
a whole ot of others that we think need to be around the
table in order to further integration in the region.
| know that Tammy was tal ki ng about health. W know t hat
it's very inportant for us to be having nore and nore
conversations across health.

When the reforns first begun and the work was
occurring it was very much about the specialist system
The sandpit that we were all playing with started this big
and now it's this big. The RICs are trying to get
everyone to play very nicely in the sandpit. W have

peopl e junping in and out and wanting to be invol ved, but
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it is very hard to articulate what the sandpit | ooks Iike

and who shoul d be pl ayi ng.

M5 ELLYARD: Can | take up the issue of the authorising

envi ronment, which you nentioned, Ms Smth, but | think
you have nentioned as well, Ms Canpbell. Wen you speak
of the need for an authorising environnment what do you

mean?

M5 SM TH: | think that, as Fiona has tal ked about fromthe

i nception of the regional integration conmttee and
coordi nators, we haven't had sort of one avenue where our
famly violence funding has cone from W haven't had
sort of necessarily the whole of governnent approach that
needs to occur. W had, as Fiona mentioned, a somewhat
structure in place until a change of governnent a couple
of ternms ago and it seened to fall through. W had a
structure where we could actually feed back up into and
alert the mnisters and the governnent of what the

| ocal i sed and statew de concerns were. W don't seemto
have that at all at the noment.

So it appears that we need sone sort of structure
in place where we can actually have - whether it's an
aut hori sing body or a commttee, |I'mnot sure, but we need
sonme sort of structure in place where we can actually feed
up and feed down.

One of the issues |I think that has been noted in
sonme of our RIC statewi de neetings is around the
information that cones out of central DHS and the
i nformati on that comes out of our regional DHS offices.

So there doesn't seemto be clarity and consistency in
what nessage and what direction the RICs are getting.

Sonme RICs m ght have good relationships with their
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regional DHHS. Sonme RICs may not have nuch of a
relationship with the [ ocal DHHS and nay rely nore on the
centralised body. So I think we need sone sort of clear,
conci se structure to allow that to happen

M5 ELLYARD: Ms Canpbell, to what extent is there a direct |ine
of reporting up to DHHS at the nonent or to any other part
of governnment fromthe work that your partnership is
doi ng?

M5 CAMPBELL: It's very minimal and it's always instigated by
us. So, for exanple, when we concluded our nost recent
strategic planning we did that on the basis of evidence,
not on the basis of paranmeters that had been set to us by
governnent. So we decided clearly safety was the key
issue. The main way in which we were to pursue that was
t hrough consolidating and building on the strength of our
ri sk managenent processes in the region

We provided that information back to governnent,
whi ch they thanked us for, but there's been no real
di al ogue around that. So | would say that it's m ninal
| don't think we feel that we have any accountability in
ternms of the work that we do. We would |ike sone.
| think it would be terrific to have a very clear set of
messages com ng down froma statew de | evel around the
centrality of safety and for us to have that confidence
that that safety nessage was not only inform ng our work
but also inform ng the work of other regional and pl ace
based initiatives.

M5 ELLYARD: Can | ask you another question about authori sing
environnments. Around the table at your partnership or on
the conmttees in other regions sit a number of

representatives of governnent departnents. Do you have
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any conment to make about the extent to which those
particul ar representatives are engaged in the work or what
power you have to encourage their participation at the

t abl e?

M5 CAMPBELL: First of all, |I acknow edge we do have good

regul ar participation fromour regionally based DHHS and
Justice representatives. However, they are extrenely
thinly spread. They have extraordinarily broad jobs and
mandat es across a nunber of very, very conpl ex sectors.
My sense is that, while they are conmtted to the work of
the partnership, they don't necessarily have the |evel of
expertise or specialismto be able to engage and advocate

on the safety issues needed.

M5 McCORMACK: Can | just add sonething. W had a nenbers

meeting just recently and we were really struck - you

al ways get kind of grunblings about this, grunblings about
that, but the fam |y violence sector feel right now
enornous frustration and al so feel quite disrespected
because they are working over capacity and they have very
little traction anywhere. So there's actually nobody at

t he wheel .

Say for us as a peak body, if I want to go and
talk to governnent about how the systemis going there's
nowhere to go to. | mght go and talk to DHHS about what
they are doing. | mght go to police and tal k about what
they are doing. But in ternms of anything that's working
t oget her or towards common objectives there's nowhere.

At a grassroots |level nenbers will - there's been
a lot of, as | said, expertise lost in the restructure and
a lot of services felt as though their connection with

their local LEOQ their DHHS contact, often that person
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m ght not have any information about famly viol ence,
what's happening at a state level, or the famly violence
services having to tell them what they understand is
happening, or there's contrary information fromwhat's
being told at DHHS central and what's happening |egally.
But fundamentally one of the core issues that we
have is a | ack of gender |iteracy anongst the public
sector. So it's really, really difficult even having
di scussi ons around what we need to be doing in famly
vi ol ence or how regional conmttees are going when we are
talking a conpletely different | anguage. W don't even
have a fundanmental understandi ng of the causes or the
i npact of gender on popul ati on heal th outcones.
When we tal k about the system governnent is
absolutely intrinsic in that and we need workforce
devel opnent in relation to that. But we really need a
very strong mechani smw thin government to coordinate
whol e of governnment approaches to viol ence agai nst wonen -
it doesn't have to be just necessarily famly viol ence -
and we need an external body keepi ng governnent to account
so that when we have changes in governnent we are not kind

of pushed and pulled policy w se.

M5 ELLYARD: WMy | ask you, Ms Johnson, what role do you see

for sonme formof structure that sits above the regional
structure in which you are a part and from your
perspective what mght that |ook |like to assist the work

that you and the conmttee do?

M5 JOHNSON: | absolutely agree that there's a need for sone

kind of authorising environnent to actually ensure that
t he conversations that we are having with a whol e range of

different quite senior people within the regions are being
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seen and taken seriously. A lot of the work that we do is
trying to bring people along and get buy in. A lot of
energy goes into that work.

In ternms of the way that that might |look, it's
certainly not ny area of expertise, but | think sone of
t he nechani sns that could actually support the work of
regional integration do include having sonme very clear
| egi sl ati ve under st andi ngs about what is expected of
peopl e as they cone around a regional integration
committee table. | think at the nonent we rely on
chanpi ons, and there's the willingness because we have

sone great people, but it's very exhausting work.

M5 ELLYARD: Can | just take up that exhausting work part.

What kind of time commtnent do you expect from some of
the partners and are they all there in their paid tinme or

in their unpaid tinme?

M5 JOHNSON: Mbst of our partners, they are there during work

hours. However we know that nost of our partners also sit
on numerous other conmmttees. Even at our |last conmittee
meeti ng we had di scussi ons about how we coul d i nprove the
tinme that we are spending together so that people are
feeling Iike when they wal k away fromtheir own

organi sation they know that the two hours that they spend
t oget her every two nonths is actually - we are making the
nmost use of it. So we absolutely know that the people who
come around the conmttee table are incredibly stretched.

| can't imagine any of the other regional coordinators

across the state would disagree with that.

M5 ELLYARD: M Snmith and Ms Canpbell, would you nake that sane

assessnent, that people who are there are happy to be

there but they have a | ot of other places they are neant
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1 to be as well?

2 M5 CAMPBELL: Absolutely, and they nake an extraordi nary

3 commtnent. Referring to the term nol ogy around

4 partnership, | think it really is on the back of a | ot of
5 goodw || by very, very commtted people who probably give
6 wel | over and above and beyond and have done for many

7 years.

8 M5 SMTH | agree, and as Helen said we have extrenely

9 dedi cated | ocal DHHS workers. W always have them
10 avail able to us. W also have the other governnent
11 departnents attendi ng our neetings when we know everyone
12 is extrenely busy, as Sarah and Hel en have said. One of
13 the frustrations for the governnent bodies who do attend
14 our organisations is whether or not they actually have
15 voting capacity.
16 So they conme along. They can participate. They
17 are extrenely enthusiastic and they want to do the work
18 with us. They want to be integrated. But there seens to
19 be an historical idea - and | do believe that there is
20 sone reference to this in the governance docunent - that
21 not all of our governnent bodies are able to have voting
22 or decision making capacity. So they are com ng al ong,
23 they want to be integrated, they want to work wi th us, but
24 they only have a certain reach.

25 MS ELLYARD: |s that partly because they m ght not have the

26 capacity back at their hone departnment to carry out such
27 actions as the partnership or commttee m ght want themto
28 carry out?

29 M5 SMTH It may be around that. What we have found, though,

30 is exanples around | egislation and policy that actually
31 di sables that inability to be integrated.
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M5 ELLYARD: So that, although there m ght be a clear
under standi ng of how it would be good for the departnent
to work in a certain way, policy or legislation prevents
that from occurring?

M5 SM TH:  Absol utely.

COWM SSI ONER NEAVE: Are you able to give us any exanpl es of

t hat ?
M5 SM TH: | can
COVMM SSI ONER NEAVE: | don't know that | was aware of the fact

that | egislation could be disabling, or indeed policy.
| don't quite understand that point.

M5 SMTH:  In terns of information sharing we had an exanple in
our area where the police and Child Protection wanted nore
i nformati on sharing capacity so when the police attend an
incident of famly violence it would be great if they
could Il ook on their systemprior to going out to that
famly and i mediately know is there Child Protection
i nvolvenment with this famly. So the referral processes
afterwards, they mght go out - it mght not be a category
1 serious incident. They mght think, "W will just make
a referral to Child FIRST," which then duplicates the
referral system There are actually information and
privacy legislations in place that may di sadvant age t he
knowl edge that they can have before they go out to that
situation. W are expecting Victoria Police, wthout that
speci al i st assessnment know edge, to make an assessnent of
risk of those children every tine they go into that hone.

COWM SSI ONER NEAVE: Yes, | was aware of those problens.

There's a big problem about infornmation sharing across the
system You referred to voting capacity.

M5 SM TH: Yes.
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COW SSI ONER NEAVE: | was just wondering whether there were

any exanples of - | assunme you are sitting around the
tabl e, you are designing your strategic plan, and often
that m ght be reached by a process of consensus. But if
there was a division of view are you saying that there are
restrictions on sonebody from a governnent agency, say
Justice, expressing a view on the particular issue that's

relevant in the strategic plan?

M5 SMTH. There is, and | actually asked for clarification by

DHHS two years ago. We had an issue in one of our place
based areas where a couple of our departnent nenbers
wanted to be actively involved, wanted to be able to nake
deci sions on funding applications to our conmttee, wanted
to be able to nmake decisions on when we vote for
chai rperson and vice chairperson roles. Because we could
not find this docunented in black and white whether or not
they could or couldn't, historically the understandi ng has
been that they don't have that voting and deci sion naking
capacity.

So | actually took it to the next |evel and
| brought it up to DHHS central. The response that | got
after a couple of nonths of themtrying to work through
this issue was often it's not around what DHS are
directing in terns of the funding body; it's often what
t hose departnent organisations allow their del egates who
attend these neetings to make deci sions and voting
capacity on. So there doesn't seemto be clarity for
t hese departnent del egates who are at our neetings whet her
or not it is actually the funding body restricting this or
whether it's their own organisation. Regardless of where

the restrictions are comng from it actually disenpowers
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themto have that active role.

COWM SSI ONER NEAVE: Can you just clarify the funding body? W
are not tal king about the funding of the comrittee; we are
tal ki ng about - - -

M5 SMTH:  Yes. So DHHS fund the regional integration
commttee and the regional integration coordinators. 1In
t hat governance governnent there's very little that states
who can and can't have voting and deci si on meki ng
capacity.

COWMM SSI ONER NEAVE: Does that commttee have a funding role?
| hadn't understood that. So the conmittee m ght have - -

M5 SM TH:  Yes.

COWM SSI ONER NEAVE: \What, sonebody in the area mght say, "I'm
t hi nki ng of running a nen's behavi our change program w th
these attributes,” would your commttee have a role in
maki ng a deci sion about that or feeding a decision back to
DHS? How does that work?

M5 SMTH: Each committee in the state, and this is an
i nconsi stency as well, has a different anobunt of brokerage
fundi ng attached to the conmttee.

COWM SSI ONER NEAVE: So it is the brokerage funding.

M5 SMTH. The brokerage funding attached to the commttee. A
fundi ng application may cone in froma |ocal group who
want to do a Wiite R bbon event or maybe there's
particular training that needs to happen for the service
sector. So when those funding applications cone in to the
comm ttee the governnent bodies, even if they have a
strong opinion one way or the other, don't necessarily
have that authority to be part of that decision-making

process.
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COWM SSI ONER NEAVE: \What sorts of anounts are we tal king

about? | knowit will vary. | was aware that the
regional integration coordinator was a funded position,
funded by DHS. But you are saying that the committee
itself has sone funds. What sort of anounts are we

tal ki ng about here? Small anmounts?

M5 SMTH It varies. In some regions | understand it's only

about $10,000. |In other regions it's up to $70, 000 or
80,000. Again | don't know how that decision was nade.

| don't know whether Fiona understands it all about how

t he decisions were nmade in ternms of what brokerage which
commttees get, whether rural commttees and netro
comrittees get different anbunts. So the anounts of
application, it mght be for $1,000, it m ght be for

$10, 000, and we are currently working through our funding

process gui deli nes.

COWM SSI ONER NEAVE: Thank you for that.

DEPUTY COWMM SSI ONER NI CHOLSON: The commttees aren't

i ncorporated in any way? You don't have a constitution

t hat says who are nenbers?

M5 SM TH: No. Terns of reference and nenorandum of

under st andi ng.

M5 CAMPBELL: We are the sane.

M5 JOHNSON: Com ng back to what Hel en was saying earlier, they

truly are partnerships. Yes, we talk about them as

comm ttees, but when you start to dig into the way that a
board of governance m ght operate versus the way our

comm ttees operate you would be actually very hard pressed
to find many simlarities. Yes, we have sone quite
informal MOUs - | wouldn't want to run them past your

| awers - and sone terns of reference, but they are very
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much about, "This is the intent of the work that we are
going to do." So when we tal k about integration in the
regions, the conmttees are one part of that and
governance is one part. But there's a whole |ot of other
wor k that happens in the background.

DEPUTY COWMM SSI ONER NI CHOLSON:  When you tal k about a | ack of
an authorising environnment, what I'mhearing is that it's
not a lack of having authority to do things, because you
can do what you want; rather, it's a |lack of connection to
statew de policy and connection to a statew de
coordinating forumat the highest level. That's what you
mean by | ack of an authorising environnent, is it?

M5 McCORVACK: There is so nuch nore we could be doing, but it
actually needs support from government. There are |ots of
ot her things happening that are underm ni ng the
comm ttees. There are other conmttees that have been
establ i shed that have taken on very simlar roles that's
duplicating work.

DEPUTY COWMM SSI ONER NI CHOLSON: Coul d you tell us about those?

M5 McCORMACK: Sone of the new commttees started up in
different areas are also including famly viol ence work.

M5 ELLYARD: | think, M Canpbell, you have an exanpl e of that
in your region; is that correct?

M5 CAMPBELL: Yes, in the outer eastern region there was a
children and youth area partnership established. Wen
that first set up they set up without any representation
fromany of the fam |y viol ence sectors, either us or the
regional primary prevention strategy |eadership. W have
subsequently changed that so we are now active
participants in that.

But | guess what's been very interesting and
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1 instructive in that is that everybody is seized of famly
2 vi ol ence as an issue at the nonent, and as they rightly

3 shoul d be, however it's been incunbent on our partnership
4 and the regional primary prevention governance body to do
5 a lot of tal king and, going back to the point around the
6 i nvestnment of tinme, we have invested considerable tine and
7 effort in | earning conversations and different ways of

8 trying to bring sonme | evel of shared understandi ng around
9 the drivers of famly violence, around the dynam cs of

10 famly viol ence.

11 MS ELLYARD: Thinki ng about the particul ar exanple, was there,
12 for exanple, a committee established that was going to in
13 effect do some work that m ght already have been being

14 done within your organisation?

15 MS CAWPBELL: It's nore that there was a high | evel of

16 ent husi asm around doi ng sone work in the area which was

17 probably not necessarily fully guided by evidence and good
18 practice and, at best, could have been unhel pful and, at
19 wor st, coul d have been harnful.

20 MS McCORMACK: There was al so the inplenentation of Service

21 Connect pilots. There was a very sort of |aissez-faire
22 approach to inplenmentation because they wanted to test
23 different nodels. There was lack of clarity from
24 governnent. There was |lots of reference made to this
25 being a conplenent to the current system but that wasn't
26 really defined how Was it early intervention? Was it
27 post crisis? So they have devel oped very differently. In
28 sone they have actually taken L17 referrals as well.
29 That's caused a | ot of confusion. So the role of
30 different commttees has caused enornous disruption and
31 al so duplication about who actually does what.
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1 M5 ELLYARD: Can | posit sone exanples of how one m ght achieve
2 greater integration and perhaps sone greater uniformty.

3 As you have said, the regional integration coordinator

4 positions are all funded by DHHS but they sit outside of

5 governnment in conmunity organisations. |[|s there an

6 argunent for those positions being within DHHS so that

7 t hey have, rather than being auspiced el sewhere, direct

8 engagenent with DHHS because that's who's enpl oying t henf
9 M5 SMTH. The constant changes in structure with DHHS have
10 actually created, | understand, sonme concern for our
11 Aborigi nal regional coordinator counterparts being noved
12 fromteamto team and the place based area changes, Health
13 and Human Services basically divorcing and then
14 remarrying.
15 The ot her concern | think about being placed
16 within DHHS is that RICs may be seen as an authoritarian
17 person rather than in a | eadership position and they may
18 be seen as not being able to be independent from DHHS.

19 MS ELLYARD: Ms Canpbell and Ms Johnson?

20 MS CAMPBELL: |I'mnot sure if everybody agrees with ne about
21 this but I will say it anyway. M viewis that the RIC
22 needs to represent and |ead |ocal |evel systens
23 i ntegration change, and that is not just about services.
24 So ny view would be that any RIC role and chair role and
25 role of anybody in the system needs to report to a whole
26 of governnent sort of accountability mechanism \Whet her
27 that is in government or whether that's in the comunity
28 sector, fromny perspective as long as it has very, very
29 tight fram ng around the mandate being safety and risk
30 managenment and the connection with strong primry
31 prevention effort, for ny purposes it doesn't really
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matter where it sits.

MS ELLYARD: Ms Johnson?

M5 JOHNSON: | think the only thing I would add there is that

the RIC roles are strategic, they are about facilitating
partnership and | think the opportunity of independence
that's brought by not sitting within a governnent
departnment is a real strength. Certainly the exanple of
our counterparts working with the regional action group,
the I ndigenous famly viol ence regional action groups
across the state show that there are a |lot of issues for
themtrying to work in roles where they are working with
community, working with partnership, working with |ots of
different organisations but are in a position where they
are enpl oyed by DHS and all of the ram fications of that

interns of their reputation.

M5 ELLYARD: Does that nmean then that it is not particularly

hel pful to report to DHHS? Not only is it inportant to
not be enpl oyed by DHHS, but there m ght be some argunent
about reporting not to DHHS but to some other branch of

governnent or to sone whol e of governnent structure?

