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In preparing for this presentation I asked myself what are the essential elements in effective collaboration. With my upcoming nupitals on my mind, all I could come up with was “relationships” being the cornerstone to partnering. I know that we all collaborate and we all build and foster relationships but what I lacked was the “how do we do it?”. So I turned to my friend “google” to help me out.
What I found is that there are some very different views of how relationships are built but they mostly focus on romantic relationships. As much as I love my job and enjoy working with people like Jo, I really don’t see the collaborations I have with colleagues as a courtship or honeymoon and certainly don’t wish to make a family with them.
I did briefly consider collaborative relationships in terms of the therapeutic Stages of Change model used in the alcohol and other drug treatment sector but it didn’t quite fit. However, in my research/googling, I did find a framework that I think fits perfectly with the process the Departments of Justice and Health have progressed through to get to where we are now- standing in front of you.





Stages of Partnerships

• Getting to Know Each Other
• Working to Achieve Mutually Valued 

Objectives
• Developing and Implementing 

Programs Together

Mullinix BB (May 2001) Nurturing Partnership: A Southern African Continuum 
of Flexible Stages in Partnership Development
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This model states there are 3 stages of building partnerships/relationships that lead to effective collaboration:
The getting to know each other stage focuses on how we define each other in order to become acquainted in the short-term. We start to build trust and earn respect but we are completely autonomous and have separate strategies and goals.

Once we have established these early relationships we begin to realise that there may be some benefits in working together and enter the Working to Achieve Mutually Valued Objective stage. In this phase, we work together as it’s convenient and appropriate and there are some specified, longer-term objectives. It’s beneficial to work together as we are able to do more and access more resources than they would alone and there’s trust and respect built between a number of key staff. We still operate separately but with more coordinated strategies. Information is more easily shared and exchanged and there may even by written agreements or contracts that focus on the specific roles of the collaborators.

The next stage occurs when partnerships result in the development of joint programs that reflect common areas of interest. This results in mutual trust and respect across the organisations, information and strategies are developed and marketed together, areas of expertise and capacity are acknowledged and written agreements highlight broad areas of mutual interest and commitment to work together.
 



Getting to Know Each Other

• Two Government Departments
–DHS; provider of drug treatment, 

focussed on addressing substance use 
under harm minimisation framework

–DoJ; law enforcement, administration of 
civil and criminal justice and public 
safety, responsible management and 
regulation of gaming and racing and 
providing an effective framework for 
consumer affairs 
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How does this model relate to the way in which Justice and Health collaborate?

Historically, Victorian Government Departments worked quite separately under very different frameworks. DHS is the primary provider of health services including all alcohol and other drug treatment. DoJ have the responsibility for policing, courts and prisons and are very focused on law enforcement.




Getting to Know Each Other
• WoG response to substance using 

offenders
–1997 Implementation of COATS
–DHS purchase assessment and 

treatment for offenders
–Priority access
–Supervision and case coordination by 

CCS
–DHS and DoJ (Corrections) talking to 

each other
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That was, until the release of a document known as the Pennington Report which made a number of recommendations to Government to improve access to alcohol and drug treatment by offenders. This was to be achieved with the development of the Community Offenders Advice and Treatment Service. COATS was to exist solely to provide an avenue for post-sentence offenders to be assessed and have treatment purchased on their behalf. 
There was commitment from Government that this would result in priority access to treatment for those at quite high risk of continued substance use and offending behaviour. It meant for the first time that organisations with very different philosophies would be required to work together toward a common goal; to provide support; to access  and engage in treatment, and; meet conditions of order
It also forced two very different Government Departments to talk to each other.

All this talking resulted in the development of an operational protocol agreed to and enforced by all stakeholders.




