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 “But you know how success is not a destination, success is a 

journey.” 

Peter Wilkins in an interview with Frank Lowy – Chair Soccer Australia 

(Foreign Correspondent, Australian Broadcasting Corporation, 18 July 2006, 

following Soccer World Cup) 

 

“Dare to dream, but if you don’t dream, you don’t get there.” 

Frank Lowy in the response to Peter Wilkins in the same interview (Foreign 

Correspondent – Australian Broadcasting Corporation, 18 July 2006) 

 

“The first real principle which should guide anyone trying to 

establish a good system of prisons should be to prevent as many 

people as possible getting there at all.” 

Winston Churchill (as Home Secretary) circa 1925  
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ABSTRACT  

This thesis was originally focused on developing better linkages between the 

custodial and community corrections arms of Northern Territory Correctional 

Services that targeted better inter-links and engagement within urban, 

regional and remote communities.  

The thesis evolved during the research phases from the ‘mechanistic’ or 

simplistic to the ‘emotional’ aspects of management themes, resulting in 

findings that matters of ethics, trust and respect are more effective tools than 

simply understanding the rules and processes of government service 

delivery. There are lessons to be learnt from these emergent findings.  

The working environment in Australian workplaces over the last 150 years 

has been largely hierarchical and this frequently ignores issues of respect, 

trust, knowledge transfer and personal responsibility within a shared vision 

and targeted outcomes that are understood by all employees.  

Human relationships are keys to working together, yet many working 

relationships in the western world today are enforced relationships of people 

who may not actually wish to be in close contact. This has an impact on the 

personality conflicts and interpersonal relationships of workers in this 50 

person Community Corrections system, especially when compared to the 

550 person Custodial Corrections system.  
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People employed as Prison Officers and Community Corrections Officers 

have different values at the time of recruitment. These differences must be 

explored and balanced soon after recruitment to ensure a system-wide 

approach. 

This thesis attempts to show how these relationships will improve efficiencies 

and effectiveness by re-thinking the way managers work with people and 

reducing the reliance on fear, compliance with rules and systems, while 

deterring independent thought and initiative.  This research results in an 

emergent theory related to trust and respect that directly reflects the views of 

my co-researchers in this inductive approach. 

A ‘one correctional service’ cannot be achieved without respect and trust 

across the service being inclusive in all the staff relationships, and the total 

dismantling of the barriers that currently separate them. A stronger push to 

trust and respect building within the system should result in better cross-

system links and engagement with the community. 

This is a local impact of the theoretical data as it did not actually occur at the 

time of this research even though it widely accepted in practice.  The 

outcome of this research could better align the Correctional Services’ system 

and improved human relationships with respect to respect and trust within 

the service. 



- v - 

A  Personal Story 

In 2001, I had the privilege of being awarded a Winston Churchill Memorial 

Fellowship from the Winston Churchill Memorial Trust of Australia that 

entailed travel and investigations into the issue of Indigenous youth custody 

and disadvantage in Canada, the United States of America (Alaska in 

particular) and New Zealand. 

The report of my Churchill Fellowship can be viewed on the Winston 

Churchill Memorial Trust web site (churchilltrust.org.au) or can be obtained 

from me. 

The award gave me access to hundreds of people and examples of how to 

work well with people of all races and in some cases with very good and in 

other cases very bad outcomes. These were valuable lessons in my journey 

to understanding why youth, in particular, become enmeshed in the Criminal 

Justice System and the resulting associated community and individual family 

or personal social dysfunction. 

The experience did have a profound affect upon me in both a personal and 

professional sense, and created within me a need to push for significant 

reform to work to not to see some of the negative experiences repeated in 

Australia.  
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I therefore consider this an important experience to preface this work as it fits 

with the overall aim of the project in building a better correctional service and 

is also consistent with my eventual findings.  

My unique work history has also affected my feelings, including my work as a 

Community Advisor (employed by the Commonwealth Department of 

Aboriginal Affairs) in Indigenous communities in the 1970s. 

I was then employed for 17 years with Northern Territory Correctional 

Services and for more than eight years with the Northern Territory 

Departments of Law and Justice, focusing on social and Indigenous justice in 

particular. 

The Winston Churchill Memorial Trust report following my work overseas 

included a number of case examples that were considered to be of 

significance.  

A few of these are so profound and relevant to this research that I had to 

share them with the reader as they are examples of what we must strive not 

to experience in the Northern Territory and which can be avoided if some of 

the outcomes of this research are implemented.  