M5 SMTH. | think regardl ess of where we report to one of the

areas that would nmake it so nuch stronger for us and have
a stronger authorising environnment would be to have one
dedi cated funding stream which is a conbination of state
and federal funding so that we do have that one avenue to
be able to report to. W would have one database. W
woul d have an opportunity to really pull out the outcones
and results, the strengths and weaknesses of the system
rather than relying on a plethora of databases that we

currently do and trying to marry up that data.

M5 ELLYARD: Does anyone else wish to comment on this idea of

.DTI: MB/ TB 15/ 10/ 15 3750 BY M5 ELLYARD
Conmi ssi on Mc CORVACK/ CAMPBELL/ SM TH/ J OHNSON

Royal



1 having to report sonewhere but who it should be to, one

2 branch of governnent or whol e of governnent?

3 M5 McCORMACK: | think it would be really useful to have it

4 report to that agency within governnent that is

5 responsi bl e for coordinati ng whol e of gover nnment

6 approaches. But | think fundanental to this is a broader
7 guesti on about how we keep this on track, because who it
8 reports to and how those reports are received depends upon
9 us being able to have a neasure of accountability of
10 gover nnent about the way in which they do their work so
11 that we are not necessarily having to go through the sane
12 sort of engagenent with every government that cones into
13 play. So |I think that independent agency, sone sort of
14 statutory organisation that is responsible for - first of
15 all, if it sets the long-term objectives about where we
16 are going in Victoria wth significant specifics around
17 the outcones that we are seeking - - -
18 MS ELLYARD: So if, for exanple, there were to be a strategic
19 objective that it should be the aimof the integrated
20 response that wonen are wherever possible able to renmain
21 in their hones, then that would feed down to each of the
22 regions that part of what they should work on is building
23 partnerships that will facilitate that outcone?

24 M5 McCORMACK:  And through government; that's exactly right.

25 So where are we heading in Victoria; what's our

26 obj ectives, whether it's reducing famly viol ence

27 precipitated honel essness, reducing out-of-home care that

28 related to famly violence; those sorts of things. Also

29 then determ ning the reporting standards of governnent and

30 havi ng governnent report to it around those - sorry, go

31 back a step. So when governnents cone in they devel op
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action strategies, if you like, that are informed by those
| ong-term goal s and al so on previous reports of this
statutory organisation so that you are having sonmebody
nmonitoring the system how are we tracking.

So they set the reporting standards, governnent
reports to it and then it delivers a report, say, every
coupl e of years about how the systemis tracking. It
holds the Fam ly Violence Index. It would be great to see
it have sone teeth particularly in quality assurance of
the system setting those standards. It would be great to
see it having a role in trialling new nodels, so funding
the trialling. | don't think it should have all the
fundi ng for violence agai nst wonen because how woul d you
assess that? Wuld it be a percentage of Child Protection
et cetera? | think it needs to be independent of that.
| think that would really then support greater scrutiny
about what is reported and how that is reported back.
| think that that would really support us having a |evel

of consi stency.

M5 ELLYARD: Can | ask anyone el se on the panel to coment on

this idea of the kind of reporting line that woul d assi st
you in the work that you do? What would work best from
your perspective to facilitate or enhance the work of

integration in your region?

M5 JOHNSON: Certainly not just one departnent. The

information that we gather and that in the end reporting
actually involves is so incredibly useful right across
governnent. So of course reporting back around how we
spend the funding is one piece, but | think there's a real
| ost opportunity at the nmoment in terns of the know edge

that we capture at a regional |evel about issues,
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opportunities, innovative ways of working to actually have
a report back to a nmechanismthat is across governnent,
whet her that's a body within government or an independent
body that can then provide the information. |[|'mnot an
expert in that field, but there are absolutely sone | ost
opportunities in terns of the information we have at the

monment .

COW SSI ONER NEAVE: Can | just ask about that. | think there

was reference to a regular neeting of |I'mnot sure whether
it's the chairs of the famly violence integration
commttees or whether it's a neeting of the RICs or both.

How frequently does that occur and who organi ses that?

M5 McCORMACK: DV Vic organises that. So it was originally

just the RICs, and they neet four tines a year. Two of
those neetings we invite the chairs. So they are
opportunities for the regional conmttees to connect with
different areas of governnent. W invite different areas
of governnment about what work they are undertaking. It's
al so to discuss what are the kind of common thenmes across
the state that we need to be aware of and advi si ng
governnent on. It's also a nechanism by which RICs can
share expertise. RICs mght talk about a nodel that they
are developing in their region. They can share that

expertise with other RICs.

M5 ELLYARD: M McCornmack, in the nodel you are envi sagi ng

mght it be that that kind of role of bringing together
the RICs and the chair ought to be part of sone governnent
response rather than sonething that has been picked up and

done by your organi sation because no-one el se was doi ng

it?

M5 McCORMACK: It's certainly worth a | ook. The only thing you
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woul d be | osing would be that | evel of independence that
Sarah and Tammy and Hel en have spoken about that the RICs
and the coomittees have had. So things need to be

hi ghli ghted. There needs to be a mechani smthat happens.
But havi ng sone reporting nmechanism sonething that's
supporting consistency across the system | think it's

worth | ooking at.

M5 ELLYARD: Can | ask anyone el se for their perspective on

whet her it's useful that these whole of state regiona
coordi nation and chair neetings happen and where ideally

t hey m ght be auspiced or coordinated?

M5 CAMPBELL: Again, going back to the whol e of government

thing, | think governnent absolutely has a responsibility
to understand what's happening on the ground in terns of
integration and service delivery. So | would think that
governnent has a strong role to play in consulting with
and liaising wwth RICs and chairs across the state.

| think DV Vic has done a sensational job of carrying this
gap for a very long time. But DV Vic's role is also as an
advocate, and we need to reflect that there's a need for
bot h advocacy and for strong and genui ne consul tation

mechani sns by gover nnent.

DEPUTY COWMM SSI ONER FAULKNER: I n the governance docunent

there's also a section that tal ks about the link with
vi ol ence agai nst wonen and children forum Does that
forumstill exist and is the process in place to - that

presumably is fed into policy?

M5 McCORMACK: It's just resuned and it has had different forns

over different governnents. There's not necessarily the
connecti on between that and the regional comrittees. So

it's just a forumat the nonent. What we have been
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1 advocating is that it needs to be informed by a broader

2 pi ece of work. W all need to be working towards

3 sonmething. So we are all waiting for the Royal Conm ssion
4 to deliver its recomendations. So, in a way, we are in a
5 waiting pattern. But there's certainly work that we can

6 be doing in the interim So we have been arguing that if
7 we had that piece of work then that forum coul d be

8 informed by the work that we all need to be doing to

9 support consistency across the state as opposed to
10 everybody doing different things.
11 DEPUTY COWM SSI ONER FAULKNER: Wi ch part of governnent
12 convenes or has the policy responsibility for that
13 conm ttee?
14 MS MCCORMACK: | believe it's DPC

15 MS ELLYARD: A couple of specific questions now. Firstly, we

16 are tal king about regional integration and "regions" neans

17 different things in different parts of government. Can

18 | ask you, Ms Smith, for any observations you have about

19 t he chal |l enges of being a regional coordinator where your

20 regi onal boundaries m ght not be the sane as the way in

21 whi ch ot her parts of governnent or services conceive of

22 t heir boundaries?

23 M5 SMTH  In the rural areas, and I'mnot sure if this is the

24 sanme across the state, in ternms of boundaries we had very

25 cl ear DHS boundari es maybe three or four years ago, and

26 they covered the 12 LGAs. This is what you are wanting to

27 know in ternms of physical geographical boundaries? So

28 police re-aligned their boundaries to marry up with DHHS

29 boundari es so that service provision and response to

30 famly violence could actually be quite consistent. Then

31 when DHS had their restructure in 20113 the boundari es
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changed again. So we don't have a marrying up of the
Departnment of Heal th boundaries with Departnment of Human
Servi ces boundaries and Victoria Police boundaries, which
can create a few anonalies for sone of our |oca
governnment areas in terns of where they receive responses
fromand where our referrals go to in our region.

There are a lot of conplexities about being in a
rural area and being able to effectively support and
respond and keep wonen and children safe, and a | ot of
i ssues about hol di ng nen accountable for their behaviour.

" mnot sure how nmuch you would like nme to go into that.

M5 ELLYARD: |Is there any practical exanple, for exanple, that

you coul d offer of the differences associated with trying
to coordi nate sone integrated response where your
boundaries are not matched by the boundaries of the people

you are trying to coordi nate?

M5 SMTH: We might have a person living in Yarrawonga, the

Moira Shire, who requires crisis accomodation, famly

vi ol ence counselling, support for the children. They

m ght also have a nental health issue, a disability and
there is sone court involvenent and sone police

i nvol vemrent. They would have to rely on the two different
areas that we live in, so the Ovens Murray area and the
Goul burn area, depending on which service they actually
need to access.

So in order to coordinate and integrate that
service systemit creates quite significant difficulties.
They may need to go to Shepparton for one service. They
may need to go to Wangaratta for their closest health
service. The police mght come from Wangaratta but their

famly violence service cones from Shepparton. So to be
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able to put a care team and coordi nate that service and
support around a client is extrenely difficult.

The ot her concerns that we have are the
geogr aphi cal |ocation of where our clients live. They
mght live on a farmwth no car, no formof transport.
They m ght have no nobil e phone reception and be
conpletely isolated. They may live in a town but we don't
have public transport to allow themto get out to
services. W don't have enough funding for outreach
services to access every one of the clients that they need
to. We may not have the technology availability to be

able to support our clients.

M5 ELLYARD: May | turn to you, Ms Canpbell, on a different

issue. Part of an integrated response is an integrated
response within governnent as well as between different
parts of the overall service sector. Do you have a case
study that you could offer on an exanple of a |lack of
integration perhaps within different parts of the
governnent response to a famly violence situation and how

that cane to the attention of your partnership?

M5 CAMPBELL: | can, and | can share it in general detail at

t he nonent but provide sonme nore specific case study
details later. W nmeet nonthly at our partnership
nmeeting, and at our |ast neeting one of our nenbers from
the famly services sector cane to us with a very

hi gh-ri sk case, which had the RAMPs been in place would
have been automatically referred to a RAMP, where there's
been a young couple in a rural area who have been - the
perpetrator has been on a sort of campaign of terrorism
essentially against his partner for many years. They have

two children, both of whomare in child protection.
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The father has a mld intellectual disability.

He had numerous, like in the 60s and 70s, charges agai nst
himto be remanded. He went to court. The nmgistrate
requested evidence fromthe disability service provider.
The disability service provider offered sone evidence and
t houghts, and on the basis of that the man was rel eased on
bail to a sister, who he has previously beaten severely,
and is currently being sought after by the police.

So we don't usually deal with specific cases, but
again it highlighted to us sone of the ongoing issues
around the capacity and expertise of sectors sort of in
t he next kind of periphery of risk managenent around
disability services, nental health services and so on
about their understandings of the prinmacy of safety in
these situations and | guess the need for a very broad and

deep di scussion that safety trunps other rights at tines.

DEPUTY COWM SSI ONER FAULKNER: What is your solution in

relation to that particular circunmstance? Wwo do you see
shoul d have adjusted? Is it the disability worker? Ws
it the court in not asking for nore? Were do you

di agnose the probl em exists?

M5 CAMPBELL: | think there are nultiple problens. The

magi strate probably could have had a |ot nore information
Whet her or not there's the capacity for that information
to flowin and out of courts, I'mnot sure. | think

magi strates have a | ot of pressure. | acknow edge the
stresses on the courts. But at the same tine there is
potential for themto be asking for better and different
information and for better and different risk assessnent

processes to be applied at court.

Wth the disability sector, | think at a regiona
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| evel we have tried |long and hard to engage with the
disability sector in our partnership. W currently have a
disability advocate on our partnership. But clearly
there's a lot of work that needs to be done to devel op the
standards. It's not just a workforce issue. The

wor kforce issue is critical. But it's also at a statew de
| evel when comm ssioning services what i s governnment
asking for. Wat sort of services, standards, quality
assurance things are they asking for services to deliver
on?

M5 ELLYARD: Can | ask you, Ms Canpbell, thinking particularly
about the advocacy done by the disability worker in that
case, advocacy as perhaps that man was entitled to have on
his behal f, is your concern that what was m ssing then was
any advocacy on behal f of the people who were being placed
at risk by that person?

M5 CAMPBELL: Yes.

M5 ELLYARD: And the need for a systemthat woul d have
brought - - -

M5 CAMPBELL: Yes.

M5 ELLYARD: And part of that m ght have been the disability
wor ker himor herself having sonme understanding that there
wer e ot her people involved, not just his or her client?

M5 CAMPBELL: Absolutely. This highlights the need for we
obvi ously have to have that really tight, clear specialist
capacity within the - famly violence specialist workers
are absolutely critical. But a nunber of these cases are
not comng initially to those workers. So this case
presented t hrough a kindergarten program \Were a woman
feels safe to disclose, we have to take her where we can

get her in having that - - -

.DTI: MB/ TB 15/ 10/ 15 3759 BY M5 ELLYARD
Royal Conmi ssi on Mc CORVACK/ CAMPBELL/ SM TH/ J OHNSON



M5 ELLYARD: To try to find the silver lining, was that an

exanpl e of integration working, though; that the
ki ndergarten service was able to ultimately bring that

wonan i nto the systenf

M5 CAMPBELL: W are still working on it. Good things com ng

out of that have been that it has been an opening to

further conversations at a regional level. W are very
cogni sant of what we can address at a regional level. W
wll do everything within our power to build those

rel ati onshi ps and partnerships at a regional |evel. But

at the sanme tine we all need the sane shared authorising
environnment which stipulates a very clear and unequi voca
statenment of what safety | ooks |ike and neans for every

single service sector in the state.

M5 McCORMACK: Could I add one point to that question. | think

Judge Gray's recomrendations fromthe Luke Batty inquest
are marvellous and | think would really support a range of
systens integration that are necessary. He is talking
about extending the CRAF to courts. He is tal king about
validating the CRAF. He is tal king about workforce

devel opnent. But al so one of the recomendati ons was
around that wonen's advocate. | think wonen's advocate
are also a tool for integration, because integration needs
to be about a checking, if you |ike.

We need nechani snms by which we are nonitoring the
system as it happens and feedi ng back and tweaki ng the
system as required, and formal nechanisns for feedback and
data sharing. So that independent advocate, if that was
the responsibility of current outreach workers, if we
really sort of beefed that role up so that it was

consi stent but gave those positions responsibilities for
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advocacy in very formal ways and reporting, | think that
woul d al so support individual circunstances |ike that.

DEPUTY COWM SSI ONER FAULKNER: So that case woul d not be heard
unl ess in the presence of an advocate? |In every situation
it is very difficult to make sure that the right people
are in place. 1'mjust wondering what the nechani smwould
be.

M5 CAMPBELL: And | will provide sonme nore details about that.

DEPUTY COWM SSI ONER FAULKNER: It woul d be useful, thank you.

M5 CAVMPBELL: The only other comment | would like to make about
that - just going back to the | anguage around
"partnership” and "commttee"” as well, and | don't want to
sound like a hippy - is that what's been really inportant
in our partnership has been the ability for us to create a
safe space for people to bring these issues. None of us
are blaneless in the sense that our system hasn't been
responsi ble for this woman's safety, and that's the target
that we set for ourselves to be responsible for the safety
of women who present anywhere in our region.

M5 ELLYARD: Can | ask just one final question. One of the
W tnesses that the Conm ssion is going to hear from| ater
today is going to offer the opinion that if given a choice
bet ween a good structure and bad people or a bad structure
and good people they would al ways pick the bad structure
that's staffed by good people in that the people in a
systemw || always trunp the nature of the system That's
t he perspective that that witness is going to offer.
| want to ask each of you, given today we have been
tal ki ng about the need for structures and systens, to
of fer any comment that you mi ght have on that perspective.

M5 CAMPBELL: | think | would Iike good structures and good
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peopl e.

M5 ELLYARD: Cbviously. But fromyour perspectives obviously

there are a |lot of problens and yet sone gai ns have been
made. Wiat's the inportance of people and personalities

in the nodel that presently exists?

M5 McCORMACK: W have seen the inpact that incredible

| eadership can offer. So |eadership is always really,
really inportant. | think if we had good structure we can
really devel op those good people, wthout tagging them
because if we have the structure then sonebody is actually
at the wheel and we are |ooking at things |ike workforce
devel opnent, we are | ooking at where in the systemthere
are gaps or learnings that are required.

There are also, | believe, so many resources
wast ed because of the lack of clarity. W have to spend
so much work trying to go and anend or address things that
have gone wrong because of anbiguity about the system So
| think a dedicated viol ence agai nst wonen - and that's
famly violence and sexual assault and al so children at
risk of violence - | think a Victorian dedicated system
that is articulated, the conplenent that it has to the
rest of the service systemvery clearly articul ated, but
very closely connected to the justice system policy
framework, reporting, data sharing, all those sorts of
things, if we are going to reduce the nunber of wonen

being nurdered | think that's particularly inportant.

M5 ELLYARD: Can | ask you, Ms Smith and Ms Johnson, for your

coments based on the experiences that you have had. Good

peopl e versus good structures, what's the bal ance for you?

M5 JOHNSON: My comment woul d be that we are | osing the good

peopl e because the structures aren't in place to support

.DTI: MB/ TB 15/ 10/ 15 3762 BY M5 ELLYARD

Royal

Conmi ssi on Mc CORVACK/ CAMPBELL/ SM TH/ J OHNSON



© 00 N oo 0o b~ w NP

10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31

the amazing skill and know edge that they have and the
work that they do. Even in the tine that | have been in
this role the turnover in staff in the region has been
phenonenal . Even reflecting on regional integration
coordinators, | think we have | ost about five regional
integration coordinators in the last year. So wthout a
systemin place that actually supports the good people we

are not going to have any nore good peopl e.

M5 SMTH. It's interesting because this is one of the areas of

our strategic plan in part of our regional area at the
nmonent : rel ati onshi ps versus processes. | agree with the
panel that, unless you have those sound structures in

pl ace and those very clear |eadership roles, you are not
going to attract the good people to those roles. But we
do need to nmake sure that we are nonitoring and supporting

and reviewi ng the systens and the people we have in there.

M5 ELLYARD: Thank you. Were there any questions fromthe

panel ?
DEPUTY COWMM SSI ONER NI CHOLSON: | just had one qui ck one.
Ms Canpbel |, you describe your role as independent chair.

M5 CAMPBELL: Yes.

DEPUTY COWMM SSI ONER NI CHOLSON: Are you renunerated in your

role for that?

M5 CAVPBELL: Yes.

DEPUTY COWMM SSI ONER NI CHOLSON:  By?

M5 CAMPBELL: By the partnership.

M5 ELLYARD: And that funding cones fromthe Departnent of

Heal th and Hunman Servi ces?

M5 CAVPBELL: Yes.

M5 ELLYARD: |f there is nothing else, | would ask that the

panel be excused with our thanks and invite the Comm ssion
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to break for 15 m nutes.
COW SSI ONER NEAVE: Thank you. Thank you very rmuch
Wi t nesses.
<( THE W TNESSES W THDREW
(Short adjournnent.)
MR MOSHI NSKY:  Conmi ssioners, the next witness is Dave Heatl ey.
| f he could please be sworn in.

