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 AUSTRALIAN INSTITUTE OF CRIMINOLOGY  
  

 
 
 
Adam Graycar’s paper will focus on the following themes: 
 
 

 

1. Changes in the global economy will produce winners and 

losers, and you will have to deal with more and more losers 

as the changing welfare state will open up cracks and more 

people will fall through them 

  

  

2. Community corrections will be a growth industry, - 

significantly diversified, though the auspices may change 

  

  

3. Social workers must adapt their practice - undertake a wider 

professional vision - become problem seekers, not only 

problem solvers 

  

  

4. Pick winning strategies (including crime prevention) - but 

note that communities may support losing strategies 
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I 
 
 
Its a great pleasure to be here and to see old friends and to make new ones.  I felt 
greatly honoured to have been invited to give this opening address.  Today I want to 
talk about string.  By the end of this talk I hope you remember the old saying - if a 
piece of string has one end, then it has another end!  Whenever I think of our work 
in the human services and in social policy I think of the string.  We often focus only 
on one end.  Too often those with whom we interact focus on the other end.  
Sometimes the bit in the middle gets a bit frayed, sometimes there are impossible 
knots, sometimes its tied up in a lovely bow, sometimes there are loops, sometimes 
its straight and at other times virtually impossible to unravel.  That is the process of 
your work - disentangling the string and reworking it into a meaningful tapestry 
especially in difficult times. 
 
 
In these difficult economic times I'm reminded about the story of the economics 
graduate Tom who, 20 years after he'd graduated dropped by to visit his old 
professor.  The professor had just finished marking the third year exams and showed 
Tom the exam paper and said “How do you reckon you'd go at that?” 
Tom scanned the paper and said  'You know, these questions look familiar I'm sure 
they're the same questions you were asking 20 years ago." 
'Yep, they are", said the professor. 
'Well don't the students get previous papers and churn out the same old answers.  " 
"Won't help", said the professor, "in economics the questions stay the same year after 
year - but we keep changing the answers!" 
 
 
In corrections the questions haven't changed a real lot - they've certainly been 
refined, - but they haven't changed in essence.  We keep trying to unravel the 
changing answers which all too often seem to be tied up in knots. 
 
Delivering probation and parole in a rapidly changing world involves you in trying to 
loop the twine into a coherent tapestry rather than trying to unravel the string.  Your 
work must involve an overarching and broadening framework, an integrative level of 
understanding, a set of realistic visions about how our community might look and 
what its basic foundations ought to be.  A commitment to knowledge, a commitment 
to social justice, a commitment to understanding social problems - these are some of 
the foundations for making sure people in crisis live well in times of monumental 
change. 
 
 
Australian social structure and economic life is undergoing change, the like of which 
we have not seen before.  Old industries which used to offer lifetime secure 
employment are collapsing.  Occupations are becoming obsolete, and the new 
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replacement industries and occupations are more technological and less labour 
intensive. 
 
The globalising economy is driving the restructuring of Australia’s economy.  This is 
creating winners and losers.  Among the losers will be a cohort of young angry 
males, unemployed, and quite probably unemployable, living for the moment, with 
no prospects for the future.  Its members will seek gratification when and where they 
can obtain it.  The community doesn’t really know how to deal with them  -  but 
whatever options are proposed, there will be a central place for skilled community 
corrections people. 
 
Like everybody else, your skills and practice will have to adapt to, (and sometimes 
drive) changes in social and economic structure.  You can’t assume that the social 
work you practice today will be what you will practice tomorrow.  
 
The pace of change is quite central to our difficulties.  Problems evolve with 
frightening speed.  By the time the alarm bell sounds it is almost too late for 
corrective action.  Social policy research has too often focused on diagnosing 
existing problems and insufficiently on anticipating that alarm bell and preventing it 
from having to be rung. 
 
We need desperately to sharpen our ability to see ahead.  I sometimes feel we're like 
a person driving at 100 kilometres per hour in a Canberra fog that only permits us to 
see 20 metres ahead.  In a horse and buggy 20 metres is fine, but at the wheel of a 
complex piece of technology, with somebody on your tail its a different story. 
 