They have a direct relationship to the basis of what this thesis is all about 

and especially about linking with community and the stress on restorative 

justice principles that Professor John Braithwaite of the Australian National 
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University espouses.  Professor Braithwaite was the joint prize winner of the 

2007 Stockholm Prize, which has an equivalent status of a Nobel Prize in the 

field of criminology. 

It is also important to recognise that mistakes do occur all too often – and 

that these can often be avoided. This will be explained later. 

The reader should note these before reading the rest of this thesis as they 

come from a real ‘gut’ experience – and, lastly, one from returning to 

Papunya in the Northern Territory in August 2005 after being stationed there 

in 1975, thirty years previously.  These experiences are included because 

they are important. They put the current context in perspective for the 

consideration of this research. 

Case One: 

(Alakanuk, Alaska) In March 1985, a young man walked out onto the tundra 

behind this Yukon River Village and carefully, neatly shot himself in the 

heart… the sound of the shot rolled across the flat delta land through the 

suppertime darkness of a cold springtime day.  

It breached the walls and windows of the wooden houses, marking the 

moment as a beginning, for Louie Edmund had begun a sixteen month 

suicide epidemic that ended the life of eight young villagers. In a community 

of five hundred and fifty villagers, eight suicides is the equivalent of more 

than three thousand in Anchorage (a city of 280,000 people). 
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It is an unimaginable tragedy – Alaska Federation of Natives as reported in 

the Anchorage Daily News (January, 1989) 

Case Two: 

The Officer in Charge of the Nome (on where the song ‘North to Alaska’ by 

Johnny Horton was based) Detachment of the Alaska State Troopers told me 

a story that clearly explains the hopelessness many Alaska Natives feel 

about their situation.  

He explained how a 40 year Alaska Native man arrested for ‘impaired driving’ 

(drink driving) had a bottle of liquor in the vehicle. The alleged offender was 

bailed but returned the next day asking for the bottle to be returned. The OIC 

explained that he could not return the alcohol as it was evidence for the 

Court.  

The OIC insisted that he could not return the alcohol yet the alleged offender 

(who was sober at this time) said that he had to have to have the alcohol 

back.  

Eventually, the State Trooper asked why and the alleged offender said “it is 

important because I might be dead tomorrow.” He was serious – such is the 

hopelessness of many Native Alaska people (in personal discussions and 

also note frequent references in the Nome Nugget newspaper on the Internet 

for court records and the high rate of suicide in remote Alaska).  
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Case Three: 

Everyone in Vancouver (in 2001) knew about the Eastside. It is two hundred 

metres from the Vancouver City Police Headquarters. Locals take visitors on 

drives around the outside of it and show them the crack cocaine and heroin 

dealers, the prostitutes, the large street side needle exchanges and the many 

people lying in the gutters and sidewalks.  

The East Hastings blocks of Vancouver and the closeness to the famous and 

popular Gastown tourist district and Police Headquarters cannot be ignored. 

Very few locals venture into the Eastside and into its back alleys and the ten 

or so inner city blocks that it comprises.  

Freda Ens and her offsider Morris West are exceptions and have worked the 

area for many years to promote the welfare and self esteem of the residents.  

They also do other vital and important tasks as they know the destructive 

nature of the area and they work out of the Vancouver Police Headquarters 

as the Native Liaison Society (Indigenous First Nations and Native Peoples 

of Canada).  

They bring over two thousand ten to fifteen year old First Nations youth and 

others to Vancouver from Northern British Columbia each year to see the ‘big 

city’ and the ‘Eastside’. 
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The youth arrive ‘cock a hoop’ in the morning but I have seen them go home 

‘well shattered’ in the next day. The kids are taken for the same walk through 

the Eastside that I experienced.  

They observe drug dealing, dozens of young people injecting, women and 

young men doing sexual favours for a few dollars in full view of everyone, 

crack cocaine addicts picking holes in the large open wounds in their bodies, 

shocking living conditions, constant violence and syringes everywhere. 

Nobody would believe that this is Canada!  

The faces of the kids tell a pretty clear story of shock and I do not normally 

believe in shock experiences for youth in prisons or elsewhere. This is 

different – it is ‘real life’ and on the normal streets and not behind concrete 

prison walls. 

At the end of the day Morris West, himself a First Nations man, gives each 

participant a gift from the Native Liaison Society of British Columbia, that I 

understand Freda Ens carves herself. I have one also for my fifteen year old 

son and I hope that I never have to give it to him. 