<DAVI D CHARLES HEATLEY, affirned and exam ned:

MR MOSHI NSKY: M Heatley, could you please tell the Conm ssion
what your current position is and also just give a brief
outline of your professional background?

MR HEATLEY: |1'mcurrently Principal Adviser with the New
Zeal and Productivity Conm ssion, and |I'm an econom st, and
in the recent context probably an institutional econom st
m ght be the best description. M background is |ong and
varied. | spent a long tinme in the conputer industry and
as a software entrepreneur, but in the |ast decade | have
gone over to econonics, both as an acadeni c and now
wor ki ng for the Comm ssion.

MR MOSHI NSKY: The New Zeal and Productivity Comm ssion, can you
provide just a brief outline of its structure and is it
anal ogous or does it correspond to the Australian
Productivity Conm ssion?

MR HEATLEY: It is closely nodelled on the Australian
Productivity Commission. |t cane into existence nearly
five years ago. The nodel was influenced by Gary Banks,
who appeared in New Zeal and Parlianment suggesti ng what
m ght work best in a New Zeal and context. | think the
mai n difference is one of scale. W have enough resources
to conduct two inquiries a year, whereas the Australian

Productivity Comm ssion can conduct around eight to 10.
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We have three Comm ssioners, two part-tinme and one nearly

full-time, and a staff of 15 to 20.

MR MOSHI NSKY: The Productivity Conm ssion has recently

produced a report on social services entitled "Mre
effective social services". How did that report cone

about? What led to that report being conm ssi oned?

MR HEATLEY: Al of our inquiries happen as a result of a

direct request fromgovernnent. |In this case the Mnister
for Finance and the Mnister for Social Services gave us
our ternms of reference. They seened particularly
interested in this question of - that New Zeal and spends a
| ot of noney on social services. They constantly hear
that the results fromthemaren't very good. Simlarly,
they hear lots of appeals for nore noney. But the
information fromtheir perspective seened to be |acking as
to how to allocate that noney to get better results.

| think that was their primary notivation. W received
those terns of reference in June |ast year, and we worked
for 14 nonths on the inquiry and about four weeks ago we

rel eased our final report.

MR MOSHI NSKY: What was the process of investigating and then

preparing the report, sort of in broad terns?

MR HEATLEY: In broad ternms we had phases of | guess research,

engagenent, testing of ideas and sone formal docunents

al ong the way. We released an issues paper, a full draft
of the report in April, before the final report, and we
did a lot of travelling, sonething over 200 neetings with
people. W received around 250 subm ssions and revi ewed
all the literature we could |ay our hands on. W were
consci ous we were covering in nmany cases wel |l -trodden

ground. There had been a | ot of previous inquiries into
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soci al services in New Zeal and and in other places. A
famliar thenme, though, was that, despite all those
previous inquiries, things didn't seemto have inproved a
| ot.

MR MOSHI NSKY: Did you have any contact with Australian sources
in the work that you did on the report?

MR HEATLEY: We spent a week in Australia visiting people in
Mel bour ne, Canberra and Sydney that we thought had
particular insights to offer. W were particularly
interested in the National Disability Insurance Agency and
talked to people in various roles within that. W also
were interested in the use of social bonds in New South
Wal es, and the arrangenents for enploynment services at the
federal level. But we got sone really useful advice from
a few academ cs, and we had three Australians in our team
So there was al ways sone Australian exanples thrown into
our thinking as well.

MR MOSHI NSKY: In ternms of the evidence base for the report,
did you have access to, for exanple, governnent data
around spendi ng and conm ssioning of the social services
that you were investigating?

MR HEATLEY: Yes. |In some cases the data was not as
conprehensive or as integrated as we woul d have |iked, but
in so much as there was data avail able wi thin governnent
as agencies nade it available for our use.

MR MOSHI NSKY: In ternms of your personal role, were you

directly yourself involved in the preparation of this

report?
MR HEATLEY: | worked for the full period of the report of the
inquiry. | was acting director at the start of the

inquiry and at the end of the inquiry, and had a second in
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command role, if you like, for the renai nder.
| personally authored quite a bit of the report.

MR MOSHI NSKY: Can | then turn to the report. W are conscious
of the fact that this deals with social services
generally, not just those specifically relating to fam |y
violence. | wll, in the questions that |I ask you,
sonmetimes be directing you to the application of the
coments that are nade to the famly viol ence context, but
at the nonent |'mjust speaking about social services
general ly. \What social services were covered by the
report? Could you indicate that, please?

MR HEATLEY: We took a pretty wi de view of social services.
Basically our terns of reference | ooked at - directed us
to i nproving outcones fromthe services funded by
governnent, so police, justice, the things that fall under
our Mnistry of Social Devel opnent, which I think would
generally be called Human Services in Australia, health,
education. So they were all within the anbit of our
inquiry. W did specifically, though, focus on the - use
the Mnistry of Social Devel opnent as an area that we put
particular interest in, sinply because we couldn't cover
everything. So that would be, as | said, Human Services
her e.

COWM SSI ONER NEAVE: Can | just ask a question about that. You
were | ooking at both contracted services and services
directly provided by governnent, weren't you?

MR HEATLEY: Yes, we were.

COWM SSI ONER NEAVE: Thank you.

MR MOSHI NSKY: | would like to start by asking you sone
guesti ons about the weaknesses of the systemthat you

detected. Perhaps if | could ask you to | ook at page 5 of
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the report. At the second half of the page you have in
this overview section a list of some of the thenes that
came through. Could | invite you to speak briefly about

what sone of those thenes were?

MR HEATLEY: GCenerally speaking we found that where the system

had performance problens it was for those people who have
mul ti ple and conpl ex needs that spread across multiple

agencies. The ability of the systemto | guess sel ect and
prioritise, sequence, coordinate those services for those

peopl e was pretty poor.

MR MOSHI NSKY: Could | just interrupt you at that point.

| mght put up one of the slides, which is figure 0.1,
which is the quadrants. | think you should be able to see
that as well in front of you. This diagramwth the
gquadrants appears in the report. Could you please explain
what that diagramrepresents and then perhaps the

connection with the cooments that you just made?

MR HEATLEY: During the inquiry we got two messages, | guess,

that sonetinmes were a bit hard to reconcile. One was the
systemis working pretty well; the other, the systemis
wor king pretty badly. It took us a while to understand
how to reconcil e those two.

The best way we found of reconciling themwas to
| ook at - was this diagram Basically, there are a |ot of
people out there - the majority of people whose
interaction with social services is one service at a tine,
and on this diagramthey' re on the | eft-hand side of the
diagram There are a | ot of others whose current
situation nmeans that they need services fromnultiple
agencies. For themthe integration of those services

becones really inportant. They are on the right-hand side
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of the diagram

General |y speaking, the system does a pretty good
job of servicing the | eft-hand side of the diagramand a
| ess good job of servicing the right-hand side. W spent
alot of time digging into the reasons for that, and
perhaps | can go into themif you w sh

But on the vertical side of that diagramwe also
split off into those clients of the systemthat were well
able to select which services they need and direct their
own service needs, as opposed to those that weren't,
because there is a good argunment for providing services in
different ways for those two groups of people. Their

needs are different.

MR MOSHI NSKY: So in the top right, quadrant C, is those

clients who are better able to make their own choi ces

about what services they need to access?

MR HEATLEY: Yes. A typical exanple there m ght be sonebody

with a disabled condition, say nuscul ar dystrophy, that
affects them physically but not nmentally. They have a
conpl ex set of needs around housing, around health,

et cetera, but they are able and in many cases wish to
coordi nate those services thenselves, and it can be very
enpowering for themto do so. So the system should treat
themin that way rather than being overly directive and

saying, "We think you should have this and not that."

MR MOSHI NSKY: Then the | ower right, quadrant D, are those

peopl e who have conpl ex needs but are |less able to choose

the services that they need?

MR HEATLEY: Yes. There's a |ot of people in that area that

live very chaotic lives, and the system we have doesn't do

a good job of hel ping themsort through that chaos.

.DTI: MB/ TB 15/ 10/ 15 3769 L. HEATLEY XN

Conmi ssi on BY MR MOSHI NSKY



© 00 N oo 0o b~ w NP

W W N N N DD N D DD DD MDD PP PP PP, ERE R
R O © 00 N oo o Ao W N b O © 0o N oo O b~ w N+, O

MR MOSHI NSKY: Could | ask you then to continue on page 5 sone
of the other nmain thenes that canme through as to
weaknesses of the systenf

MR HEATLEY: Yes. One thing we found when we talked to
gover nnment agencies, they were pretty unclear as to which
of the prograns they funded worked well and which ones
didn't. There was quite a |l ot of evaluation activity
going on, but a lot of it was of pretty poor quality or
sonetinmes asking - it seened from our perspective - the
wrong questions, or where it did exist it wasn't given a
| ot of weight in decision nmaking. W found that providers
weren't doing a | ot of experinentation and that sharing
and adopting of innovations was weak, that - - -

COWMM SSI ONER NEAVE: Can | ask you a question about that. D d
you find that the contracting process created
di sincentives to the sharing of innovation, because people
are conpeting so it's an idea of intellectual property,
| suppose, in a sense?

MR HEATLEY: That's certainly true, but | think it's not the
only reason why that's occurring and it's probably far
fromthe nost inportant reason why that's occurring.

COWM SSI ONER NEAVE: Thank you.

MR HEATLEY: Froma client perspective, they find the systemis
overly bureaucratic and sonetines very unhel pful. The
contracting interface between providers and governnent is
a pain point, where a |lot of the problens that occur
because of design problens el sewhere, the attention is
focused there because that's where it really bites. One
of our Comnm ssioners noted that the providers that shoul d
be the natural supporters of governnent ended up hating

governnment, and that was an unexpected result of that.
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DEPUTY COWMM SSI ONER NI CHOLSON: Coul d you just clarify that?

Way woul d a provider be a natural supporter of governnent?

MR HEATLEY: | think just nmaybe a natural phil osophical

travell er that governnent is the right way to provide
services - has a responsibility to and the right way to
provi de services to people in need, rather than a market
structure to do so. But the actual frustrations of
dealing with the contracting overwhel ned that natural

affinity.

MR MOSHI NSKY: Could | just followon fromthat. One of the

points that's made later in the report concerns the

adm ni strative burden that the nethod of governnment
contracting inposes on service providers, partly due to
short-termcontracts, partly due to reporting to multiple
agencies in relation to nmultiple contracts. You have a
case study later in the report, and we m ght just bring up
that slide which is figure 2.10 and ask you to comrent on
that. W can't see the whole on the screen at the nonent
but we can scroll down to get a picture of it. Could you

just explain what that case study represents?

MR HEATLEY: This was a case study of one provider that

received - the nunbers are fromnenory but they are
approxi mately right - had approximately 12 funders, ran
about 30 progranms, and for them when faced with a client
their problemwas how to match the client to the prograns
they were funded for. They represented it as 30 jamjars
and each jamjar has a sticker on it with a bunch of
eligibility criteria and they are trying to work out which
pot they can dip into to get some funding and resources to
apply to that client.

The rul es around spending fromeach jamjar were
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different. The reporting requirenents around each jamjar
were different. They estinmated they spent around

25 per cent of their total time just on reporting and
contract managenent. So that's a pretty high

adm ni strative | oad.

COWM SSI ONER NEAVE: As a matter of interest, | think that was
the estimate that was given to us by the CEO of Mall ee
District Aboriginal Services, which has a nunber of
contracts fromboth the Commonweal th and the state
governnent. My recollection is it was roughly a simlar
estimate, that they spent a very significant portion of
their time on those activities.

DEPUTY COWMM SSI ONER FAULKNER: Do you have a private sector
conparator for that? Did you get that in your work?

MR HEATLEY: No, we didn't get a specific one. But ny own
experience in the private sector was that that seens
excessi vely high

DEPUTY COWMM SSI ONER FAULKNER:  |I'm just wondering if you | ook
at building contracts and overheads and things |ike that,
it's an interesting one but it would be an interesting
figure to find.

MR HEATLEY: Yes, you are right, it would be interesting. This
particul ar exanple, once we had nade up the slide, we
found anot her case of a provider who had 80 contracts. W
t hought that would be unsuitable for a slide but it seens
to be quite the norm This is actually the way that -
despite what - when governnent tal ks about integration,
service integration, and sets up sone pretty |arge
structures around it, we found this was the typical way
that service integration occurred, which was a provider

close to a client was doing the real integrating.
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DEPUTY COWM SSI ONER NI CHOLSON:  If | could just clarify. Is
that to do as nuch with the business nodel that the
provi der chooses to adopt? |It's been put that sone
providers that, frankly, chase contracts end up with a
busi ness nodel that isn't all that sustainable and has
adm ni strative overheads that are excessive.

MR HEATLEY: Utimately it's the choice of providers to accept
or not chase contracts. W spoke with |arge nunbers of
providers, and a lot of themfelt that with the system
they were faced with that was the best way that they could
achieve their own goals of serving the clients that they
were interested in serving. So they felt they didn't have
control over choosing their business nodel, | suppose.

MR MOSHI NSKY: In this type of exanple here mi ght a nunber of
the different contracts relate to providing services to
t he sane person?

MR HEATLEY: Yes, or the sane famly or whatever. Sone of
the conditions around those contracts seened very
restrictive. The rheumatic fever contract that's
menti oned on that slide had nurses going to visit people's
homes but those nurses, if they noticed other problens
that were unrelated to things that mght |lead to rheumatic
fever, weren't allowed to report or spread that
i nformati on.

MR MOSHI NSKY: We m ght just quickly scroll through so that we
can see the rest of the slide, but it's available in the
report to the Conmi ssioners or to the public. Can | go
back then to page 5. Are there any other nain thenes in

terms of weaknesses that you would highlight that came

t hr ough?
MR HEATLEY: | think the |last ones are that, despite a | ot of
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tal king about early intervention, relatively few resources
go to it and the contracting environnment ends up with very
tight prescription of provider activities. W found that
that was mainly driven by basically political risk,

managi ng political risk

MR MOSHI NSKY: You referred earlier, and this point is also

towards the top of page 5 of the report, that there's been
numer ous governnent reviews over the past 20 years that

have identified remarkably consistent |ists of issues and
proposed rather simlar solutions. Do you have a view on

why there hasn't been nore inprovenent in |light of that?

MR HEATLEY: | guess when an econom st | ooks at a systemlike

this we see a systemw thout any prices. 1In such a system
poor nodels of organi sation and poor perfornmers aren't
automatically driven out of the system and replaced by
ones that work better. So we are tal king about a system
that is adm nistratively designed, and adm nistratively
desi gni ng systens that are responsive and can change is
difficult. The decisions about the design happen in an
often highly politicised environnment. There are actually
| arge anmobunts of noney involved. So the providers, the
prof essi onal guilds that we have and others have an
interest in those allocation decisions.

There is also a very strongly altruist notive
that drives a lot of people in this space, which | think
makes it hard to criticise anybody el se and people are
reluctant to criticise a programthat isn't working. So
| ots of things push towards maintaining a status quo that
peopl e are confortable wth.

VWhat we see is when problens are identified they

are often identified in a fairly narrow sense - we have a
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problemw th mental health or we have a problemw th youth
at risk or we have a problemw th maternal health care or
sonething like that - and the governnent response is an

initiative, a program a pilot, atrial.

COWM SSI ONER NEAVE: An announceabl e.

MR HEATLEY: An announceabl e, yes. That gets lots of

attention, often it needs enabling |egislation, so by the
time it actually gets up and gets traction it's had a
Cabi net deci sion and sone |egislation behind it, it's
associated with a political brand, it can't be seen to
fail. So no governnment wants to - there's a | ot of
political capital behind each one of those, and these
things just accunulate. There's no natural systemthat

cull's them when they are not working.

MR MOSHI NSKY: | would like to turn now to the general topic

that's called "Systemarchitecture" in the report.

There's a nunber of points under this. The first one

| wanted to raise was in the report at page 9 you indicate
that there's two broad architectural designs applicable to
social services. On the one hand there's topdown control,
whi ch means that decision nmaking power primarily sits with
the relevant mnister or chief Executive of the agency,
and, on the other hand, there's devolution, which
transfers substantial decision-naking powers and
responsibilities to autononous or sem -aut ononous

organi sations with separate governance.

It's not just as sinple as those two. There are
different sort of subcategories within each one of those.
But, broadly speaking, the Productivity Conm ssion, and
this is on the next page about a third of the way down,

says that it sees nmuch potential to inprove the social
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services system by greater and smarter use of devol ution,
particularly for clients in the segnents represented in
guadrant C and D, which we referred to. Could I ask you
to briefly explain why that was ultimtely the view of the

Comm ssi on?

MR HEATLEY: U timately sonmebody sitting in in our case

Wl lington and in your case Mel bourne finds it very hard
to or can't gain the information required to tailor a
package of services to suit a particular client or
custoner. They just don't have that information

avail able, and the tools they have available to craft a
tail ored response aren't good enough to do that. Ideally,
we want sonmebody who has that - the person with that
information to al so have the tools and the command over
resources required to create that tailored sol ution.

For people in our quadrant C we are thinking that
often a structure that gives the client sone control over
a budget or resources is the best way to do that. For
people in our quadrant D we are thinking that the best way
to do that is for themto have a navigator that has the
specific responsibility for that person or that famly as
appropriate to be able to tailor a solution that fits.

Both those are sort of fairly extrene forns of
devol uti on because we are taking things right from
centralised governnent at one end to the client or al nost
to the client at the other end. W see great advantages
in that formof devolution for those two client groups.

But there's sone internmediate fornms of devol ution
whi ch may be useful as well or alternatively where we try
and get - nmove things away fromthe over-specification and

ri sk averse behaviour that typically results from naking a
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mnister directly accountable for everything that happens
under the agency under their control. Every mnister
lives in fear of having a mcrophone stuck under their
nose that says, "Sonething terrible has happened. Wat
have you done to fix it?" Wen it happens they tend to
respond quickly with, as you said, an announceable. That
undermnes the integrity of the system

We pointed to sone specific exanples in New
Zeal and where we had managed to get a degree of separation
away fromdirect mnisterial control that gives a - avoids
t hat over-responsiveness. There's always probl ens and
tradeoffs that come with devolution as well. So it's
really inportant to get it right. But in New Zeal and we

have certainly overused direct mnisterial control

MR MOSHI NSKY: Can | turn then to this concept of system

stewardshi p, which forns part of the report. Perhaps can
| start by asking you to explain when you refer in the
report to a system stewardship what is that concept

referring to?

MR HEATLEY: | think we felt that there was no-one we could go

and talk to in governnent and say, "W can see a soci al
services system but who is responsible for it?" The
concept is pretty clear to sonebody that has had an
interaction with the social services system "Did | get
the support | needed? Didit help turn ny life around or
did the systemlet nme dowmn?" So people at the receiving
end have an idea of what a systemis. They don't care
what | abel we put on an agency or ultimately whether it's
delivered by government or a not-for-profit. They care
about whether it's helped their situation.

But at the other end there's no | ocus of control,
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if you like, or, nore inportantly, locus of responsibility
for that system Qur initial thinking was along the |ines
of, "Well, let's just recomend one. Let's make sonmebody
responsible."” It turns out to be quite a bit harder than
that in practice, in part because we have silos for
delivering services and there's actually pretty good
reasons why we have silos delivering services - because it
turns out to be a pretty good way of doing health and
education and other services that require specialists
wor king in them

So the thought was what are - | suppose we took a
step back and said, "What are the functions we think are
mssing in the current systemthat we mght generally
| abel 'stewardship' and where m ght we best |ocate those

functions?"