In recent decades our world has changed.  We have all seen technical changes of 
astounding, stunning and overwhelming consequence.  We can find technical 
solutions to many of our problems.  We can think the unthinkable and do the 
undoable - yet are we a lot better off?  We can do magic on our computers, 
investigate the mysteries of space, we can develop string that is virtually 
unbreakable.  We have learned brilliantly the means of accomplishing scientific and 
technical advance.  When we look at our present capacity to solve problems it is 
apparent that we do our best when the problems involve little or no social context.  
We're skilled in coping with problems with no human ingredient at all, as in the 
physical sciences or in the technologies.  We can send people to the moon, and 
automatic robots to explore Mars, yet we can't find jobs for our young people; or 
appropriate accommodation for people leaving prison.  We can fill our cities with 
glitzy and expensive office blocks which remain empty, yet we can't provide 
sufficient early childhood interventions which will reduce criminality;  we can grow 
anything - we can increase the protein yield in our crops and grow more crops per 
hectare than ever before, and poppies to turn into heroin, yet we can't feed most of 
the world's 15 million refugees or even prevent our farmers from going broke; .  We 
can build gaols that work on smart cards, yet we don’t do too well at stopping the 
revolving door. 
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I am surprised at the number of leading figures in our community who think the piece 
of string has only one end - they seem to have no conception of how things tie up. 
 
 

II 
 
Prison is a punishment exacted against freedom of movement and association; 
A fine is a punishment exacted against money and what money can buy;   
A Community Service Order is first of all a punishment exacted against time and 
energy, but also has potential for enormous positives. 
 
The first probation legislation in South Australia was enacted in 1887.  The South 
Australian Offenders Probation Act of 1887 was built on the belief that probation 
would be “a successful means of preventing first time offenders from the 
contamination of the association with hardened criminals.”  Although it was noted 
that probation could save the government a lot of money, the thrust of the debate was 
on rehabilitation, avoidance of “contamination” and offering a second chance.  These 
principles are pretty well intact today, though the policy framework and our practice 
are very different. 
 
The 1887 Act was amended in 1913 to provide for the appointment of a Chief 
Probation Officer who would supervise the work of the probation officers.  The 
Comptroller of Prisons was assigned the extra duties of Chief Probation Officer, but 
it wasn’t a busy office in that there was only one part-time probation officer who 
over the next 15 years had a total of 28 customers.  In fact, the seven customers in 
1926 was more than all the customers in the previous five years. 
 
By the time the Act was amended in 1953 (to allow the courts to convict prior to 
placing an offender on probation) the caseload had risen to about 40 per year. 
 
While the principles have focussed on rehabilitation there have been tenacious critics 
in the community who believe that social work and rehabilitation are extremely soft 
options. 
 
From 1976 to 1996 the number of people in prison doubled, and the imprisonment 
rate per 100,000 adult population in Australia rose from 90 to 122 (up 34%).  In 
South Australia the rate grew from 76 to 130, an increase of 72%.  Reports to police 
of burglary, motor vehicle theft, stealing, assault and robbery have increased at about 
the same rate while homicide has not increased at all.  We like to think that crime has 
levelled out, and in fact is on the decline, but whichever way we look at it, unlike 
manufacturing, cattle production and railways, you will have plenty of business. 
 
A very conservative estimate is that crime costs the South Australian population in 
excess of $1 billion per year, or almost $3 million per day.  These are only the 
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monetary costs.  The human and emotional costs are horrendously incalculable.  
There can be no argument that investment in crime prevention will yield significant 
benefits and pursuing a tough line of locking up many more offenders could well 
bankrupt the state. 
 
While incarceration in prison has virtually no redeeming features, the community 
must be protected by way of the incapacitation of offenders who will continue to 
commit serious crimes at a high rate and who are not at the end of their criminal 
careers.  It is clear that the most serious continuing offenders such as serial rapists 
should be incapacitated.   
 
However, locking up those who are not high-rate, serious offenders or those who are 
at the end of their criminal careers is extremely expensive, and probably counter-
productive  -  the string turns into a tourniquet, and cuts off hope. 
 