Working to Achieve Mutually Valued 
Objectives

• 1998 CREDIT program implemented
• 2000 Commonwealth funding for 

pre-sentence (diversion) drug 
treatment

• 2005 CREDIT/Bail support program
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DHS and DoJ were further ‘encouraged’ to partner with the establishment of the CREDIT program in 1998. For the first time, courts were acknowledging the need for people to be provided the opportunity to address their substance use issues at the earliest possible point. They recognised that motivation provided by the experience of being charged by police and needing to present a case to the courts provided an opportunity to do this and could also assist in reducing substance use and offending; to reducing prison sentences, and; reducing the “churn” of people coming to court on numerous occasions. Again, DHS purchased treatment on behalf of DoJ with courts providing case management and support for clients to engage in treatment.
The Commonwealth provided additional incentive for Departments to partner with funding under the National Illicit Drug Strategy and the establishment of a State Reference Group to oversee the implementation of diversion programs in Victoria. At this time all stakeholders committed to work together to achieve better outcomes for clients. This time though we had all the players in the room together. Finally, DHS, DoJ (Courts) and Vic Pol were talking to each other in a formal environment. A Court-based Diversion Program Protocol was developed.
In 2005,  DoJ formally recognised that substance users may also require other supports and amalgamated the CREDIT program with the existing bail support program. And this is where it all started for Jo and I. With a slightly different programmatic approach required for this program, an operational protocol was required.






• CREDIT/Bail program
– Better supports; housing, welfare, advocacy, 

vocation
– Philosophy further aligned
– DoJ moving away from being wholly law 

enforcement focused
• Service delivery to court in Bendigo
• Access to residential rehabilitation for women
• DoJ approach DHS to develop CISP program
• Joint treasury bid

Developing and implementing programs 
together
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The amalgamation of programs also resulted in a re-shaping of the program to enable more people access to a range of services. As this was a deviation from anything that either DoJ or DoH had seen to date, and it wasn’t covered by any protocol, a document outlining the responsibilities and processes associated with the CREDIT/Bail program was required.  
But the process of developing what was effectively a framework for service delivery of the CREDIT Bail program strengthened the partnership between DHS and DoJ to the point where both parties have since been involved in the development of a processes to provide service delivery to the Magistrates Court in Bendigo (provided by an AOD treatment agency) and to ensure women and their children are able to access residential rehabilitation services and the CISP program.
The CREDIT Bail program continues to operate in some form in eight Magistrates Courts across Victoria. In 2005, DoJ partnered with DoH to bid for funding to implement the Court Integrated Services Program that further expands upon CREDIT with CISP provide short term assistance before sentencing for defendants with health and social needs. It provides Referrals and linkages to support services including drug and alcohol treatment, acquired brain injury services, accommodation services, disability and mental health services through a multi-disciplinary team-based approach to the assessment and referral to treatment of defendants. 
Without a partnership approach, which began long before Jo and I met, there is no-way we would be so far along in making sure vulnerable and marginalised people, who come into contact with the criminal justice system, are provided the opportunity to address all their needs in a coordinated fashion.




Learnings

• Sometimes needs a push- WoG 
response

• Baby steps
• Meet part way
• Based on individual relationships
• Does require commitment
• Don’t need to be romantic to make it 

work
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It would come as no surprise that it takes time, patience and a little give and take by all parties to build and maintain a partnership. A significant push from a policy perspective doesn’t hurt, either. It’s important to find some common ground and don’t underestimate the power of having coffee instead of a formal meeting! In the main, though, it does come down to the individual relationships that we are prepared to put effort into developing. It does take a level of commitment but it’s made much easier these days with the wonders of technology- and getting to present at a conference is a bit of a plus too.

It helps not to think about relationships as a “have to” task but also don’t think that you have to absolutely love the person to make things work. I work well with Jo but I’m not going to have her children!



Where to from here?

• Review of forensic drug treatment 
system

• Development of principles
• Strengthen need for integrated 

approach
• More emphasis on evidence-based 

treatment with focus on offending 
behaviour

• Build a new framework
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Currently reviewing the forensic drug treatment system and involving all stakeholders at all levels including Corrections, Courts, Youth Justice, drug treatment agencies and researchers. The aim is to develop agreed principles for the delivery of drug treatment to those who come into contact with the criminal justice system. Principles will place greater emphasis on the use of evidence-based treatment and a more integrated approach to support and treat substance using offenders. From these principles, a framework for service delivery will be implemented that he anticipate will result in even better outcomes and either the cessation or at least a significant reduction in substance use and offending behaviour. Watch this space…..
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