MR MOSHI NSKY: Perhaps if we go to page 10, the second hal f of

the page, there's a list of bullet points which fall under
this headi ng of "System stewardship”. Could you just run
t hrough those and just explain the sort of role that you

see for the systens steward?

MR HEATLEY: There's probably about three different types of

role there. Chapter 14 attenpts to assign those to sone
specific recommended or current entities in our report.

W saw a mnisterial commttee being responsible for the
consci ous oversight, the clear delineation of desired
outcones at the system |l evel and active managenent of the
system architecture. W thought only people at that |evel
could actually - | guess had the authority and mandate to

go in and make bi g changes at the system architecture

| evel .
We saw an existing agency in New Zeal and, the
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Soci al Policy Research and Evaluation Unit, that could
have its role expanded to one of nonitoring
whol e- of - syst em performance, and that would be as an
i ndependent statutory agency, and its independence is very
i nportant there.

We saw that an existing structure called the
Soci al Sector Board, which is the CEs of all the social
service departnments, having responsibility particularly
for areas around data collection and data sharing, things
t hat have a much nore operational - of a nuch nore
operational nature and absolutely require the
col | aboration of those agencies and that collaboration to
be directed froma high I evel

W recommended a transition office as a structure
to help get towards the types of inplenentation of our
recommendati ons. So they are nmuch nore involved in that
i dentifying places where change should and coul d happen
and actively pursuing it.

DEPUTY COWMM SSI ONER FAULKNER: Could | just clarify, the other
ones that are in your |list you didn't nmake reconmendati ons
inrelation - there's a whole string of them which -
pronpting change, setting standards and regul ati ons,

i mproving capability.

MR HEATLEY: | have a sort of handwitten conbi nation here that
perhaps | could read through or share with you.

DEPUTY COWM SSI ONER FAULKNER: | would |like to see that at sone
stage, but the inproving capability and the | earning
systens, where did you place those?

MR HEATLEY: |Inproving capability we placed with the Socia
Sector Board because that's a very - ultimately has to be

a very operational activity. The pronoting and effective

.DTI: MB/ TB 15/ 10/ 15 3779 D. HEATLEY XN
Royal Comm ssion BY MR MOSHI NSKY



© 00 N oo 0o b~ w NP

W W N N N DD N D DD DD MDD PP PP PP, ERE R
R O © 00 N oo o Ao W N b O © 0o N oo O b~ w N+, O

| earni ng system we thought that Superu was the
appropri ate chanpi on of that - independent agency that - -

DEPUTY COWM SSI ONER FAULKNER: That's the social policy - what
is it called?

MR HEATLEY: Super u.

COW SSI ONER NEAVE: |Is that the research and eval uation unit?

MR HEATLEY: Yes.

MR MOSHI NSKY: M Heatl ey, are each of the bullet points
assigned to one of the three in that schene that you
outlined?

MR HEATLEY: They are, but not explicitly in the report.

That's probably an oversi ght that we shoul d have picked up
in our editing.

MR MOSHI NSKY: Can | ask you this question. This Royal
Commi ssion is dealing wwth famly viol ence, and one of the
i deas that's been put forward in subm ssions and the
subj ect of evidence this week which deals with governance
is that there could potentially be a statutory agency with
responsibility for famly violence and pick up sone of the
things in this list of bullet points, and in particular
sonme m ght be ensuring data collection is done in an
appropriate way and anal ysing that data, it mght be
performance nonitoring of the system it m ght be research
and eval uation of programs, it mght be standard setting
and regul ations. These are sone of the ideas that have
been floated for a fam |y viol ence agency.

What response do you have to that concept in
light of these recommendati ons about a system stewardship
role? Could you see a system stewardship role for one

area, or does your report sort of send soneone down the
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path of it should be across the whol e social services

syst enf?

COWM SSI ONER NEAVE: | think we should add to that that | don't

know t hat we have the equival ent structures to the ones
that you have described in New Zeal and. Speaking only for
nmysel f at the nonent, |I'mnot sure that there are bodies
in existence at the nonent to which you could assign sone

of these functions, at any rate.

MR HEATLEY: |In our case it was a m xture of existing bodies

and sonme new recomended ones. There is always chall enges
in |ooking at one part of a systemor a systemthrough a
particular lens. There are sone risks that sonebody - a
royal conmm ssion into addiction or nental health or

| ndi genous i ssues m ght go through the sane nental
processes and recommend for the sanme reasons a body
specific to those issues. The question would be how t hey

woul d work together, and that's a pretty hard one.

COWMM SSI ONER NEAVE: Can | just add to that that | think a | ot

of the evidence we have heard - this may respond a little
to what you said - is that you often have a nunber of
factors. So we have got not - by no neans all of the
people who are affected by famly viol ence but a nunber of
peopl e who are are the conpl ex needs people who have a
range of those other things - so nental illness, addiction
and so on. So if you did have such an agency you would
need to define it in such a way that it didn't just

confine itself to the little famly violence bit.

MR HEATLEY: Yes, and that's the big challenge, yes. Al the

evi dence we have in New Zealand is that these underlying
probl ems, including fam |y violence, are very cl ustered.

Sone data that we didn't have when we produced our
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1 report - this has cone out in the |ast week or so - says
2 that 53 per cent of the crime in New Zealand is

3 experienced by three per cent of adults. That's just one
4 exanpl e of just how clustered a | ot of problens are - a

5 | ot of social problens are.

6 But, generally speaking, we found that al cohol

7 and drugs issues, nental health issues, disability issues
8 were very much associated with I guess what we'd generally
9 cal | di sadvantage and where they clustered together they
10 clustered with a | ot of other things too.
11 MR MOSHI NSKY: Could I now perhaps just go through the bull et
12 points in alittle nore detail to ask you this question.
13 Goi ng through them are there sone that are nore naturally
14 pl aced in your opinion within a governnment departnent and
15 sone where there's advantages in having them say, in a
16 separate statutory agency which, while part of governnent
17 in the broadest sense, has a degree of independence from
18 t he governnent departnent? So |ooking through the list -
19 and this may be influenced by which of the three
20 categories you put themin, but would you be able to
21 i ndi cate which ones you think are perhaps nore naturally
22 sited within a governnment departnment and which ones
23 per haps there's advantages in siting el sewhere?

24 MR HEATLEY: This is the system stewardship list?
25 MR MOSHI NSKY: Yes, the stewardship |ist on page 10.

26 MR HEATLEY: | think whol e-of -system oversi ght obviously

27 doesn't fit well w thin one agency, one existing

28 governnent departnment. Defining outcones | think is

29 sonething that is a role of governnment rather than

30 agenci es. Overall system performance again cuts across

31 agenci es, because no one agency is in a position to
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determine it by thensel ves.

Pronpti ng change when the system underperforns is
sonmething that really is a great role for a statutory
authority because it faces a really different incentive
structure than either governnent that's got politica
capital in existing prograns or agencies which have
political capital in effect in existing prograns.

The next one, identifying barriers and
opportunities for change and starting the conversations
required to achi eve that change, again agencies wll tend
towards the status quo. So a statutory authority is in a
much stronger position to do that.

Setting standards and regul ations, | think that
ultimately that happens at a lot of different |evels, but
for the nost part agencies or agencies cooperating are in

a good position to do that.

MR MOSHI NSKY: When you are using the word "agencies", do you

use that to include governnent departnents?

MR HEATLEY: |I'musing it as a generic termfor governnent

departnents. Sorry, | should - we tend not to use the
term "governnent departnents” in New Zeal and, which is why
"' m | eaning towards another term

Data col l ection, sharing and standards, again
ultimately it's a deeply operational issue, and | think
t hat governnent departnents cooperating together are the
right level to deal with that.

| nproving capability, again is - governnent
departnents cooperating, it is necessary to do it.
Pronoting effective learning systens is a really hard one.
Getting learning in the systemis really tricky, but

| think a statutory authority is in a nuch better place to
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do that. An awful |ot of |earning happens through
benchmar ki ng and t hrough rigorous eval uati on, and

governnent departments face sone pretty difficult

i ncentives around those things.

Active managenent of the systemarchitecture
enabling environnent ultimately is going to be at the
| evel of governnent and how you get the good advice to
themis a really chall engi ng question there.

MR MOSHI NSKY: Could I just ask you to clarify the first three?
Because of this term nology issue, | amjust not clear
what your preference was. Could you just go through the
first three again?

MR HEATLEY: Conscious oversight of the systemas a whole
| think ultimately has to happen at a ministerial
responsibility |evel.

COW SSI ONER NEAVE: Part advised by the i ndependent body or -

MR HEATLEY: A reasonabl e i ndependent body to advise them yes.
Defining desired outcones, | think the governnment has to
own themand sign up to them | think governnent
departnments trying to do that thenselves is not
necessarily ideal there. Mnitoring overall system
performance is a statutory agency or a statutory
authority, sorry.

DEPUTY COW SSI ONER FAULKNER: Did you consider a broader
uni verse of possibilities? One of the nmechanisns that's
used in Victoria, particularly for the area of preventing
peopl e's further penetration of human service systens, is
sonet hi ng where we have serving mnisters and nenbers of
t he opposition overseeing the devel opnment. So something

li ke VicHealth, the ganbling authority, those sorts of
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organi sati ons have as part of their design oversight of
what's happening in those systens and they put
deli berately a serving nenber of the opposition and
per haps one of the mnor parties on the overseei ng agency.
| just wonder what your commentary is on that. It is
i ntended where things have a | onger term outcone to
preserve bipartisan support. D d you consider that
mechani smat all?
MR HEATLEY: No, we didn't, but | can see its attractions.
DEPUTY COW SSI ONER FAULKNER:  Thank you.
MR MOSHI NSKY: | was going to nove on to a newtopic. Do the
Conmi ssi oners have any further questions on the
st ewar dshi p i ssue?
COWM SSI ONER NEAVE: | did have just one question and that
relates to workforce devel opnent. This is an area that
| think we have identified as relevant in responding to
famly violence, and particularly in encouraging people
who are specialists in famly violence to becone nore
aware of sone of the drug and al cohol and all of those
i ssues and providing assistance to people in those areas,
and the nore universal mainstream services, say the health
providers, to make them nore aware of the issues relating
to famly violence. So we have identified workforce
devel opnent | think as an area that needs to be | ooked at.
Where woul d you put that? You have nentioned that. W
don't have a sort of public servants training authority or
i ndeed an NGOs training authority or anything |like that.
MR HEATLEY: | guess we group that under the inproving
capability label in this particular list. Wrkforce
devel opnment is something that we were certainly aware of

in New Zeal and as being a problemand it was handled in a
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very pieceneal way. Sonme of the poor workforce things
that we saw were the consequence we thought of other

deci sions. Short contracting tinmeframes and under paynent
or relatively |low paynents for contracts was one
particul ar problemthat we saw that neant that those
wor ki ng for non-government providers ended up with an
undertrai ned workforce. So we saw those things, | guess,
as better fixed by dealing with those problens directly

rather than a specific workforce initiative.

MR MOSHI NSKY: Could I turn then to the topic of better

conmm ssi oni ng of services, which is dealt with at page 11
in the overview and chapter 6. There are about seven
different nodels which we don't really have tinme to go
into but of different ways of conm ssioning services. The
choi ce around which is the best nodel to conm ssion the
services, where is that best |ocated? Should that be in a
governnment department, in your opinion, or could that be

done el sewhere?

MR HEATLEY: Utinmately it can happen at nultiple levels of the

system | guess. You can imagine a governnent contracting
a very capabl e, non-governnent provider that then does its
own conmi ssioning process to get the services that it
wants. So it could happen at different levels. | think

t he bi ggest challenge in comm ssioning services is to be
really cogni sant of the boundaries you are tal king about.
Are you comm ssioning sonething for a group of people or
have you defined your service in terns of a service that
will be delivered, and then what are its interactions with
all the other ones around it? So getting those boundaries
clear is part of the problem

| think governnent - and this is a comment on New
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Zeal and, not necessarily on Victoria - has noved froma
nodel of doing stuff in-house where the governnent

provi des the service to thinking, "W don't have the
capability to do this or we don't have the reach into the
clients to do this. So we will just wite a contract for
it," and so just junping straight to a contracting nodel
wi t hout thinking any further about, "Wat's the best way
to organise this?" W are really keen to get people who
are in that position thinking nore wdely about
possibilities.

MR MOSHI NSKY: [|Is one of the points that's nmade in the report
that it's not just those two options - the one extrenme of
i n-house delivery or the other extreme of contracting out
- there's actually a range of different nodels, and you
set out seven different nodels that shoul d be considered?

MR HEATLEY: Yes. W are trying to change, as nuch as
anyt hing, thinking around that and I guess get around sone
fairly automatic responses that the governnment has adopted
over tine.

DEPUTY COWM SSI ONER NI CHOLSON: I n thinking about
comm ssi oni ng, how did your Conm ssion view the role of
not-for-profit conmunity organisations?

MR HEATLEY: | think our starting point was that they are an
essential part of the system we have and they are there
for good reasons, | suppose. Particularly they are there
because they can do sone things that governnment can't do.
But they are also there because they want to be there and
they are fulfilling their own goals and m ssions.

DEPUTY COWMM SSI ONER NI CHOLSON:  When t hi nki ng about
commi ssi oning do you see themvery differently from

for-profit service providers?
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MR HEATLEY: Having tal ked to sone for-profit service providers

and sone not-for-profit service providers we found that

t he boundaries were quite nalleable, I think you would
say. For a for-profit to operate in this space they have
to be pretty custonmer focused. For a not-for-profit to
operate in this space - we use the term"not for profit",
but actually they have to nmake a profit because they are
not financially sustainable in the long termif they
don't. So I think the differences weren't as stark as a

lot of - - -

DEPUTY COWMM SSI ONER NI CHOLSON: M ght that not be due to the

way i n which contracts have been nmade? So the argunent is
t hat when contracting the very benefits that the community
organi sations bring to the table are treated as
externalities and essentially the conmm ssioners viewthe

not-for-profits and for-profits in an agnostic way.

MR HEATLEY: We had sone pretty strong subm ssions sayi ng,

| guess, a not-for-profit should be given an automatic
bonus in any decision naking or a preference in any
deci si on maki ng based on an assuned or neasured | evel of
externalities on top of whether or not they were going to
be able to do a good job, and we weren't really convinced

that that was a good way to provide a sel ection process.

DEPUTY COWM SSI ONER NI CHOLSON: So, relevant to the i ssue of

famly violence, the idea that you can i nprove the |ives
and perhaps strengthen the ability of a victimof famly
vi ol ence through having a stronger social capital and
greater connectedness in the community et cetera that a
comunity organisation mght be able to facilitate and
foster, ought not that be taken into account and not

treated as an externality?
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MR HEATLEY: | wouldn't call that an externality. | would say

that's integral to delivering the service. |If the

organi sation can deliver that, then it's clearly going to
be ahead of an organisation that can't deliver that. MW
comments would only relate to things that are an
externality which are the things that, | guess, are

outside the quality of the service delivered.

MR MOSHI NSKY: | might then nove to the topic of |earning and

i nnovation. Perhaps just to set the scene, could you
expl ain what some of the observations were about sone of
t he weaknesses in the systemto |learn and i nnovate as you

currently saw it?

MR HEATLEY: We saw a systemthat wasn't doing nuch | earning

and innovating. | think that pretty much sums it up.
There were sone exceptions. Parts of health tended to be
a lot better than sone of the other areas we | ooked at.

We have a roomfull of electronic devices that we have got
pretty used to. There's a better one every year, and a

| ot better than |ast year's .

That sort of inprovenent we are not seeing in
social services. So we asked ourselves the question, "Wy
not? Wy isn't that happening?" There are a |ot of
reasons behind that. | think it conmes back to sonme of the
things | was saying earlier about the decisions in these
systens tend to be nade adm nistratively. 1In a system
Wi th top-down control we tend to junp to one way of doing
things and then inpose it through the systemquite often

and sort of shut down the natural experinentation that

goes on.
Sonetimes we think that junping to a system if

you like, bottomup control will help that where we have a
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| ot of regional groups or a lot of regional organisations,
for exanple, that can each do their own thing. But what
we observed in New Zeal and was where that happens the

regi onal groups went off and did their own thing, but when
one of themfound a really good way of doing things the

others weren't interested in adopting it.

MR MOSHI NSKY: Just picking up that, one of the questions

earlier was whet her one of the reasons why good innovation
m ght not be spread m ght be a degree of conpetitiveness
because of the conpetition to get funding. | think you

i ndi cated that that m ght be one of the reasons but you
woul dn't say it's the main reason. \Wat would you see as
the main reason for the lack of sharing of good

initiatives?

MR HEATLEY: | think what is often lacking is a really clear

idea of what's trying to be achieved. It comes back to
sone things | was hearing earlier this norning about the
road toll. It's very easy to see a lower road toll as an
i nprovenent, but a lot of the things we are trying to

measure in social services are nmuch harder to neasure.

MR MOSHI NSKY: Does that nean you don't know what is a good

initiative because you are not sure what you are trying to

achi eve?

MR HEATLEY: |If you are not clear about what you are trying to

achieve then that filters down to the next thing of how do
you eval uate what's doing well and what's not doing well,
and then the next step after that is, "W knowthis is
good and this is not so good, but what are the incentives
on the players to defend the one that's not so good rat her
than to i nprove it?"

A I ot of our approaches to funding, our
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approaches to - New Zeal and, for exanple, finds it really
hard to withdraw contracts from provi ders that are doing a
poor job. The politics of it is really difficult. [If we
have two prograns and we know one works better than the
other, politicians aren't interested in shutting down the
one that's not working particularly well because there is
only political cost to themin closing it down. There's
no political benefit. So the system doesn't work quickly

to inprove.

MR MOSHI NSKY: Do you have any solutions to these probl ens?
MR HEATLEY: | think that |ast one is sonething that's really

hard. Utimtely using clients as the people who allocate
resources in the systemcan help a |ot, because a client
finds it much easier - if they have a choice of providers
and one isn't doing a good job, then they find it nuch
easier to switch providers than governnent finds to

wi thdraw a contract. That can help a lot.

Usi ng nodel s where market share is allocated -
goes up and down in small increnents rather than having
big cliffs |ike you either have a contract or you haven't
got one can help a lot. The Australian Enploynment Service
system has sone good nechani snms where there's a star
rating applied to each provider on | think it's a three
nmont hly basis and those star ratings feed back into their

mar ket share.

DEPUTY COWMM SSI ONER NI CHOLSON: And yet the very sane

Australian Enpl oynent Services systemis

generally - | think it's generally accepted is very
efficient in getting people into work who don't have
serious barriers to work, but internationally conpared

perfornms very poorly in getting highly di sadvant aged
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people in the |l abour market into work, which is your
guadr ant D.

MR HEATLEY: | think that reflects two things. One is that if
you pick enploynment services out and try to separate it
fromall those other services it doesn't work particularly
well in quadrant D. And that - - -

DEPUTY COWMM SSI ONER NI CHOLSON: What does that say to us about
t hat marketi sed approach for quadrant D?

MR HEATLEY: | think the marketised approach is one that can
wor k nmuch better in quadrant, say, B. Quadrant D is just
difficult on all dinmensions, really. But having sone
choi ce over provider | think works really well in that
guadrant C as wel |.