There are regular calls in the community to get tough, not to give persistent offenders 
a slap on the wrist, and to implement programs such as “three strikes and you’re in”. 
 
 
Last year, on any day in South Australia, there were over 1400 people in prison.  
Each day there were 7466 people serving community supervision orders  -  about 5.3 
for every person in prison. 
 
Each prisoner cost (on a recurrent basis) $133.28 per day. 
 
Each CSO cost (recurrent) $4.17 per day. 
 
If 20% of those serving CSOs were sent to prison, the prison population would 
double. 
 
This would involve the state in additional recurrent expenditure of $70 million p.a. 
and would require an investment in extra assets of about $166 million. 
 
Recidivism: Community corrections have fewer return customers:  of probation and 
parole clients, 34.2% returned to corrections within 2 years:  of prison clients, 45.4% 
returned to prison within 2 years 
 
As probation and parole workers you will be performing a valuable function for the 
state economy by keeping offenders out of prison.  Your social work and human 
service skills will be tested to the full as you grapple with issues over which you have 
only a very small amount of control. 
 
Expanding the horizon a little, crime prevention will be an even more significant area 
of activity - probably not seen as your core business, but crucial within a wider 
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professional vision which will allow you better to serve your clients and the 
community. 
 
You’re in a growth  industry, but your task is going to get harder as you will be 
required to work smarter (because, I would hazard a guess, you can’t work much 
harder!). 
 
I want to pose a question - I want you to ask yourselves “If I had the power to change 
something in probation and parole that would achieve better results, what would it 
be?”  I’ll try to put on the table some current and future issues of policy and practice 
that might provide a context for the question of what you would change to achieve 
better results. 
 
You are professionals, working in an industry whose major focus is risk 
management.  Your professional skill should get you to pick winners and your main 
tools are assessment and intervention.  Of course, many of the factors that affect your 
practice are beyond your sphere of influence. 
 
Probation and parole operates in an uncertain context, and will have a political 
dimension and a practice dimension.  By having politics and practice alongside each 
other, we have both ends of the string. 
 
 
The context is as follows: 
 
• Community feeling enormous social and economic strain 
• A feeling of exasperation and outrage at those who breach the bounds of civility 
• Governments seeking more cost-effective human services practices, including 

contracting out and privatisation 
• The profession of social work not sure what it is about or where it sits 
 
The political dimension will focus on the relative commitments to 
 
• crime prevention 
• prison 
• non-custodial alternatives 
 
The practice dimension will focus on 
 
• the framework for practice 
• the practice of professional social work  
 
 
There’s not a lot of point in spouting international comparisons.  The field of 
comparative probation has been surprisingly under-investigated.  There is no 
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comparative census of probation systems around the world, nor is there any 
comparative material on information to courts or supervision of offenders.  We know 
little about probation in developing countries - especially how it relates to traditional 
forms of justice, how it secures community support or whether it uses volunteers.  
The United Nations (UNICRI - a counterpart organisation of the Australian Institute 
of Criminology) published a volume in 1995 in which South Australia was one of 12 
jurisdictions cited for comparative purposes - others included Canada, Hungary, 
Israel, Japan, Papua New Guinea, Sweden and the United Kingdom. 
 
The duties of probation and parole officers varied enormously, as did their industrial 
conditions and educational requirements.  (South Australia was up there with the 
leaders.) 
As we speak, UNICRI is holding a conference in Malta to try to develop a 
comparative international perspective. 
 

III 
 
 
There are two components of the political dimension that have enormous relevance 
for probation and parole  -  and they might seem a bit macro to you today. 
 
First, how do we reduce the level of criminality in the community?  Regardless of 
whether crime rates are going up or down $3 million per day is a lot of money for 
South Australia, and the cohort of angry young men (especially those with head 
injuries or brain damage) will lead to an escalation, not a diminution.  We need to 
better understand what works, what doesn’t, and what is promising  -  this is a knotty 
piece of string if ever I saw one!.  
 
The second dimension relates to the auspices under which your services will be 
delivered.   
 
Dimension 1 
 
 
The first dimension will involve initiative and response on a whole of government 
level.  It will involve policy and professional responses, that canvass the various 
merits of crime prevention and criminality prevention process, and exclusion of 
community corrections people would be a disaster. 
 
Three types of crime must be distinguished. 
 
First, there are crimes that harm people.  Mostly these have been in criminal codes 
over the years, eg homicide, assault, theft, rape, robbery, burglary, etc   These are 
usually the crimes that citizens fear most, and often associate with the notion of 
increasing crime.  These are also the ones which receive significant media attention.     
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Second, are activities that frighten, annoy or offend people  Many of these are the 
victimless crimes or perceptions of dangerous or unsafe behaviour that could affect a 
bystander.  Sometimes these are what might be called lifestyle crimes  -  smoking 
dope  -  buying and selling suspect goods in suspect markets. 
 
Third are the ‘new’ crimes, those which have surfaced in recent years, associated 
particularly with organised crime, drugs trafficking, money laundering, computer 
crime, crime against the environment. 
 
To prevent and reduce crime there are at least three approaches we can follow  - they 
are not mutually exclusive  -  they need to be taken together. 
 
A criminal justice approach focuses on  
 

∗ retribution 
∗ incapacitation 
∗ rehabilitation 
∗ deterrence (both in respect of the individual and society) 

 
A developmental approach works from the basis that law enforcement and 
corrections come into play more to deal with offending, and less to prevent 
offending.  The aim is to work cross-sectorally to turn potential future offenders into 
good citizens and taxpayers.  If they grow up to be offenders they cost the 
community big bucks, in everything from the law enforcement and corrections costs 
right through to the long term social security costs.  Investing in appropriate 
developmental activities  -  family support, primary health care, early childhood 
supports, education and training, is more likely to turn them into productive 
taxpayers. 
 
A third approach is to focus on policy research and to learn from inter-sectoral and 
cross-disciplinary research and demonstration projects.  The task is to determine the 
causes and consequences of rule making, rule breaking, and rule enforcing.  The task 
of policy analysis is then to integrate scientific evidence and difficult value 
judgments to recommend the best course of action, no matter how limited the 
available evidence.  
 
Despite the community always wanting to up the ante and seek harsher retribution 
and punishment, the research does give us an idea of what does work. 
 
 
 
What works?  Apart from the most effective crime prevention tool  -  early 
intervention in families, and family support, the research provides evidence that 
crime in the community is reduced by 
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• Rehabilitation programs with particular characteristics;  
 
There is now substantial evidence that rehabilitation programs work with at least 
some offenders in some situations.  Those most likely to succeed are structured and 
focused, use multiple treatment components, focus on developing skills (social skills, 
academic and employment skills), and use behavioural (including cognitive-
behavioural) methods (with reinforcements for clearly identified, overt behaviours as 
opposed to non-directive counselling focusing on insight, self esteem, or disclosure); 
 
• Prison-based therapeutic community treatment of drug-involved offenders;  
 
• Incapacitating offenders who continue to commit crimes at high rates.  
 
Incapacitating offenders who will continue to commit crimes at a high rate and who 
are not at the end of their criminal careers is effective in reducing crimes in the 
community.  Lock away the really bad eggs.  Studies investigating the effectiveness 
of these incapacitation techniques show there are advantages in locking up the high-
rate career criminals who commit serious crimes.  The difficulty is in identifying who 
these high-rate offenders are, and the diminishing return on invested dollars with the 
increased incarceration rates.  However, locking up those who are not high-rate, 
serious offenders or those who are at the end of their criminal careers is extremely 
expensive. 
 
 
What Does Not Work?  
 
Studies of poorly implemented rehabilitation programs given to low risk offenders 
using vague behavioural targets were not be effective in reducing crime.  Nor were 
programs that emphasised characteristics such as discipline, structure, challenge, and 
self esteem that are not directly associated the offender's criminal behaviour.   
 