DEPUTY COWMM SSI ONER NI CHOLSON: The argunent against that is
that people in your quadrant C aren't fully inforned
CONSUNers.

MR HEATLEY: | think when we talked to disability advocates we
m ght have gone in with that view, but disability
advocates were pretty quick to di sabuse us of that notion.
They were staunch defenders of consuner rights.

DEPUTY COMM SSI ONER NI CHOLSON: Are you saying then that they
will only be informed consunmers when they have an advocate
supporting thenf

MR HEATLEY: For sone individuals | think that's probably
right, but for sonme other individuals they didn't need an
advocate. They considered thensel ves informed consuners
t hensel ves.

MR MOSHI NSKY: Do you have a sense of the proportions between
the quadrants, at least in rough terns?

MR HEATLEY: | think it's inportant not to see people as living

in one quadrant or another. There nay be peopl e that
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spend a long time in one, but may and wi |l change over
time. The other thing is that people potentially m ght be
in one quadrant for one specific need which is different
to where they are for other needs as well. | think that's
particularly true of that A and B quadrants where sonebody
m ght need a |l ot of help over a nedical problem which is
guadrant A, but be happy to choose their own education
provider in quadrant B. But | think, generally speaking,
85 to 90 per cent of people are probably in that |eft-hand
part of the diagramand sort of 5 to 15 in the right-hand
part, depending on what you are tal king about and what

definition you are using.

MR MOSHI NSKY: Can | then turn to - - -

DEPUTY COWMM SSI ONER NI CHOLSON:  Just before you nove off the

i ssue of getting innovation shared, do you have any i deas
how you could get a for-profit provider to share their

i nnovati on?

COWM SSI ONER NEAVE: Require themto.

MR HEATLEY: Buy it off them sonetinmes woul d be an answer.

DEPUTY COVM SSI ONER NI CHOLSON:  Wbul d that be a good way of

spendi ng public noney?

MR HEATLEY: Society has this problemin nmultiple places, not

just in social services, that we assign intellectual
property rights through patents, through copyrights and a
whol e | ot of other things because in doing so it
encourages their creation. But that creates costs as well
because you have to purchase it where necessary. In

heal th we encourage patenting, we encourage copyrighting.
Governnent is very happy to buy the successful fruits of

i nnovati on and not bear the costs of the unsuccessf ul

i nnovat i on.
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DEPUTY COWMM SSI ONER NI CHOLSON: Do you not think that the
community mght think it a step too far for governnents to
have to purchase innovation in services of famly violence
of f the very providers they have given the noney to
provi de the service?

MR HEATLEY: If the innovation is a direct result of sonething
governnment has funded, then it should have al ready
purchased that innovation. | think that's a matter of how
you wite the contract. But if - - -

DEPUTY COMM SSI ONER NI CHOLSON: | thought you were referring to
i nnovation that enmerges as an organi sation takes on a
contract and then they find better ways of doing things
and they generate innovation.

MR HEATLEY: |It's hard to get all these things right but,
general ly speaking, if organisations told us that if they
couldn't get any rewards frominnovating then they woul d
do | ess experinmentation and | ess innovation. So we want
themto get sone rewards. Zero rewards is not the right
answer. But | guess the ability to set nonopoly prices
over sonething that's really valuable m ght be too nuch as
well. We want to avoid the situation where our desire to
be able to purchase innovation at a future cost of zero
| eads to | ess innovation going on may not be optima
ei t her.

MR MOSHI NSKY: | might just turn to the topic of integration of
services, which is at page 16 in the overview and chapter
10. You referred to this earlier, the concept of a
navigator. Wthin that there are two nodels. But, just
starting with the concept of a navigator, could you just
expl ain what that concept is?

MR HEATLEY: W | ooked at a couple of progranms in New Zeal and
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that were directed at our clients in quadrant D, where
people weren't in a great position to be able to nake
deci si ons about what services they needed when t hey needed
them People had sone pretty positive results in the CQut
of Gate programthat the Departnent of Corrections ran and
the Whanau Ora programthat's run by Te Puni Kokiri, the
M nistry of Maori Devel opnment, where a specific person was
assigned to an individual or famly who had the
responsibility for being the interface between the system
and that person or famly. It was a challenging position
in many cases, but we saw a lot of promse and nerit in
t hat nodel .

| think we developed it a little further in
saying that we saw a | ot of prograns where that navigator
role ended up being purely either largely informational or
ended up being an advocate and soneone trying to sort of
squeeze resources out of different parts of the system but
not really having any command over resources. W thought
that an optiml arrangenent for dealing with the nost
di sadvant aged people was that they did have sone command
over resources and the ability to purchase the services
t hat were needed woul d break down the silo problem of
everyone falling back on, "All we have is a bunch of
programs. Do you neet the eligibility for the program or

not ?"

MR MOSHI NSKY: |Is that the concept of a package of support that

t he navi gator woul d be able to draw on to purchase

rel evant services?

MR HEATLEY: Essentially you can think of it as a navigated

di rect ed budget, although we don't use the termin the

report. We would have a budget for that person or famly
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that reflected or was at |east infornmed by what we thought
their future cost to the systemwould be. That gives us a
basel i ne that we can think about how nmuch is it worth
spending on this person or this famly to sort out their
problens to inprove their lives, and then giving a

navi gator control over that to essentially break through a
ot of the normal barriers we see.

We found exanpl es where a hospital, for exanple,
was seeing too many kids comng in with respiratory
problens. So their response was to go out and inprove the
housing the kids were living in. They had to break the
rules to do that, but they got great results. W found
ot her exanples of that sort of innovation going on that
cut across the nornmal boundaries, but it was usually by
the rul e-breakers not the system

MR MOSHI NSKY: [|Is part of the concept wth the navigator that
it is client centred so that they work with the individua
or the famly about what their priorities are?

MR HEATLEY: That's part of it. \Were the person's behavi our
is having an effect on others, there are going to be sone
w der social issues there too. But to get people to
change they have to want to change to sone degree as well.
So giving thema say in the process about what their own
priorities are is inportant.

MR MOSHI NSKY: Are there nodels for this in practice?

MR HEATLEY: We saw lots of little bits of it in lots of other
nodel s, but | don't think there's anything - we didn't see
in practice the full nodel that we have outlined.

COWM SSI ONER NEAVE: | suppose one possible criticismof that
woul d be that presunably you only get the navigator if you

get into that fourth difficult sector. So sonebody who
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exhi bits a high degree of hel pl essness may get a better
range of services which, on one level, mght be quite
desirabl e but could create sonme incentives to increase
your hel pl essness rather than to increase your ability to
hel p yoursel f.

MR HEATLEY: That's certainly a potential problem But the
goal of it has to be to get people in nore control of
their lives, and if we have got good navigators then they
shoul d be pushing people in that direction.

DEPUTY COWMM SSI ONER NI CHOLSON: So the idea of the navigator
goes hand in glove with the idea of a self-mnaged budget?

MR HEATLEY: |In quadrant C we saw a sel f-nmanaged budget as
being a really good tool. That's the people who are
conpetent and capable to nake their own deci sions perhaps,
and in quadrant D we saw t he navi gator having control over
t he budget rather than the individual or famly.

DEPUTY COWMM SSI ONER NI CHOLSON:  Just thinking about issues of
famly violence, the budget would be drawn perhaps from
different parts of governnent. So we are thinking about
it mght be housing, it mght be specialist counselling
for children, it could cone froma range of areas. How is
that famly budget to be constructed?

MR HEATLEY: We were unable to find a good exanple in New
Zeal and of what you might call a pool ed budget that cane
frommultiple agencies. W saw |lots of prograns that had
attenpted to create one and |ots of reasons why they m ght
be a good thing. But departments don't |ike putting noney
into a pool where they |ose control over it. There are
sonme good reasons for that. One is they still end up
wearing the responsibility if the noney is msspent.

Secondly, their own responsibilities to deliver services
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don't go away because they have put noney into a pool ed

budget .

DEPUTY COMM SSI ONER NI CHOLSON: | guess the argunment woul d be

that they are going to be spending noney on that famly
anyway through their own narrow silo, whereas in pooling

it you are going to get a nmuch better outcone.

MR HEATLEY: That's the argunment we woul d use, but when the

agencies tend to look at this fromtheir own perspective
they feel they have nore control over the outcone that

t hey get because it goes - - -

DEPUTY COWMM SSI ONER NI CHOLSON: Even though it's a poor one?

MR HEATLEY: Yes. It seens to be an ongoing problemw th how

do you get a departnment keen to give up noney. It's a
very difficult thing. They only are willing to give up
money if you can do a couple of things. One is they need
to feel like the responsibility has really gone away from
them So in our nodel we are suggesting that the health
costs of sonebody that's enrolled with, say, better |ives
agencies aren't covered out of the health budget, they are
covered out of the better |ives agencies.

Secondly, the health departnment m ght be keen to
do that if, when they did spend sone noney on that client,
t he noney flowed back to them So if they did do an
operation or whatever, then the noney cones back to them
that way. So it's trying to deal with those conpl ex
incentives that surround a departnent in a way that gets
around the problem what we just saw as being endem c that
no agency wants to pool funds.

The exanpl es of pooling that we saw had t he noney
going in frommultiple agencies came with - noney cones

wWth reporting requirenents and noney cones on limtations
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on howit is spent, and when it goes into a pool it's al
additive. So the reporting requirenents grow and the
restrictions on howit is spent grow to the point where

the pool isn't actually very useful.

MR MOSHI NSKY: The report deals with social services generally,

and the Conm ssion's focus is on famly violence, which

includes famly violence services. It may not be possible
to answer this question, but are there parts of the report
that are sort of nore applicable if one is | ooking at just
one area of service provision rather than the systemas a

whol e?

MR HEATLEY: That's a pretty difficult question, | guess. One

way to look at it is, "Does our report cover famly

vi ol ence services?" Yes, it does; we are just covering it
froma nmuch w der perspective. W also know that famly
violence is not exclusively but is often very clustered
with other problens. So the people suffering famly

vi ol ence are al so those often suffering from other

probl ems which | eads us to have other types of services.
So the interface between famly viol ence services and
other services is really inportant.

Oten services suffer froma really interesting
question of who is the client they are dealing with, and
that's perhaps particularly difficult in a famly viol ence
context. To take a really sinple case of a male
perpetrator, a female victimand a child, a child
perspective on that froma child centred agency is going
to have one idea of who the client is, Corrections or
Justice is going to have a different idea of who the
client is, and a victimsupport one is going to have a

third idea of who the client or victimis. That nmakes it
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really tricky. | wouldn't want to underesti mate how
difficult that can be. It can lead to sone very different
i deas of what a good outcone is as well.

COW SSI ONER NEAVE: Can | have a foll owup question on that.
You nentioned at the beginning that the services that you
| ooked at included police and courts, and | woul d have
t hought that probably in the fam |y violence area they are
going to be a provider of a |arger proportion of the
services than in sone of the other areas that you | ooked
at. For exanple, a person with a disability isn't
necessarily going to have any contact with those two
agencies at all. Were there any particular challenges in
t hi nki ng about these issues in the context of people who
are involved either in the civil or crimnal justice
process?

MR HEATLEY: Yes, there are. |If you are |l ooking at a system
| evel we are tal king about a coercive response as well as
a supportive response, and sonetines those things
conflict. | think we probably didn't spend that nuch tine
on the coercive part of the system just purely a resource
issue. But it does conplicate things, and part of it goes
back to ny previous conment about this idea of who the
client isis just areally difficult and hard to answer
guesti on.

COW SSI ONER NEAVE: Thank you.

MR MOSHI NSKY: Those are ny questions. Do the Conm ssioners
have any ot her questions?

COWM SSI ONER NEAVE: No, we have no further questions.

MR MOSHI NSKY: If the witness could be excused with our thanks.

COWM SSI ONER NEAVE: Thank you very rmuch for conming here from

New Zeal and and enl i ghteni ng us on what you have done
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t here.

MR HEATLEY: M pl easure, and good luck with your inquiry.

MR MOSHI NSKY:  Conmi ssioners, if it is convenient, |I'm
conscious of the time, perhaps we could adjourn until
2.15.

COWM SSI ONER NEAVE: Thank you, M Mbshi nsky.

<(THE W TNESS W THDREW

LUNCHEON ADJ QURNMENT
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UPON RESUM NG AT 2. 15 PM

M5 ELLYARD: The next witness is Dr Gassner. | ask that he be
sworn in.

<CHARLES LElI GH GASSNER, sworn and exam ned:

M5 ELLYARD: Dr Gassner, could I begin by asking you to
summari se for the Comm ssion your professional background,
i ncluding nost particularly the extent to which your past
wor k and present work history has involved dealing with
i ssues of famly viol ence?

DR GASSNER: Yes, certainly. Up to about 2008 |I was Assi stant
Conmi ssioner in Victoria Police. Wilst there, | was
actually the Co-Chair of the Statewi de Steering Conmittee
to Reduce Fam |y Violence and the Statew de Steering
Committee to Reduce Sexual Assault, which brought up the
reforns that | know you are aware of.

On leaving, | then ultimately becane a director
in what is Reos Partners, and we work with conpl ex stuck
soci al systenms around the world. But in particular in
relation to famly violence ny experience has conti nued.
|'"'mthe Chair of the Coroner's Fam |y violence Death
Revi ew Panel. | have worked with the Human Ri ghts
Conmi ssion in China wth the Suprenme People's Court on a
pilot, an integrated pilot, in China. | have also
conducted the national consultations on perpetrator
i ntervention outcone standards, which will be part of
the COAG - which is going through M Lay's commttee
t hrough to COAG to be released shortly.

| have al so worked with the Australia and New
Zeal and School of Governnment as a case study on the famly
viol ence reforns and particularly around | eadership in

t hat space and just recently conducted a two-day wor kshop
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with Victoria Police in this sector about refreshing their

col | abor ati on.

M5 ELLYARD: The focus of the evidence today and tonorrow i s on

the structure and funding of the fam |y viol ence system

Thi nki ng about your involvenent in the Steering Commttee
and the first set of refornms, what comments woul d you nake
about the way in which famly viol ence systens ought to be

desi gned or devel oped?

DR GASSNER: | believe that the tinme of the Statew de Steering

Committee was quite unique in many ways. It had the
governnment and non-governnent people around the table,
i ncluding magi strates and the Coroner at the time, the
Coroner's Ofice. It was unique because of a nunber of
reasons. One, it was actually co-chaired by the police
along with the Ofice of Wonen's Policy, which was a very
uni que col l aboration or partnership, but it was a tine of
co-design. It was a time of actually rethinking and
refram ng the way that both governnment and non-gover nnment
can actually work together to build a systemthat is as
ef fective as possi bl e.

| think that's probably why - one of the reasons
that the reforns cane out so well. Not only that, it was
a systembuilt on trust. |In that time chairing the
Statew de Steering Commttee the whole matter about trust
between the different conponents of the systemor the
sector at the tine becane such an enornous advantage. But
it was this whol e issue of co-design, rather than just
nmerely collaboration. It just wasn't that "we would |ike
you to have | ook at this and see what you think and get
back to us"; it was "we really want to know how t oget her

we can actually build this systeni.
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M5 ELLYARD: One of the conventional nmethods in which

st akehol ders have input into new systens or refornms is by
bei ng consulted as advisers or perhaps the presence of

advi sory panels and things of that kind. Wat distinction
do you draw between that kind of approach and the

co-desi gn nodel that you have been descri bi ng?

DR GASSNER: The co-design nodel clearly is that you are

actually leveraging off an enornous anount of experience
and know edge already within the sector. The thing is
that in a co-design nodel also in so nany ways they so
willingly want to be part of working with government to
actually build sonmething that's new. It goes beyond just
the consultation and sort of then a feeling that "we have
been consulted and it is going to be done anyway". It is
actually felt that they were part of actually building
somnet hi ng.

Then of course there's the whole issue that if
t he whol e sector is part of building it they will be nuch
nore anmenable as to the way it gets inplenmented and the
way it actually then steps out. One of the biggest things
we found in this tinme was that not everyone in the sector
actual ly understood each other's parts. |In fact, they
m sunderstood themin so nany ways it actually was an
inhibitor, and it took tine to actually say "we all need
together to know the system not just our little part of

it".

M5 ELLYARD: My | ask you then about the topic of |eadership.

What observations woul d you nmake, based on your
i nvol venent in the Steering Conmittee, about the
i nportance of |eadership and perhaps the particular

qualities of |eadership that you see being relevant in
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system re-design or refornf

DR GASSNER: Since working in other conplex social systens, for

exanpl e in Aboriginal health and el sewhere, the whole

i ssue about |eadership is just critical. |In this case we
certainly had Christine who built that authorising
environnment, and then | was the Assistant Comm ssioner,

whi ch was of a senior rank, and it actually then resonated
to the sector and other people that, "Gee, we are really
serious around this. This has got quite a high |evel of
comm tnent from key people in the comunity."”

My greatest learning out of all of this was how
to actually start to become this enabling and facilitating
| eader rather than sort of a | eader com ng from sone sense
of power because you are a senior bureaucrat or you hold a
position of sonme stature.

It becanme an obvious thing that it sort of hel ped
to break open the systemto start to build the trust. So
it's that enabling | eadership style further down into the
process, even though it's so inportant to have the
aut horising | eadership that Christine did and Ken then
pi cked up so wel |.

The other interesting thing was how t he
| eadership then started to shift and nove in this tine.

At sone point all of a sudden you had the Attorney-General
at the tine and mnisters then sitting together quarterly
to actually see what was going on. So this whole thing
about | eadership is so inportant because it resonates with
those in the system but it also - it can nove and shape

itself, and that's all right.

M5 ELLYARD: So does that in part nean that different nodes of

| eadership or particular styles of |eadership m ght work
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better at different |levels of the system the top

aut hori si ng environnment m ght be one style but those
actually involved in the creation and mai nt enance of the
system m ght need to lead in a different, nore

col | aborative way?

DR GASSNER: Absol utely, and nuch nore enabling way, and that

sort of should be replicated further down into the system
all the way down into the local area. As | said, that
sort of helps the co-design, and it stops the fact that
you are trying to defend a position because you hold a

position in a particular organi sation.

M5 ELLYARD: My | ask you then about a different topic.

There's been sone evidence and some submi ssions to the
Royal Comm ssion that suggests that there mght be a role
for sone kind of independent body, a statutory body of
sone kind, in a future famly violence system Different
peopl e have had different ideas about the roles or
responsibilities that such a body m ght have. May | ask
you for your reflections on what role, if any, you would
see an i ndependent statutory body playing in the famly

vi ol ence systenf?

DR GASSNER: My observations around that are, firstly, we don't

finish up with the fact that we just put a structure in
and we actually think we have achi eved sonet hi ng, because
it's our - for want of a better way of saying it, that
structure actually interacts with the system and the
sector, and across all the different systens, nental

heal th and everywhere else. So |I'msort of saying that
it's actually who is working that structure in a way that
actually continues a co-design and a co-governance

arrangenent .
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| often use the saying that I would prefer a bad
structure with good people than a good structure with bad
peopl e because good peopl e nake a bad structure work.
That's quite true. But the point is it can al so wear
people out. So to be able to actually ensure that there's
the right capabilities within that structure to actually
work with the different systens - the different sectors
across a larger systemis vitally inportant.

| see a nunber of probably key roles if you
brought a structure up like that. | see a role around the
fact that certainly be able to build a governance nodel of
some sorts, but this space particularly in our |earnings
fromthe perpetrate intervention is that we don't al ways
know what wor ks and what doesn't work. Therefore, that
really affects the whole issue around funding - what do
you actually fund that's effective. So a structure |ike
this, if it has the ability to also build know edge and
| earning and be able to perneate that or to flow that
t hrough up and down into the system it would be critical
So | suppose it has that |earning function.