Rehabilitation programs that did not reduce the recidivism of offenders:  
 
• Emphasised specific deterrence such as shock probation and Scared Straight;  
• Used vague, nondirective, unstructured counselling.  
 
Studies demonstrate little evidence that continuing the policies of the past several 
decades emphasising the increased use of incarceration will have a major impact on 
reducing crimes at this point in time.  As incarceration rates grow there appear to be 
diminished returns (e.g., reduced impact on crime rates) because lower rate offenders 
are being locked up.  This has profound implications for community corrections. 
 
Community restraints without programming and services were not effective in 
reducing the recidivism rates of offenders.  There is now an extensive body of 
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research examining the crime prevention effects of community sanctions designed to 
restrain offenders while they are in the community.   
 
Things like  Intensive Supervised Probation or parole (ISP);  Home confinement;  
Community residential programs;  Urine testing were not found to be effective in 
reducing the criminal activities of either adult or juvenile offenders, if they were not 
combined with rehabilitation, nor were correctional boot camps using the old-style 
military model or juvenile wilderness programs. 
 
What is needed in the future are high quality studies with experimental assignment of 
subjects to programs with different rehabilitation components focusing on 
participants with varying characteristics. 
 
Dimension 2 
 
The second dimension is broader than the simple public/ private split, and 
encompasses the whole structure of in a diverse human services market  -  its the 
string turned into a fishing line  -  and you’re never sure what’s going to come up at 
the other end. 
 
It is clear from the developments of recent years in many areas of public services, 
including corrections, that Governments are increasingly seeing the actual delivery of 
service as something which should be shared between public and private providers.   
 
There are models in which the purchasing and providing functions are split, and a 
more extreme view is that Government should get right out of service delivery.  
Realistically we can see, as we are already seeing, public and private providers 
operating alongside each other, being held to the same standards, and, at least in 
some instances, competing against each other for any “new” business. 
 
The fact is that increasingly Governments are requiring of their service delivery 
agencies that they generate more revenue to offset the costs of service provision.  
This is expected through cost recovery measures, in particular, charging for services 
which have been provided at no cost to the customer in the past, and/or in 
entrepreneurially winning revenue generating business at home or abroad. 
 
The major issue to be confronted in this is how the public interest is to best be served.  
Peter Shergold, the Australian Public Service Commissioner, speaking last year to a 
conference on Ethics in Public Service, focussed on the responsibilities of public 
servants in delivering programs to the public.  He talked of the responsibility for the 
transmission of the public will, delivering a public good that expressed a public 
intent (hard to balance in the prisons arena) and the obligations inherent in having 
access to the coercive powers of Government in implementing policy. 
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He distinguished the bottom lines of accountability for public servants as ethical, and 
for private employees as economic.  These lines, to say the least, are getting blurred, 
and the real challenge for Governments is to determine the extent to which the 
responsibilities and obligations of public service should moderate or overrule more 
purely commercial considerations. 
 
 

IV 
 
The welfare state that many of us grew up with has changed.  In the years of public 
sector growth  and social wage enhancement social work was able to be all things to 
all people.  The ethos that was developed is no longer relevant, but we still see some 
of it in our universities, and in some practice situations. 
 
The new public order reflects a contraction in public spending, a split between 
purchaser and provider, and greater emphasis on performance indicators and on 
outcomes.  In this era of welfare rationalism, it would be a dis-service to clients and 
community to maintain a form of practice may no longer be relevant. 
 
In this changing professional environment, the term “social worker” means different 
things to different people, and it is necessary to re-conceptualise and re-portray the 
terms and tasks.  Stereotypes of social workers abound, from that of a 1950s 
caseworker, to a 1970s flower child/ activist, to a 1990s statutory representative of a 
severe state.  But generally, social workers are not terribly well regarded, because 
few people know what they do, and fewer still, see their successes.  Nobody seems to 
be able to turn the frayed and knotty lengths into smooth, high tensile string.  
 
Increasingly, jobs designated as “social worker” will be rare.  Jobs labelled as case 
manager, program co-ordinator, rehabilitation counsellor, community options 
worker, juvenile justice worker, project officer, and on and on are jobs that can be 
done, and done very well, by those with a good social work and social policy 
education.  There is going to be a turf battle, before too long, but while this is 
happening, probation and parole will continue to grow in volume and importance. 
 