Al so, it does also probably need an
accountability function too. It needs to probably have
that | oose/tight fit, that ability to be able to | earn but
the ability to be able to have a tightness that says,
"Well, this is what we feel that this is what works and
this is howwe would |ike to see the system novi ng
t owar ds. '

| suppose that was one of the things with the

reforns, is that we actually came up with a systemthat

said, "Okay" - that the sector was able to say, "W have

built this together. W will inplenent it and we wll
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wor k towards the way these - the principles of these
reforms.” The bottomline is the structure needs to have
that |earning capacity and, yes, an accountability; what
wor ks, what doesn't work; keep perneating that through the

syst em

M5 ELLYARD: In a session this norning there was sone evi dence

fromw tnesses, including Ms McCormack, about the regional
structures that presently exist and the sense that in the
past the Steering Commttee played a kind of unifying role
in enabling ideas fromthe regional |level to be fed up and
i deas to be fed back down again fromthe regional - to the
regions fromthe central conmttee. Can | invite you to
coment on whether that's your recollection of how things
wor ked and the inportance, in your view, if any, of a
central structure and a regional structure when we think

about an integrated system

DR GASSNER: It is probably a central structure, a regiona

structure with a regional and a | ocal sort of arrangenent.
But Ms McCornack is exactly right. 1In the last tw years
| have been doing the deep-dive case studies with

the Australia and New Zeal and School of Government with
this sector around where the reforns were and where they
are now, and this seens to be one of the resonating pieces
that's mssing, is that they were able to conme together
they were able to particularly work out what they were
doing to learn, and | think there's a feeling sonetines

t hat because that's not there that even within the system
there can be sone fracturing as well. This is the first
time that many of them had actually sat together to try to

build sonething. So, yes, it's a- - -

M5 ELLYARD: When we tal k about "they", who historically was

.DTI: MB/ TB 15/ 10/ 15 3808 C. GASSNER XN

Royal

Conmi ssi on BY Ms ELLYARD



© 00 N oo 0o b~ w NP

W W N N N DD N D DD DD MDD PP PP PP, ERE R
R O © 00 N oo o Ao W N b O © 0o N oo O b~ w N+, O

and in your view should still be sitting around that
central table that then fed down into the regiona

structures?

DR GASSNER: Look, that's a really good question because we had

to really contenplate this when we actually built the
Statew de Steering Comm ttee because you coul dn't have
everyone in the room | think there's clearly the key
gover nnent agencies around that actually can contribute to
solving the problem but also the peak bodies that
actually represent the famly violence sector and systens,
the capability side of things such as what DVRC provi de,
as well as the courts and the police.

Probably the peak bodies then in so many ways
actually then have to work out how do they informand keep
their sector infornmed because you can't have everyone
around the table. But they were able to effectively do
that. Not only that, they were able to then have -
particularly the sector becane very effective and very
nuanced in how t hey advocated but still becane part of

co-designing the system

M5 ELLYARD: When we thi nk about who should be around the

table, does it partly depend on how we are defining the

system and what the edges of the system m ght be?

DR GASSNER: | suppose it does. 1In this space now, and | know

t he Comm ssion has heard a | ot about issues of nental

heal th and honel essness and everything el se, maybe this is
time we sort of need to redefine what is the system and
maybe it's fromthe fact of what's going to help solve the
problem - what's going to help solve the problemat a
strategic level, at a state |level, but also even if you go

down to the | ocal and regional |level, and even down to the
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actual particular incident, what is the systemthat's
actually going to be able to solve and help the victimand
their children, and that could be a range of systens. It
could be nental health, it could be drug and al cohol, and
it certainly could well and truly be the famly viol ence
sector. So it is about comng froma problemsol ving
perspective rather than just probably a siloed

perspective, if that nmakes sense.

M5 ELLYARD: Can | take up that issue of a problemsolving

focus. One of the things that the Conm ssion has heard
some evi dence about this week is about the potenti al

i nportance of expandi ng the know edge base of people
working in different parts of the fam |y viol ence and
community health sector so that they know nore about each
other. In the earlier hearings the Comm ssion also heard
about the inportance of upskilling police officers, and

i ssues arise about the extent to which you can expect
peopl e whose core functions are one thing to know and

i mpl enent ot her ki nds of | earnings.

Could | invite you to comment, from your
perspective as the forner Assistant Comm ssioner of
Police, on how you strike the bal ances between the things
soneone needs to know for their core functions and perhaps

requiring themto do or know ot her things?

DR GASSNER: That's so true because this whol e di scussi on can

sonetines finish up just as this whol e issue about
general i st against specialist bit, and I think we have to
nove away fromthe either/or and say it's both. So
probably the best way to describe that is often - when we
were doing the famly violence reforns in Victoria Police,

as an exanple, the police nenbers would say, "Wat are you
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asking nme to do? |I'mnot a psychologist. [I'mnot a
famly therapist. [I'mnot a counsellor. Wat are you
actually asking ne to do?"

It was as though |I sort of lifted the burden off
their shoulders. They felt nmuch Iighter when we were
actually saying, "No, we are actually not asking you to do
that. W actually want you to understand who el se who has
expertise can cone into this space and actually hel p sol ve
the problem" That gave them a greater understanding, is
that they are probably a part of the systemw th certainly
a specialist response around | aw enforcenent and
everything el se, but that they would then integrate or
connect with other local services to help them solve the
pr obl em

That becane - when they started to |earn that,
they started to becone nuch nore confortable about it.
| think that's probably true with a | ot of
other - | suppose it's the same with GPs or other
general i st practitioners who mght nove into - find
thenselves in this space. They need to be aware of what
they can do to help solve the problem and it m ght be
bringing in nore nmental health - a service or drug and
al cohol or whatever else as well as very nmuch so the
famly violence sector, because it is a gendered crine.

It is a specialist response there.

M5 ELLYARD: The Comm ssion has heard a | ot of evidence about

the fact that a very |arge percentage of people who enter
the fam |y viol ence support system however we are
defining it, do so through the door of the police because
the police attend and make an L17 referral that begins the

process of engagenent between that woman or man and the
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speci al i st services. Do you have any reflections on
whether it's appropriate that the police be the de facto
front door for the famly violence systemand, if that's

not appropriate, how we could shift that?

DR GASSNER: I know when we built the reforns there was a | ot

of discussion around the fact that if it is just this
crimnal justice response and that's all you have, then
you can tend to drive it back underground because people
just actually want the violence to stop. That's what it
is. | think there wll always be a need for the police to
be one of the key doors into the system | think there's
no doubt about that.

If a properly integrated and responsive famly
vi ol ence service is actually operating, there wll
probably be a | ot of people who actually don't want to go
into the crimnal justice systemand just want to access
it through, say, wonen's health or, for exanple, mght be
com ng through the nmental health door and then needing to
access it that way.

| don't think you will ever get away fromthe
fact that police need to be held accountable, to hold
of fenders accountable and to actually take the steps they

need to be. But | think they are probably one door.

M5 ELLYARD: One of the thenes of today, and particularly the

evi dence of the previous wtness, has been about the
extent to which the famly viol ence system encourages,
permts or inhibits innovation. You have spoken a little
bit about the work you have been doing in relation to
perpetrator accountability nmechanisms. You have al so had
some experience in Victoria. Fromyour observation, is

there a culture of innovation and experinentation in the
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famly violence service space and, if not, why not?

DR GASSNER: That's an interesting question. Wether it's a

culture of innovation, |I actually don't know. If you want
to say it's a culture, I would probably say no, it's not.
That's probably for a whole |lot of reasons. It m ght be
howit's funded - if we are going to be funded that way

and there is no chance for any innovati on.

On the other hand, | have actually al so seen,
particularly fromthe policing perspective, when there was
an aut horising environment, when police and the Statew de
Steering Conmttee started up, | actually started to see
police at the local |evel all of a sudden connecting up
with local services and saying, "Wat can we do here," or
t hi nki ng up new processes |ike, for exanple, a court
I'iaison officer at Frankston Court, which then expanded
across the state. That was just the | ocal people saying,
"We obviously can work in this space. How can we do this
better?" So any structure needs to be able to allow that
creativity to actually happen.

That's where | cone back to about | earni ng what
wor ks and what doesn't work. In the national
consultations we saw a lot of creativity and innovation
happeni ng, but could we actually say it worked or didn't?
The evaluation - there was no evaluation around it. So it
was probably hard to say were the right outcones being
achieved. But - there certainly was a lot of creativity
and innovation, but was it achieving what it needed to

achi eve?

M5 ELLYARD: You nentioned the role of funding. Could you

expand on, from your experience, the role that funding can

play in the way in which people think about changi ng or
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i nnovati ng?

DR GASSNER: | suppose it goes a little bit back to nmy point.

If we can start to eval uate what works, what doesn't work,
it does obviously feed back into actually understanding
fundi ng procedures, processes, to say, "W are going to
invest in this because we actually know it works. There
is enpirical evidence. W have actually seen it."”
Therefore, the funding beconmes nuch nore directed, nuch
nore accountable, and you are nore |likely to achieve
ef fectiveness and the right outcones.

| sonmetinmes think the whole issue around funding
sort of between the governnent and the sector can al so
create the relationship where it's sort of like a
paternalistic relationship going on, because they are just
waiting for the funding com ng dowmm. Oten then - if
funding is short-termfunding too, it is only two or three
years, then how can we actually properly eval uate what
wor ks, what doesn't work.

The whol e i ssue about funding is an enornous one,
but it's probably going to need to be sustained over a
certain tinme to be actually able to say, "Yes, this works
and this doesn't work." | get all the risk around that.
That's a big thing to probably ask governnent to actually
do. But ny understanding is that the evidence around has
a perpetrator changed their behaviour actually can't be
measured in anything under two years. That's quite an
amount of tinme, and the funding needs to be probably still

going on to be able actually say, "Is this working?"

M5 ELLYARD: Do the Conmi ssioners have any questions for

Dr Gassner?
COW SSI ONER NEAVE: | have one question, Dr Gassner. You
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t al ked about the research function that an independent
agency coul d discharge. |'mwondering how you see that
function being conducted in a context where ANROAS is al so
doi ng research. Can you say there's a need for research
at both Commonweal th or national and state |evel, given
that the Commonweal th and the states have al ready put
quite a bit of nmoney into research through ANROAS?

DR GASSNER: Conmi ssioner, | would say that it's probably them
| everaging off all the research that they see around the
wor |l d and what ANROWS i s doi ng and the Commonweal t h, but
al so probably actually starting to see what's happening in
Victoria, to say, "W want to fund sonme research or we
want to have sonme research about what's actually happeni ng
in Victoria fromits own perspective."

Again, it's not an either/or; it's an and. In
sone sense it's a bit like a clearing house, but also the
ability to undertake the research they need particularly,
in sone sense to get back to the funding issue, to be very
focused on Victoria and what's going to work for Victoria.

COW SSI ONER NEAVE: Thank you.

M5 ELLYARD: If there are no other questions, | ask that
Dr Gassner be excused with our thanks, and I will call the
next w tness, M Cal afiore.

COW SSI ONER NEAVE: Thank you very nuch, Dr Gassner

<(THE W TNESS W THDREW

<JOE CALAFI ORE, sworn and exam ned:

M5 ELLYARD: M Calafiore, may | ask you to tell the Conm ssion
your present role and responsibilities and a little bit
about your professional background?

MR CALAFI ORE: Yes; thank you. M nane is Joe Calafiore. [|I'm

the Chief Executive Oficer of the Transport Acci dent
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Commi ssion. | have been with the TAC seven years as the
head of conmmunity rel ations, which enconpasses the road
safety, legislative, nedia and | egal functions of the TAC.
Prior to that | was a mnisterial adviser with the then
Bracks- Brunby governnment in a nunber of portfolios.

M5 ELLYARD: We have asked you to cone today because the TAC
nodel has been offered to the Comm ssion as a nodel that
m ght provide sone useful |earnings or anal ogies from
which it could get sone ideas about governance structure.
May | ask you a little bit about the history of the TAC
What was the context in which it came to be created?

MR CALAFIORE: Firstly, | appreciate the opportunity to be able
to speak today. The TAC was actually created in a tine of
crisis. Soin the late 1980s road trauma in Victoria was
absolutely on the front pages. W had over 700 Victorians
losing their lives on our roads. So we had a road trauma
i ssue, and we al so had thousands of Victorians, up to
70,000 Victorians, claimng for compensati on.

So the TAC was born, what we woul d say, out of
mar ket failure. So it was created under what is called
the Transport Accident Act 1986, which still Iives today.
The TAC was really given three clear purposes - a
prevention function, a conpensation function and a
rehabilitation function - and those three clear objectives
are actually still what hol ds today.

M5 ELLYARD: The TAC is an independent statutory authority; is
t hat correct?

MR CALAFI ORE: That is right. So a CEO that reports to a board
of managenent, and obvi ously a chairman of the conpany,
whi ch is appointed by two ministers.

M5 ELLYARD: Can you explain a little bit about the conposition
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of the board?

MR CALAFIORE: It is very much a skill based board. The TAC
describes itself as a social insurer. So our board of
managenment throughout our history would have people with
background in legal function, audit, health background,
road safety and marketing functions. So it's certainly a
di verse board with various commercially based skills that
they bring to the table.

M5 ELLYARD: |Is there any particular political representation
on the board?

MR CALAFIORE: No, there's not, and I would actually say one of
the great advantages the TAC has had over its history is
it is very clearly seen as a bipartisan agency. So that
structure has been able to continue through various
iterations and governnents.

M5 ELLYARD: |s there any power in the relevant mnister to
direct the work of the TAC?

MR CALAFI ORE: There actually is. There is an explicit
provision in the Act which provides the mnister with the
authority to direct the - a very broad power to direct the
Comm ssion, very rarely used - in fact, one exanple, if
| may, when the bushfire tragedi es happened in Victoria
recently we obviously had sone people that |lost their
lives in their cars and ot her people that perished perhaps
wal ki ng away fromtheir honmes, and governnent nmade a
policy decision, which was we don't want the TAC sinply to
conpensate those narrowmy captured within the Act. So the
policy decision was that all Victorians would be paid. W
t hought there was a | egislative inpedinent, so the
mnister of the day sinply issued the direction. It's

very rare - probably that or another tinme. A very rarely
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used provi sion.

M5 ELLYARD: How, then, is the TAC funded?

MR CALAFI ORE: The TAC is actually funded by Victorian
notorists, so everyone that has a driver's licence in
Victoria. So we have in a sense over five mllion
custonmers. So it is an independent funding source. So we
collect $1.6 billion a year in what we call prem um
revenue, and it is that independent funding source that
allows us not only to invest in prevention but we are a
lifetime uncapped schene. So it allows us to provide the
benefit supports to Victorians who unfortunately require
our services.

M5 ELLYARD: Does governnent then exercise any directive over
how you spend the noney? Do you have to consult with
Treasury or anyone el se about how you all ocate the funds
that cone to you?

MR CALAFI ORE: Like all statutory agencies, we have
requi rements under DTF gui delines to produce a corporate
plan. But, no, in a practical sense it is managenent and
the board of nmanagenent that would have the authority in
ternms of how those funds are expended.

The TAC actually is a funder to governnment in the
sense that we are actually required to provide a dividend.
So | suppose, unlike an inner departnent that is part of
the funding cycle, one of the expectations upon the TACis
that we are run efficiently so that we can provide what we
descri be as the sharehol der, the governnent, a dividend on
an annual basis.

M5 ELLYARD: How is that dividend cal cul ated, and what anount
is it usually in round terns?

MR CALAFIORE: It's calculated on what's called - a percentage
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of what was called our PFI O our performance from

i nsurance operations, which is, very briefly, we strip out
the i nmpact of the external markets. So |like a super fund,
we can nake really large |osses and profits dependi ng on
our investment portfolio. So we strip out the
externalities. So it is 50 per cent of what we call our
PFI O our performance frominsurance operations. That's
under a mnisterial guideline, and that is | suppose
booked into our corporate plans each year. So it could be
in the vicinity of $200-300 million a year.

M5 ELLYARD: 200-300 mllion every year?

MR CALAFI ORE: Yes. In that vicinity, yes.

COW SSI ONER NEAVE: Did | understand you to say the
50 per cent can change fromtine to tine depending on the
mnisterial direction?

MR CALAFI ORE: Precisely, Conmm ssioner.

COWM SSI ONER NEAVE: So they could say it's 60 per cent this
year or 70 per cent or 40 per cent?

MR CALAFI ORE: That's right, or 100. Precisely.

M5 ELLYARD: Forner Chief Conm ssioner for Police M Lay gave
evidence this norning and touched on issues of road safety
and commented on from his observations the role played by
not only the TAC but other parts of the systemthat was
set up to ensure road safety. Could |I ask you to
sunmari se, other than the TAC, who are the other partners
in the project of making the roads safer and bringi ng down
the road toll?

MR CALAFIORE: | think former Chief Conmm ssioner is spot on.
This is integral. So we very much describe road safety as
a partnership approach. So Vi cRoads, the Departnent of

Justice and al so the Departnent of Health - we would
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descri be ourselves as the road safety partnership in
Victori a.

Wiile we are in a sense a very high-profile
organi sation and we are known for our canpai gns, we invest
$160 mllion a year in prevention, and, to give you an
exanple, 120 mllion of that funding is actually going to
Vi cRoads to build safer roads. So, while we are known for
our canpaigns and we are very proud of our canpaigns, it
is very nmuch an integrated policy response, both anobngst
the agencies and also at the mnisterial level. There is
a mnisterial council for road safety, so we have all of
the road safety mnisters represented, and all of the
enpirical research, all of the evidence suggests in road
safety you need the policy levers working in harnony to

have any chance of naki ng those gains.

M5 ELLYARD: You indicated that a very |arge anount of npbney

goes to VicRoads for safer roads. Can you give sone
practical exanples of the kinds of things that that noney

gets spent on?

MR CALAFI ORE: Absolutely. | have driven up from Geel ong

today. People m ght observe wire rope barriers running
down the side of highways. The TAC has funded those
barriers. They have been inplenented by VicRoads. A
really practical exanple, one of the nobst shocking
injuries you can have on our roads is a high-collision

si de i npact because you get the acquired brain injuries.
Even if we put the economcs aside in terns of the social
trauma that has on soneone's fam |y, when soneone hits a
wWire rope barrier it is actually good, cold, hard
economics for the TAC. It is injury avoided. It's a

great social policy. Yes, VicRoads unfortunately have to
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pi ck up the maintenance bill. But that's a really good
exanpl e of where we have a targeted approach to say where
is our trauma happening in Victoria, why is it happening,
and then we can have the debate about what the appropriate
policy intervention is.

M5 ELLYARD: Cbviously that's infornmed by research. Can you
explain alittle bit the role that research plays and how
you acquire that research know edge?