Social work has always been concerned with problems, for example, problems of 
unemployment, problems of single parenthood, problems of alcoholism, but social 
work’s concern is more problems of living, and these require the attention of the 
generalist. 
 
At the core of the generalist role, the activity that takes precedence is problem 
analysis - an overall diagnosis, that invariably goes beyond the scope of the agency 
boundaries within which one works.  This is a particular difficulty in the new public 
administration where “core business” is forever more narrowly defined, and as a 
result, the cracks widen and more people fall through them - and increasingly there is 
no safety net below. 
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When we focus on probation and parole there is a role conflict between the control 
and care functions of probation, and managing the inherent tensions between each 
has always been difficult. 
 
What happens when an offender ignores the conditions on which punishment was 
suspended?  This is not an unknown situation, and it will face you regularly.  Who is 
your client - the offender or the community?  At a philosophical level, there is no 
difficulty in reconciling care and control, but in terms of sustaining a productive 
personal relationship with the offender there can be some difficulty. 
 
In Japan, for example, probation has an explicit crime prevention role, while in the 
United Kingdom, the emphasis is much more on deprivation of liberty and a 
retributive fine against time and energy.  In the United Kingdom, rank and file 
probation officers believe that the policies of the central government have been 
displacing traditional social work functions with more controlling and punitive 
supervision.  Of course, many critics of social workers will argue that social work has 
become a rigidly controlling profession whose main function is to keep people with 
problems alive, but out of sight.  There is no shortage of controversy in our debates 
about what we do, what we should do, and how we do it. 
 
One tension that will always be there is that between therapy and punishment, and 
this goes to the core of your practice.. 
 
The cognitive skills approach currently underway in the Department combines moral 
persuasion with practical support and skills.  It stands apart from both commonsense 
counselling and more clinical approaches in that in its use of group work should 
place emphasis on  
 
• getting the offender to confront his/her offending and recognise the harm s/he 

does 
• identifying the factors which underlie offending, and getting the offender to 

recognise these 
• teaching the offender new skills to avoid the circumstances which lead to 

offending 
• providing material help towards that end 
 
There also professional tension between counselling, group work and community 
work. 
 
However you deal with these tensions, two sets of issues are with us now, and will 
shape your work for many years to come.  Resolving them within the tri-partite social 
work mould of individual work, group work, and community work will pose 
challenges. 
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They are 
 
• growth  of incivility 
 
• demographic boom among the Aboriginal population 
 
Indicators of incivility, such as broken windows, litter, abandoned motor vehicles, 
and general disrepair, communicate a message that no one is in control of a location 
and that no one cares 
 
This in turn tends to invite behavioural incivility, which Albert Reiss (1985) 
once dubbed “soft crimes”, such as disturbing the peace, public drunkenness, 
loitering, and rowdyism, which reinforces the message that predatory criminals 
and louts can move in with little worry of being challenged.  If the community 
cannot keep an offensive individual from annoying passersby, real villains could 
believe that they can have an open go. 
 
It must be pointed out, however that 100 years ago inner city life was worse both 
in the level of predatory crime and disorderly behaviour, though our tolerance 
level is probably lower today. 
 
There is however, a genuine concern about incivility as a broad based response 
by many people in a competitive and uncertain environment.  This incivility will 
not necessarily turn into crime, but proactive responses will strengthen our 
community, and be part of our crime prevention arsenal. 
 
We have a particular problem with Aboriginal youngsters.  Civility is difficult to 
instil within a culture of exclusion, one in which education, health, housing and 
employment deficiencies make prospects bleak.  Today an Aboriginal youngster 
is 21 times more likely to be incarcerated than a non-Aboriginal youngster.   
 
If patterns stay the same, the looming demographic boom of Aboriginal 
teenagers will mean an explosion of Aboriginal youngsters in juvenile detention.  
(40% of the Aboriginal population is under 15 years of age).  We know that 
police lockups and juvenile detention centres are not the places to learn civility.  
This will not come by imposition from outside, but will only come within an 
environment of mutual support and respect in individual communities. 
 