MR CALAFICORE: Yes. |It's critical. So we spend on an annual
basis, TAC al one, just under $14 mllion a year on
research. So what we know in road safety, like a |ot of
areas of public policy it is an opinion-rich field and it
is an area that everyone has very strong opinions. So we
i nvest both on the road safety side, at a nunber of
| evel s, internal TAC research, externally via the Mnash
Uni versity Acci dent Research Centre, or Linkage grants on
a national basis. W also nake enornous investnent on the
client side, injured Victorians, of our business.

So, in short, as a comrercial for-profit soci al
insurer, that is all about inforned decision nmaking, so
that we know we are spendi ng taxpayers' nobney, SO we
invest heavily in research and our expectations of how we
can translate research are very high

M5 ELLYARD: Can | ask you to speak a little bit nore about the
Monash research institution and how significant you would
say has that contribution been overall to the work of
maki ng roads safer?

MR CALAFIORE: Critical. 1t would be hard for ne to
overestinmate the inportance of the evidence-led research
function. So very recently we commenced a programwth

Monash University called the Enhanced Crash | nvestigation
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Study, and this is just one program $2 mllion a year
over the next four years. That is literally going out
onsite when a serious injury occurs to deconstruct not
just what happened at the accident scene; what are the
pre-existing conditions in soneone's life. Wat we know
fromour research is that it is often just not about the
accident. The accident is a point in tinme. Wat are the
risk factors. There is a whole group of conplexities as
to what may contribute to road trauma.

So that is a very large investnent in insight,
but it is a critical investnent because we are investing
hundreds of mllions of dollars of taxpayers' noney and
the community quite rightfully would expect to see a
return on that investnment. Wile the nunbers may appear
high, in a totality of a scheme with $12 billion of

liabilities it is actually quite nodest.

M5 ELLYARD: You have identified that you have as the TAC in

ef fect an i ndependent funding streamthat neans not only
do you not ask the governnent for noney, you actually give
t he governnent noney. Wiat's the relevance of that, do

you think, to the way in which the TACis able to conduct

itsel f?
MR CALAFIORE: | think there are a nunber of natura
advant ages, and one - listening to Dr Gassner beforehand,

he spoke about the long-termnature. W are a lifetine
uncapped schene, so we have to think in the long term
The wire rope barriers that | spoke about, that's a 20- to
30-year investnment on behalf of the TAC

So | suppose one of the advantages you have of an

i ndependent funding source is it takes you out of

| suppose the day-to-day m |l of maybe sone
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i nterdepartment deliberations, and | think it allows us to
have a much longer termfocus. | think that's a natura
advant age.

| think it also assists very greatly in planning.
So one of the traps people can fall into this area of
public policy is a blitz nentality, that we need to run
some ads or we need to have a few extra enforcenent
operations, and blitz nmentalities and short-termthinking
don't really lead to transformational change in this area.

So | think that's one of the great advantages you
have in an independent funding source, and quite obviously
we have an obligation to operate efficiently. So, while
we have an i ndependent funding source, that cones with the
responsibility of being able to denonstrate - whether it's
to DIF, our mnisters, our board, the community - that we

are expendi ng those funds appropriately.

M5 ELLYARD: You nentioned the ads. The ads are often what

peopl e think of when they think of the work of primry
prevention, but it sounds |like nost of the noney you spend
on primry prevention actually goes into tangi ble things

i ke road safety rather than advertising; is that correct?

MR CALAFIORE: Yes. That's right. That's true. |'m not
trying to be cute with [ anguage. W deliberately call it
"public education”. In ny mnd, "advertising" has a

connot ati on of consuner goods and selling toothpaste. So
what we try and say is - if | take drink driving, for
exanple, | would say we have been having a dial ogue with

the Victorian conmunity for over 20 years about drink

driving, whereas "ads", to nme, have a connotation about a
short-term pushing a product. So we certainly invest

| arges anount in public education and engagenent, but it
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is certainly a mnority of what we do in terns of our

policy response.

M5 ELLYARD: \What phil osophical framework or what thinking

underpins the use of public education at all? Wy is that
part of the prevention work, and what kinds of nessages

are you trying to get out?

MR CALAFI ORE: There are a nunber of reasons. | start at the

evi dence base in terns of one of the advantages when you
invest a lot - sonme of our research is not what | would
call academ c research. Some of it is quite a |ot of
focus groups - "Do you drink drive? If so, why?"; "Do you
speed? Tell us why." So we have got what | woul d call
really good, under the fingernails, gritty exanples as to
the type of policy levers that would work for certain
peopl e.

For certain cohorts, for exanple high-Ieve
speeding, if our research is telling us that there is a
| arge nunber of the community that don't believe it's a
problem that mght be an area that is fertile for a
publ i c educati on approach; whereas if | |ook at another
area, say, recidivist alcoholism that m ght be a topic
where you say, "Do you know what? All the ads in the
world mghtn't attack that particular cohort.”

So public engagenent, fram ng and shapi ng an
agenda plays a role, but it always has to be part of a
broader policy response both for TAC and our partner
agencies. So if | took a - we have a very close
relationship with Victoria Police. There would be no
point in the TAC running ads to say, "If you drive on
drugs you will be caught,” if there is not the enforcenent

capability there. So we have to work hand in glove with
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our partners for us to have credibility.

M5 ELLYARD: Do | al so understand you to be saying that public

education only gets you so far, so there mght be a
hardcore cohort in whatever issue that you are thinking
about whose nminds aren't going to be changed by public
education, but a larger group perhaps that one m ght hope

coul d be influenced by the public education?

MR CALAFI ORE: Precisely. 1In 1987, | can tell you, 25 per cent

of Victorians thought drink driving was acceptable. It is
about five per cent today. You never put the banner up
and say "m ssion acconplished". But we | ook at that area
and say you mghtn't be able to crack that - what we call
a resistant runp via a public education approach. It

m ght be all sorts of policy interventions.

O her areas - take distractions, take speeding - a
community mghtn't be there, so you can drag them down a
little bit. So it is a very much horses for courses

appr oach.

M5 ELLYARD: May | ask you then about the other part of what

the TAC does, which is respond to the needs of those who
have been injured on the roads. What's the responsibility

of TAC there and how do you manage that part of its work?

MR CALAFIORE: Yes. Wiile we are known | suppose fromthe road

safety side of things, we have over 600 enpl oyees in
Ceelong that really are there to support injured clients.
We have over 45,000 active clients that we support. There
is really - they are all individuals with individua

needs, but at a very broad |evel three cohorts - what we'd
call really seriously injured Victorians, and it is a
terrible phrase, "catastrophically injured'. So they

m ght be our lifetine clients. W really have a pretty
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tail ored case managenent. So we will go out and visit and
speak to our clients because we are going to have a
lifetime relationship with that cohort.

Thankful Iy, our |argest cohort are what we call
rapid recovery clients. So quite mnor injuries. It is a
bit nore transactional. It mght be two physios, we pay;
in and out; efficient, enpathetic customer service. And a
group in the mddle that require probably three to five
years of support. So, while we try to treat everyone with
i ndi vi dual needs, there are different interventions and
different policy responses depending on | suppose where

you sit on that spectrum

M5 ELLYARD: So how do you triage people into the different

categories?

MR CALAFI ORE: Sonetines it is obvious. A "catastrophically

injured" in effect is obvious, and we know that because
you have conme via the trauma system O ten soneone is a
TAC client before they know it, because the Al fred
Hospital has | odged the claimon their behalf and before
they even know it we m ght have nmade sone paynents.
Sonetinmes it is actually quite - and it can be obvious at
the other end in terns of literally what people may |ike
is just an anbul ance bill paid.

So we have a set of screening tools acquired
upfront in ternms of that try to decipher in terns of the
nature of the injury, the nature of the circunstances, and
it can evolve over the years. So sonmeone may start out in
the really seriously end of what we call our portfolio,
and over the years as you gain nore independence and nore
enpower ment you may require | ess support fromthe

Comm ssion. So it is sonmething that you are continually
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t weaki ng.

M5 ELLYARD: So is there a kind of an inperative to try and get

people well so you can graduate them out of the system
except, of course, in the case of the catastrophic

injuries?

MR CALAFIORE: That's right. That's absolutely right, and that

woul d be stated in the Act in terms of it is not about
providing palliative care; it is about being as curative
as we can. So for sone people that's actually really
quite straightforward. For others, there can be a whole
range of conplexities as to why people struggle to recover
post-accident. For all the cohorts and segnentation in
the world, you are dealing with people that have different
sets and circunmstances. But certainty one of the publicly
stated goals of the TAC, we use just the | anguage, "help
you get your life back on track", and we just try and

synt hesi se the conplexities, say, "How do we get you back

to your pre-accident health."

M5 ELLYARD: Taking up that issue of pre-accident health, you

mentioned that there can sonetinmes be a range of
conplexities that | ead people to be involved in accidents
and to be traumatised. Their lives m ght not have been
perfect before. They m ght have had a | ot of other issues
in their lives. How do you unpick your role in helping
them recover fromthe effects of the road accident as
opposed to the other issues that m ght also need help in

their lives?

MR CALAFIORE: That's a terrific question. |If | was being - we

are still learning howto do that. W are three years
into a longitudinal study that we based on the fanpus

British "Seven Up" series, where we are going to follow a
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group of our clients for the next 30 to 50 years, and one
of the big insights for the TAC was about half - so

about - we get roughly 16,000 people, new clients,
unfortunately, a year and about half have sone form of
chronic pain, chronic nental health or chronic issues. As
you said, there are quite a |l ot of conplexities
pre-accident. So we are just starting to understand that.

Your question was: how does the TAC determ ne
where we can be nost effective? | think we are starting
at learning but it's sonething that | would say that we
are still evolving about how we can best be of help.
Sonetines it's actually getting out of the way.

So one of the insights that we have learned is we
are not as inmportant in people's recovery as we may think.
Because we work for the TAC, we live it every day, we
think we are sort of No. 1 and 2, and our clients are
telling us it is actually their GP, it's their famly,
it's their trust and support network that will have the
impact, and for a lot of people we m ght be No. 5 on the
list, "pay the bill on tine would be nice". So we are

still | earning.

M5 ELLYARD: On that issue of paying the bills on tine, do you

i npose any limtations on where people can go to get the
services that you are going to pay for - so "you mnmust use
our preferred psychologist” or "this is the occupati onal

t herapi st you have to go to" - - -

MR CALAFI ORE: W actually wouldn't be allowed to do that under

our Act. Qur Act says the TACis to pay reasonable
expenses. So it is a client choice nodel. So the client
woul d choose whi ch physio you would go to and, provided it

is reasonable and within the realns of the Act, we would
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pay that.

M5 ELLYARD: One of the insights froma wi tness that the
Conmi ssi on heard before lunch fromthe New Zeal and cont ext
is that there is a coterie of clients who m ght have high
needs but who do not necessarily have the ability to
identify for thenselves the services that they need or to
make good choi ces about managing their care. Wat do you
do in cases where you mght feel the person hasn't got a
good sense for thenselves of the things that they need?

MR CALAFI ORE: This has been a tricky issue for the TAC, and as
a non-lawer | think the | anguage that we have used and we
use publicly on our website is say "preferred providers".
People will ask, "Are there specialists, people that are
expert or that you know, TAC, that get really good
outcones in this area?" So | think the | anguage you use
is "here are perhaps sone preferred providers”. Wat | am
advised is we have to be very careful of conpetition |aw
and we are not seen to be favouring certain comerci al
busi nesses over others. But |I know it has been an issue
that the TAC and our sister schenme in WrkSafe have | ooked
at because the evidence woul d suggest that the outcones
t hat people receive fromcertain providers aren't
al ways equal .

M5 ELLYARD: So you m ght have sonmeone who has been seeing a
physi ot herapi st for a year with no di scernible
i nprovenent, where you are aware of other cases of simlar
injuries with nmuch qui cker recovery rates?

MR CALAFI ORE: Yes, that would be a possibility for sure.

M5 ELLYARD: But there is not anything you have the capacity to
do about redirecting business away fromthe one to the

ot her ?
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MR CALAFIORE: Correct. That would be correct.

M5 ELLYARD: Can | ask you a couple nore questions about your

prevention budget. You indicated that it is 160 mllion.
s that quarantined in that you have some ongoi ng
obligation to allocate certain percentage of your budget

to prevention, or can it fluctuate?

VMR CALAFI ORE: No, it can fluctuate. In a sense - and

| suppose it is a decision of managenent which requires
board approval and ultimtely approval via a corporate
plan. So that would be - we receive $1.6 billion in
prem um revenue each year. So it is about 10 per cent of
what we collect in revenue, as | stated earlier, and it is
over the long term

Actual |y, the previous governnent announced a
billion dollars in infrastructure investnent over the next
10 years. So we will have that booked in our forward
estimates that it's at least 100 mllion a year on
infrastructure. Qbviously between oursel ves and Vi cRoads
there's an advantage if we can do that nore efficiently
and nore effectively because the sooner that we can
upgrade the road network we know that drives down the

injury reductions. So it's certainly not quarantined.

M5 ELLYARD: But | take it there is a comrercial inperative in

effect for you to do preventi on work because you woul d
expect to see reductions in calls on your insurance schene

down the |ine?

MR CALAFIORE: | would say to ne it is both an econom c

i nperative and a social inperative, and they are both
equally inportant. These injuries in Victoria are

preventible. So the level of road - one of the challenges

actually in road trauma - | contrast it to the issue of
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famly violence. Famly violence is on the agenda, and it
is acrisis and it is seen as a crisis. One of the
chal | enges we have at the TAC is that Victorians think it
is going pretty well. It used to be a crisis, and we've
sort of fixed it. 249 Victorians lost their lives on the
roads | ast year, 199 this year, and we receive, as | said,
in the vicinity of 20,000 people. So you are right, we
have both the econom c inperative but | would argue the

social and the noral inperative also.

M5 ELLYARD: Can | ask you to reflect a little bit nore on that

i ssue of how you keep the issue in the forefront of the
public's mnd and keep rem ndi ng people that the problem
isn't solved. What particular strategies does the TAC use

to try to chip away at the conpl acency perhaps that m ght

exi st ?
MR CALAFIORE: | would say it is a ground war, an air war, a -
it is all of the above. |If | go back to 1989, you can put

an ad on the Channel 9 novie and you could go to the board
and say, "l just had 4 million Victorians hear our
message."” There's a role for above-the-line canpai gning.
We send buses to youth festivals. W deal really closely
with the nedia, not just in the paid ad sense. |'m
speaki ng next week to all the regional editors in
Bal | arat, because the nedia - people have different views
on the nedia, but they have an inportant and a critical
role in influencing debate, good and bad.

So we try a nunber of - we have to be creative.
We constantly have to chall enge ourselves in terns of how
you can keep an issue in a 24/7 nedia cycle, how can you
tell the sane story in interesting and news ways is

sonething we are continually debating anongst oursel ves.
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M5 ELLYARD: Can | ask you whether or not you do any work
directly or whether you fund anyone else to do work in
schools or with young people, that cohort of people who
m ght be approaching the age where they will be all owed
onto the roads as drivers for the first tinme?

MR CALAFIORE: W do. There's actually an end to when - it is
earlier than that. W try to infiltrate fromthe
ki ndergartens into early education, and it really is -
there is just an enornous anount of research that says,
yes, we do things in the school systembut it's about
real |y good decision nmaking, and quite a | ot of road
safety, what we have learnt about it, is it is not about
the driving and not about the car, although that is
i nportant once you are at that age. |It's about really
encour agi ng people peer to peer. So if your friends
are - if you can see that they are inebriated, that you
don't get in the car. W do quite a fair bit of
i nvest ment right throughout the school system and it is
probably sonmething that we are intending to
increase our - we believe there is nore value in there
that's unt apped.

M5 ELLYARD: Do the Conm ssioners have any questions for
M Cal afi ore?

COW SSI ONER NEAVE: Thank you very nuch. That was nost
i nteresting.

M5 ELLYARD: Can | invite the Comm ssion to perhaps take a
15-m nut e break.

<(THE W TNESS W THDREW

(Short adjournnent.)
M5 ELLYARD: Thank you, Conmm ssioners. Could | ask that the

W tness be sworn in, please.
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<SERCGE SARDO, affirnmed and exam ned:

M5 ELLYARD: M Sardo, could | ask you to tell the Comm ssion,
pl ease, your present role and a little bit about your
pr of essi onal background?

MR SARDO CEO of the Victorian Responsi ble Ganbling
Foundation. Previously to that I was CEO of sone
pr of essi onal associ ations; way back, a psychologist in
community sector, an educational psychol ogi st.

M5 ELLYARD: When was the foundation created and what was the
context in which it cane to be created?

MR SARDO  The foundation was created on 1 July 2012
| conmenced in Cctober of that year. I1t's an independent
statutory authority, and we have the Responsi bl e Ganbling
Foundation Act. Qur objectives are to reduce the
preval ence of problem ganbling, the severity of harm and
to foster responsible ganbling.

The reason the foundation was forned, previously
to that the Departnment of Justice funded what was call ed
t he Taking Action on Problem Ganbling Program which was
largely a tertiary-focused programthat funded counselling
services across the state, and that had been running
| think for about nine years prior to that.

Certainly there was a sense that there needed to
be nore preventative work in the area, and also that we
needed to create an opportunity where the coordi nation of
t hese services was centralised into an i ndependent
authority that was at arms length from governnent,
because governnment was also the recipient of, and still is
the recipient of, significant taxation revenue. So there
was felt to be perhaps a little bit of a conflict of

i nt erest.
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M5 ELLYARD: You nentioned that the systemprior to your

creation was largely a tertiary-end system and part of the
reason for creating the foundation was the need to focus
on prevention. Can you summarise then what the key

responsibilities of the agency that you now head are?

MR SARDO  Essentially about half of our funding goes to

funding - we are up to about 25 different organi sations,
these are comrunity services organi sati ons across
Victoria, and largely their role is to provide counselling
servi ces, support services and community education. The
sorts of services we provide are face-to-face counselling.
We have a 24/7 hotline. W have web-based counselling and
chat forums, and we have financial counselling, and we
have a peer connection program where we have |ived

experi enced people that work with people with ganbling

pr obl ens.

So we continue to fund that service. But
essentially when we took over, and our Act does suggest
that we needed a nore preventative focus and adopting a
public health approach. So when we first started we
strategically diverted sone resources to nore upstream
type of prograns, and we started to include prograns |ike
education in schools, we started to focus on settings and
popul ati ons, vul nerable groups. W funded a variety of
CALD or ethnic community organi sati ons. Because what we
realised is that one of the greatest chall enges of such a
programis the stigma and shame associ ated with accessing
support and help. So what we wanted to do is nmake it a
| ot easier and provide services that were far nore

accessible and rel evant to the comunities.

M5 ELLYARD: May | ask you about how your organisation is
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funded and the extent of that funding?

MR SARDO We are funded through a comrunity support fund that
is essentially a levy fromganbling taxation revenue. W
have first rights to that fund. So this governnent has
just conmitted $148 mllion over four years.

M5 ELLYARD: CQut of that fund?

MR SARDO CQut of that fund, that's right.

M5 ELLYARD: How is your organisation structured? To whom do
you report?

MR SARDO W have a board that's conprised of the usual skill

sets required in a board, but we also have three

parlianmentarians or will have - they haven't yet been
appoi nted, but we will have three parlianentarians on the
board as well. | report into a chair, we report into the

mnister on a quarterly basis. W devel op an annual
busi ness plan in consultation with the mnister. But
essentially the day-to-day operations are left to the
f oundati on.

M5 ELLYARD: O her than the foundation, who are the other ngjor
governnental players in the field of ganbling with whom
you woul d have sone interaction?

MR SARDO The O fice of Liquor, Gam ng and Racing, which is
now sol ely responsible for policy and being a policy
advi ser to government. You have the Victorian comm ssion
for liquor, gamng and racing, which is the regulator. So
they collect the revenue and obviously their role as a
regul ator making sure that industry conplies to the
legislation. So they are the three entities with us.

M5 ELLYARD: |s research part of what you do?

MR SARDO W fund around $2 million a year in research, which

conpared to the rest of Australia is quite considerable.
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So we probably now have the | argest research programin
Australia in the ganbling space. Qur research focuses on
a nunber of areas. For instance, we want to understand
what role stigna plays in service access. So we will fund
research for that. W are conceptualising harmat the
nmonment to see if we can quantify the harm that problem
ganbling creates. W do research on whether signage and
education prograns are effective. So we are quite proud

of our research program |It's a significant agenda.

M5 ELLYARD: May | ask you about the response part of your

wor k, so the provision of problemganbling services. You
have said that you do that through the funding of a nunber
of community agencies who then hold within them
counsel l ors who are going to specialise in the provision

of problem ganbling counselling; is that correct?

MR SARDO That's right.
M5 ELLYARD: Do you set any criteria for the skill set that's

required for the people who are going to do that work?

MR SARDO  CQur nodel is such that we fund probably all up with

communi ty educat ors about 200 professionals across the
state. Qut of those 25 agencies there are around 92
different locations, outlets if you like, across the state
and enpl oyees that are dedicated to our funding prograns.
Most of the people delivering counselling services are

ei ther psychol ogi sts or social workers, and then we have
communi ty educators and support workers and financi al
counsellors. They typically work in [arge community
organi sations that have nultiple funded prograns and are
part of a nulti-disciplinary team So they will also have
nmental health services, aged care, a range of different

services within that community organi sation
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M5 ELLYARD: Wy have you taken that approach rather than, for
exanpl e, fundi ng stand-al one probl em ganbling services?
What's the benefit of the multi-disciplinary nodel ?

MR SARDO  Qur greatest challenges is getting people to
ganbl i ng counselling services, and the reason for that is
obvi ously often people don't want to be seen to be going
to ganbling counselling. They may al so not recognise that
t hey have a problem Because of the conplexity of
co-norbidities - so problemganblers will often have high
degrees of nental health issue, drug and al cohol
addi ctions, a range of different co-norbidities - they
will often go for support for those other areas rather
t han probl em ganbl i ng.

So what we wanted to do is enbed probl em ganbli ng
in multi-disciplinary teans so that when soneone does go
for support for, say, an al cohol addiction and ganbling is
recogni sed then their co-worker can take on the ganbling
whil e the drug and al cohol counsellor can continue the
program So it really was about service access and
integration and making sure that we take a holistic view
of the individual rather than just dissecting out the
pr obl em ganbl i ng.

DEPUTY COWM SSI ONER FAULKNER: Do you consi der donestic
violence or famly violence as one of the harns that is
created by ganbling? Are your counsellors ever placed in
famly violence services? Lastly, are they trained to
detect famly viol ence?

MR SARDO  Good question. Part of our subm ssion was to
hi ghlight the fact that up to 50 per cent of people
presenting with ganbling problems will have experienced

sone formof famly violence, either as the perpetrator or
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the victim That's only recently that that report has
cone out.

DEPUTY COWM SSI ONER FAULKNER: We saw t hat dat a.

MR SARDO W were quite alarned at that. Since then we have
been funding Wnen's Health in the North on a project of
training famly violence workers and probl em ganbling
counsel lors, and that pilot is just about conplete. CQur
intention is that we will provide ongoing training to both
sets of professionals to make sure that they are able to
identify and deal with famly violence when the issue is
recogni sed.

DEPUTY COWMM SSI ONER FAULKNER:  The community support fund, do
you know what percentage of that you get?

MR SARDO | think it varies. | can't answer that. |It's
usual Iy around $100 nmillion a year that's in it, and
that's used for a variety of other things.

M5 ELLYARD: On the question of training, M Sardo, to what
extent does the foundation control or contribute to the
way in which the ganbling counsellors who are funded with
your noney are trained and resourced to do their work?

MR SARDO One of the things that we initiated when we
commenced was what we call our professionals devel opnent
centre. So we dedicated - it's probably around half a
mllion dollars a year largely through staff and
consultants to creating al nost a professional association,
if you like, where our network has access to know edge,

i nformati on, education and training on the discipline of
ganbl i ng counselling, because it's not really a

wel |l -identified discipline. So what we want to do is
create opportunities for know edge sharing and trai ning.

So we run regul ar induction courses, ongoing
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trai ning courses, specialised courses, we run webinars, we
bring in guest speakers, we have a conference every two
years and we send themall the research and everything we
do. So the professionals working in our sector are well
connect ed.

But what this centre is now al so doing is working
with other community services' enployees and disciplines
to hel p them understand better problemganbling. So we
run sessions for nental health workers, for instance, to
make them nore aware of how to pick up ganbling issues in
their clients. W run training sessions and conferences
that we call cross-collaborations. So we invite people
across all sectors to conme together and tal k about the
energence of ganmbling within their client group and what
to do with them It's becone a real kind of centre of

excel l ence, if you liKke.

M5 ELLYARD: How are the funding arrangenents with the 25

agenci es managed? Are they funded on an ongoi ng basis and
what review do you conduct over whether or not you are

going to re-accredit or re-fund then?

MR SARDO  Up until now we have been funding themon a yearly

basis as we devel op our own prograns. W are only three
years old. W really wanted to make sure we knew what we
wer e fundi ng and what we were buying. The intention now
is, as of June next year, we wll fund themfor a
t hree-year period, which sees us out to the end of our
fundi ng and obvi ously ongoing after that if necessary.

We have yearly reviews. W have a very clear set
of KPIs. W have people dedicated to work with these
agencies in yearly business planning, quarterly updates to

see how they are tracking, and we bring the whol e sector
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in on a quarterly basis to really discuss how the service
is going and identifying issues. So we have really
adopted a partnership approach rather than just the
funding authority that nmanages their contract, and | think

the sector has really appreciated that.

M5 ELLYARD: You have nentioned that you have becone

effectively a centre of excellence or a de facto

prof essi onal association. Is the way in which you
resource people or the best practice that you dissem nate
i nfluenced by material or experiences that are fed up to

you fromthe counsellors in different |ocations?

MR SARDO Yes. For instance, the training calendar for the

pr of essi onal devel opnent centre is really devel oped by the
needs of the professionals. W run training needs

anal ysis. W send out surveys and questionnaires
identifying, "What's inportant in your role and what's

| acking,” and fromthat we put up a training calendar. So
it really is trying to address their needs as best as
possi bl e rather than just assunming the types of training

they may want.

M5 ELLYARD: How do you neasure whether the ganbling

counsel I'ing has been successful ?

MR SARDO We neasure in a nunber of ways. W track outcones

t hrough pre-counselling assessnents. So we take
assessnents on things like quality of life, anount of
ganbl i ng and psychol ogi cal health. Then we take the sane
assessnents at three nonths and then again at six nonths.
So we are able to track whether there's been an
i mprovenent in counselling.

W are also introducing tools that allow clients

to provide i medi ate feedback on each session. So these

.DTI: MB/ TB 15/ 10/ 15 3840 S. SARDC XN

Royal

Conmi ssi on BY Ms ELLYARD



© 00 N oo 0o b~ w NP

W W N N N DD N D DD DD MDD PP PP PP, ERE R
R O © 00 N oo o Ao W N b O © 0o N oo O b~ w N+, O

woul d be two or three questions - that will give us

el ectronically through an iPad at the end of the session
two or three questions around, "Was it hel pful,"” those
sorts of things. So we are |ooking at new ways to

conti nuously nonitor how effective the services are.

M5 ELLYARD: What kind of nunbers are we tal king about? How

many clients are accessing your services at present,
per haps both the face-to-face counselling and you

mentioned the availability of sone on-line services?

MR SARDO So this year - we will see around 7,000 new clients

a year and w Il answer around 12,000 phone calls a year.
We have had over the last two, three years around 6, 000
peopl e participate in an on-line program which is a
structured self-help programthat we provide on-1line.
That's been enornously successful. W have a range of
sel f-help resources on our website. So we get around
300, 000, 400, 000 unique visitors to that website each
year. It's quite an interactive program

What we have tried to do is diversify the types
of hel p, because not everyone wants to spend an hour on
the couch talking to soneone. It can be quite
intimdating. So we have provided a nultitude of
different services for people who may want to just try
sonet hi ng thensel ves or call sonebody or chat to sonebody
on-line. So the way to engage in help services has

i ncreased significantly.

COWM SSI ONER NEAVE: Can | just clarify one point. Those

services are directly provided by you or are they

out sourced to the 25 agencies?

MR SARDO We fund the 25 agencies to provide - - -

COW SSI ONER NEAVE: To do all of those things.
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MR SARDO To provide the services.

COW SSI ONER NEAVE: You devel oped the on-line tool and gave it
to thenf

MR SARDO That's right. W support their services through our
digital platform So when we run a canpai gn we point them
to our website, and then our website funnels out the
servi ces dependi ng on who wants to do what and where they
live and they can make appoi ntnents on-line and that sort
of thing.

COWMM SSI ONER NEAVE: Thank you.

M5 ELLYARD: As far as you are aware is there any kind of a
waiting list for people who do want to take up the
availability of face-to-face counselling?

MR SARDO No. Turnaround tines are seven days and we have a
48- hour response in that if sonebody does call they need
to be contacted within 48 hours. That's at the outset.
But they al so have i mredi ate support on-line. So they can
call any tine and imrediately talk to a counsellor.

M5 ELLYARD: Do you inmpose any criteria on whether or not they
are going to be eligible for the service?

MR SARDO  No, because - obviously it's got to be ganbling
rel ated, but we do offer services for famlies and
friends. In fact we have run a canpaign for famlies and
friends, because they are nost affected. Essentially if
we detect that their issue is not ganbling then we w ||
obviously refer themto the rel evant service.

DEPUTY COWM SSI ONER FAULKNER: Counselling is the only
response? So if a person happened to becone honel ess or
sonmething as a result of their ganbling addiction, do you
do anything other than the counselling?

MR SARDO It is a case nmanagenent type service. At that point
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we would work with the rel evant organisation or individual
to support that person. W also have a recovery

assi stance program where we all ocate about half a mllion
dollars a year for energency relief. So if sonmebody's
electricity is just about to be turned off then we wll
pay that bill for them and we allocate that to 16
catchments around Victoria. They all have a budget for a

smal | anmount of emergency relief in such situations.

M5 ELLYARD: |Is part of the benefit of the nmulti-disciplinary

nodel al so, though, that in the case of soneone presenting
Wi th other issues |ike honel essness there m ght be
speci ali st services co-located to whom that person could

be referred?

MR SARDO That's right. Typically these are |arge conmmunity

servi ce organi sations that have a nultitude of prograns,
and particularly in the regions they usually service the
whol e community. So if there is an issue of honel essness
or severe drug addiction then it's just really a matter of

going to their colleague in nost instances.

M5 ELLYARD: | was going to nove on to the topic of prevention,

unl ess the Conmmi ssion has any ot her questions about the
response. Can | ask you then, M Sardo, about the kinds

of prevention work that the foundati on engages in.

MR SARDO  Qur primary prevention programthat we | aunched

since we commenced is that we offer small grants of around
$150, 000 to the 16 catchnents. So the objective of this
is we want to offer grants to |ocal networks, and these
coul d be local councils, primary care partnerships, our
own ganblers help sector, and what we are encouraging is

| ocal on-the-ground networks devel op education and

awar eness type prograns that are best suited to their
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locality. So these could be prograns to engage with
Aboriginal communities, it could be progranms to engage
sporting clubs, or generally prograns to engage vul nerabl e
groups, if you like.

So there's around $2.5 mllion that we fund each
year for those progranms. W oversee, nake sure the
progranms neet certain criteria. They are all prevention
focused. So the criteria is such that it's about raising
awar eness, education, those sorts of things. Then we
all ocate a portion of the budget to evaluating those
prograns yearly. So at the end of each year we are able
to know whi ch prograns have worked and whi ch haven't. The
ones that have worked we are likely to refund. |[If they
haven't, then we will put back out to tender. That is a
maj or prevention program

As | said, we have upstream prevention prograns
in schools. So about 18 nonths ago we | aunched a program
t hat engages years 10 and 11 on really just raising their
awar eness around the risks of ganbling and dispelling sone
of the beliefs. | think there's a normalisation effect
going on around ganbling. It is becom ng quite enbedded,
particularly young males. So the objective of this
programis to kind of disentangle that, particularly in
sport. So far we have presented to around 8,000 kids. W
al so provide prograns for teachers and parents. So we
present to parents on the sorts of things they need to be
aware of with their kids.

Anot her maj or prevention programwe | aunched is
wor ki ng with sporting clubs, because we know that kids
engage in clubs, young nen in particular engage in

football and those sorts of activities. So the sporting
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cl ubs program - and actually on Monday we saw six AFL

cl ubs and Mel bourne Victory sign a charter that
effectively prevents them from havi ng ganbling
sponsorships. So the purpose of that programis to send
the nmessage that the nornmalisation effect needs to be
curbed in sone way. So prevention fromthe perspective of
educati ng kids who attend sporting clubs, but also

di sengagi ng sporting clubs and sending a nessage to sport
that the inpact of ganbling may be affecting the

communities that they service.

M5 ELLYARD: And | think it is in fact Responsible Ganbling

Awar eness Week this week.

MR SARDO  Yes.

M5 ELLYARD: From the Conm ssion's perspective one of the

issues that it has heard about when considering primary
prevention of famly violence is that the nessage of
respect and anti-violence is sonewhat at odds often with a
| ot of other noise and col our and novenent in the
surroundi ng culture, and I wonder fromthe perspective of
trying to pronote the nessage of responsible ganbling you

coul d conmment on how you nmanage that issue.

MR SARDO  Yes, it is a difficult - I would inmagine the

simlarities are that often you are trying to talk to
people who are largely in denial that they may have an
i ssue, and ganblers are notorious for that. So we run at
ri sk canpaigns that try to provide at risk ganblers with
cues that can tell themthat their ganbling may be
becom ng probl ematic.

We never run "responsi bl e ganbling” canpaigns.
That whole termis laden with authority and all sorts of

things. So we never tell them "ganble responsibly".
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| ndustry does; we don't.

VWhat we try and do is appeal to themat an
enotional level. So we recently ran a canpai gn that was
focused on the regret you feel when you ganble too nuch
So it isreally trying to say to them "If you say you are
ganbling for fun, then why isn't it fun anynore" and to
[isten to that.

W are trying to engage at a nuch nore enotiona
| evel rather than an intellectual |evel, because our
research shows that intellectual authoritative type
messages just don't work with groups that are largely in

denial or don't have that self awareness.

M5 ELLYARD: What about the issue that there's a great deal of

advertising pronoting ganbling and naki ng ganbling | ook
exciting and perhaps even sexy and normalised? Wat's
your approach to trying to counter that nessage, thinking
per haps particularly about the schools program and whet her
you encourage students to think critically about ganbling

adverti sing?

MR SARDO That's probably our greatest challenge. The anopunt

of advertising has grown exponentially over the |ast few
years, and it's particularly targeting young nal es and
sport. So in the schools environnent what we are giving
teachers is sessional materials that they can enbed either
in a humanities subject and can tal k about adverti sing,
mar keting and advertising, "This is how the industry tries
to engage you."

We have also just run a project with the
Mat hemat i cs Associ ati on and we are about to rel ease the
results of that whereby they enbed a ganbling focus in

mat hemati cs probabilities and randommess to try and teach
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kids that you have no hope of w nning, essentially. So we
are | ooking at ways to educate kids in a way that's just
part of their normal education, again rather than trying
to tell kids, "Don't ganble", which we know just doesn't
wor K.

The other tactic of ours is because industry
targets sport, so will we. So our "Ganbling is not a
gane" program as | said, now engages around 140 sporting
clubs around Victoria. These clubs have all signed the
charter that commt themto disentangling ganbling from
the gane. As | said, we have al so seen the |ikes of
Col I'i ngwood, Hawt horn sign this charter. That sends a
really big nmessage because you have major clubs, elite
cl ubs saying, "Sport and ganbling shouldn't go together."

We are really just trying to use simlar tactics.
We are losing the battle, by the way. W don't have the
i nvestnment that they do. But we are trying to at |east
have an inpact at certain |evels.

M5 ELLYARD: One of the reasons that you have to engage in that
battle is that of course, unlike famly violence, ganbling
to a certain extent is legal in Victoria.

MR SARDO  That's right.

M5 ELLYARD: And there is a large industry based on that |ega
activity.

MR SARDO That's right.

M5 ELLYARD: There is no correspondi ng i ndustry maki ng noney
out of encouraging people to engage in famly viol ence,
fortunately. But can | ask you about what role you have
in influence policy, given that you are trying to respond
to the difficult end of what's been determ ned by

governnment to be a |awful activity?
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MR SARDO So we try and work with industry. |In fact we have a
program that funds 23 enpl oyees across the state that
works with | ocal venues, pokies venues, to create safer
ganbling environnents. This is a voluntary program but
around 95 per cent of venues are accessing the program
So they allowus in. W work with their staff. W train
their staff to pick up whether there's probl em ganbling.
We | ook at signage. We do a nunber of different things.
So we are trying to coll aborate and work with industry.

Recently, which we are really excited about,
there's a bill in parlianment at the nonent about giving
the foundation a policy and advocacy role. \What that wll
do is conplete our public health framework. So the
objective of that is that we can then be a really good
source of advice to the mnister. W can target and point
our research nore specifically to policy related areas
and, if necessary, we can also agitate where we may not
see eye to eye with either the governnment at the tinme or
industry. That really does conplete the public health
framework that we adopt.

M5 ELLYARD: Do the Conmm ssioners have any questions for
M Sardo?

COWM SSI ONER NEAVE: No, we don't, thank you.

M5 ELLYARD: Can | just ask one nore question. You nention,

M Sardo, that it is intended, although not yet, that
there are going to be three parlianentarians on your
board. What's the process by which they are going to be
chosen and why haven't they be chosen?

MR SARDO  You woul d probably have to ask the governnent that.
| think it's just a new government and just getting it

on - it has to be a joint sitting, and | think it's just a
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delay in getting it on the agenda of the joint sitting, is

nmy under st andi ng.
M5 ELLYARD: As far as you understand it there wll

be,

whi chever nenbers are deened appropriate by parlianment - -

MR SARDO And | think each party proposes a parlianentarian

and then the joint sitting approves that appointnent.

M5 ELLYARD: |f there are no other questions - - -
COW SSI ONER NEAVE: W have no further questions.
M5 ELLYARD: | ask that M Sardo be excused.

COW SSI ONER NEAVE: Thank you very nuch, M Sardo.

<(THE W TNESS W THDREW

M5 ELLYARD: That concl udes the evidence for today.

ADJOURNED UNTI L FRI DAY, 16 OCTOBER 2015 AT 9. 30 AM
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