There are two types of approaches to deal with incivility and disorder - a law 
enforcement approach, and a remobilising communities approach.  This is very 
much on the agenda with Aboriginal communities.  Community groups attempt 
to control disorder and crime through activities that make people aware of 
opportunities to join in community and crime prevention activities and develop 
support systems and role models.  This needs to blend with local economic and 
physical development.  Recognising that police alone cannot solve deep-seated 
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problems that result in disorder and crime, local labour market programs, attacks 
on homelessness, control of alcohol sales and consumption in prescribed areas, 
emphasis on community mental health and designing out disorder through local 
planning regulations can all be utilised as appropriate. 
 
But these will not attack the root causes.  We need to consider other investment 
strategies.  We know that the criminal justice system is a very expensive means of 
social control.  We also know that it is far from being the most productive means of 
social control. 
 
Social institutions outside the criminal justice system may offer very attractive 
investment payoffs.  In 1990 the senior business executives who comprise the 
(American) Committee for Economic Development noted that  
 

“It would be hard to imagine a higher yield for a dollar of investment 
than that found in pre-school programs for at-risk children.  Every 
dollar spent on early prevention and intervention can save $4.75 in the 
costs of remedial education, welfare, and crime further down the 
road” 

 
Social institutions other than those in the criminal justice system may offer 
more attractive investment prospects.  For example: 
 
Health. 
• Maternal health generally 
• Peri-natal screening for prospective mothers at risk of neglect and abuse 
• Education programs for expectant parents.   
• Reducing substance abuse by women of child bearing age.   
 
Education.  We know that poor school performers are at significantly higher 
risk of offending.  It stands to reason, therefore, that  
• pre-school enrichment programs for children at risk;   
• remedial education programs for poor school performers; and  
• truancy reduction programs generally 
 
are likely to be good crime control investments.   
 
Not only that, but they are likely to produce a variety of side benefits.  All 
things being equal, the higher the aggregate level of educational 
achievement, the greater the labor force productivity, and the better our 
economic competitiveness.  Why not aim for productive tax paying citizens 
rather than long term welfare recipients? 
 
Family support.  In 1990, The National Committee on Violence, which was 
based at the AIC, concluded that the family is the training ground for 
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violence.  By this the Committee meant that most aggressive behaviour is 
learned in the family, or at the very least, the family is crucial to mitigating 
the influence of external risk factors such as those which emanate from peer 
group, mass media, or substance abuse.   
 
It stands to reason that programs to identify dysfunctional families and to 
provide them with support sufficient to permit them to function satisfactorily 
will help reduce pressures on the criminal justice system when the offspring 
of those families reach the age of 15 or so.  Early intervention programs such 
as the “Triple P Program” (Positive Parenting of Preschoolers Program) in 
Queensland, which helps parents to deal effectively with children who are 
exhibiting behavioural problems, is a good example.   
 
 

V 
 
You might be asking, what relevance does this have to our practice in community 
corrections?  If a piece of string has one end, then it has another. 
 
 
The use of community resources involves drawing on community facilities outside 
the probation system  -  you need to know the ropes in order to pull the strings 
 
In the future the role is likely much more to be case manager than case worker 
− negotiating access 
− broker of services 
− bridge between needs of client and resources available in the community 
− intermediary between offender and relevant agency 
− social resource manager. 
 
This brokerage role is particularly important in any holistic arrangement. 
 
 
In the simplest of terms, all members of a society aspire to an adequate standard 
of living, an adequate set of community infrastructure supports and adequate 
human interaction.  This is particularly so for your customers - those who have 
broken the law, been labelled criminals and for whom many doors in our 
community have closed. 
 
Material provision, supportive services and close companionship can be provided 
in a variety of ways by a variety of operators - the state, community service 
agencies, commercial enterprises, families and friends and acquaintances.  In very 
crude terms, we can identify four service sectors:  
 
• the public sector,  
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• the community sector (often called the “volunteer” sector),  
• the commercial market sector and  
• the informal sector (family and friends). 
 
All four of these service sectors have a significant role to play in probation and 
parole.  The state has legal responsibility and in enforcing the law has a profound 
impact on the lives of lawbreakers and their close companions. 
 
The community sector has long had a supportive role in probation and parole - 
individual volunteers and formal, but voluntary, agencies have been central in our 
service structure. 
 
We are now seeing a rapid commercialisation in corrections - both custodial and 
community.  The new human service structure is one in which there is a 
purchaser/provider split, but increasingly blurred lines between the previously 
demarcated sectors.  The state is both purchaser and provider.  Voluntary 
agencies are providers, but no longer voluntary, and are competing with profit 
making providers in a diverse human services market.   
 
The informal sector - namely families and friends - can provide some supports, 
but as the expectations to make them perform more and more, become greater, 
their capacity diminishes.  It is poor social policy to build a service structure on 
the unpaid labour of (mostly) women - both family members and volunteers.  
Families are the providers both of first and last resort, but very often the problem 
rather than the solution. 
 
The string that ties it all together is the skill and professionalism of our probation 
and parole workers - the professionals who can tie together the material 
provision, supportive services and close companionship - and in so doing play an 
important integrative role with significant crime prevention spin-offs. 
 
So that the string does not get knotted or frayed, we have to have good ideas and 
excellent practice. 
 
 
There’s some pretty poor philosophy around in the community’s attempts to deal 
with criminal justice matters.  The more punitive approach - the lock ‘em up and 
throw away the key approach will give the community as a whole more problems 
than it can handle.  A nice loop of the string tying together offenders, their 
families and service organisations is part of your professional practice. 
 
How then, can we ensure excellence in our theory, policy and practices?  We 
have to be clear on our objectives, the strategies for achieving the objectives, and 
on the expected outcomes.  As a bureaucrat dealing with policies, I often say that 
part of my task is to be a problem seeker rather than a problem solver.  Seeking 
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the problems is something fundamental to probation and parole, and also to the 
reconceptualisation of social work, which seems to have lost its way. 
 
 
We have to contemplate the proposition that perhaps some of our aspirations are 
unattainable, and we face the likelihood of having either to retreat on objectives 
or search for attainable goals 
 
A set of propositions about putting together a workable package might look like 
this: 
 
a) some general consensus at any point in time about the objectives of the 

intervention system; 
 
b) identifying a basic core of achievable policy and practice responsibilities 
 
c) retreating from unrealistic or excessive objectives, but at the same time 

making a massive commitment to better management and better program 
administration and delivery. 

 
d) creating a better knowledge base, better analysis, better research and better 

dissemination of knowledge, so that all our practitioners, activists and 
operators can work from the best possible knowledge and skill base. 

 
Then you won’t be fazed by: 
 
• Changes in laws (different types of community-based orders which will 

become available, and mandatory sentencing requirements on their use) 
  
• Changes in sentencing (use of community corrections by the courts will 

change with pressure to reduce recidivism and cut costs) 
  
• Changes in funding (may be reduced or increased depending upon 

government policy and changes in offender populations) 
  
• Changes in staffing (training of staff may be increased, numbers may increase 

or decrease, and out-sourcing of corrections in full or in part) 
  
• Changes in client base - numbers and type of offenders (i.e. offending patterns 

may change in the future - more older offenders, more female offenders, more 
white collar offenders, all of whom may receive CBOs) 

  
• Changes in service delivery (e.g. electronic monitoring may be used in 

conjunction with traditional  community-based programmes and / or services 
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may be out-sourced in full or in part. This may create opportunities for staff to 
move into the private sector) 

  
• Changes in management, accountability and evaluation of service delivery 

(management will be reduced to cut costs and programmes will be more 
rigorously evaluated to ensure they are cost-effective). 

 
 
You will be better placed to face the changes, you will be more comfortable being 
more problem seekers than problem solvers.  Your professional lives will be 
enhanced by variety and challenge.  The ball of string will be manageable, and 
you will be able to see both ends.  The winner will be the community. 