The takeaway is a small carved stone in a little plastic packet with this 

message on an inserted piece of paper: 



- xi - 

“If you choose to come back to the Eastside of Vancouver 

take this stone and throw it as far as you can, because that 

is what you have just done to your life.”  

The use of metaphor is vital and important to the First Nation’s peoples of 

Canada. 

There are many other serious and real examples that we should recognise 

as being relevant, yet there is one more personal observation that relates 

directly to this thesis and is in a Northern Territory context.  

Case Four: 

I worked with Bill Hearn at Papunya in 1975 as joint Community Advisors 

employed by the Commonwealth Department of Aboriginal Affairs. Jeff Stead 

(now Chief Executive Officer – Northern Territory Aboriginal Areas Protection 

Authority) was also there for a good while. Both were wonderfully 

experienced and committed men. I then went on to work at Docker River and 

a number of New South Wales communities a few years later. 

We had significant difficulties with the first generation of petrol sniffers and 

we assisted with arranging the funerals for those who died.  

The community had, however, a functioning council with a ‘real’ community 

focus even though there were problems between the different language 
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groups before the Pintupi (and others) decided to go to Kintore and other 

places in the outstation push. 

I returned to Papunya in August 2005 and was dismayed by the destruction 

of the township and the total lack of any progress. I admit to being very sad 

when I drove out. It was so depressing and kids were everywhere with tins of 

petrol under their noses.  

In government we have failed Indigenous people over the last 30 years – I 

did not think that it could become so bad. 

These are the reasons that I started this thesis and decided not to stop my 

learning after my Master of Business Administration and the Winston 

Churchill Memorial Trust Fellowship study.  

My own learning in this ten year process is outlined later in this thesis as I 

consider it as important to this thesis as its contribution to knowledge and to 

the continual learning process. This experience permitted a better grasp of 

local engagement and correctional issues not afforded to many people and I 

hope this work encourages others to self reflect and work towards 

redirection, ongoing reflection and systems improvement.  

This journey has been the experience of a lifetime. At my age of 53, I had 

planned retirement in about three years. Now I think that must be put on hold 

for five to ten years if I can and I am healthy enough to do so. 
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It is so important for so many Australian people. One of the keys is to engage 

with communities in a holistic approach with other agencies in real 

partnerships to go forward in long-term strategies – not simple pilots with 

short fixed terms.  

I trust that this thesis shows some pathways and reflects the aspirations of 

many who work within the system. It is about trust and respect. 

Although this thesis does not have a specific Indigenous focus, the simple 

fact of the over-representation of Indigenous people in the criminal justice 

system cannot be ignored and must therefore influence the eventual 

outcomes. 

I am encouraged that in 2007-2008 the current Northern Territory and 

Australian Governments are thinking longer term, a critical move and one 

that should be considered in unison with a real Indigenous community 

partnership.  
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1.0   INTRODUCTION  

1.1  Background to the Research 

The CAYA Review 

A review of the Custodial Services component of Northern Territory 

Correctional Services was completed early in 2004 (CAYA International 

Consulting, 2004 - A New Path for Corrections). The review contained 71 

recommendations that were all approved and funded by the Northern 

Territory Government in May 2004 to a total of AU$26M over four years.  

The review, although concentrating on the custodial elements of Northern 

Territory Correctional Services, made clear the links to the Community 

Corrections component of the service.  Community Corrections is a separate 

branch within Northern Territory Correctional Services and it provides 

supervision and support to community-based clients of the service and pre-

imprisonment and pre-release services to prisoners.  

The CAYA review was a ‘groundbreaking’ element in the history of 

correctional services in the Northern Territory as it recommended a 

fundamental shift from custodial supervision to ‘custodial rehabilitation and 

re-integration’ in order to build better citizens for the future. 

Although the CAYA review has the capacity for significant change within the 

custodial system, it has not had the same impact within the Community 

Corrections environment. 
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1.2 Context 

A comment about Prisoner numbers in the Northern Territory 

Prisoner numbers in the Northern Territory have continually risen for the last 

twenty years (Table 1).  For this reason it can be assumed this figure will 

increase exponentially in the same manner until the Northern Territory will 

need construct another correctional facility. The NT Government announced 

during the 2008 election campaign the plan to construct a 1,000 bed $300M 

prison before 2012. Current interventions by the Commonwealth in 2007 and 

2008 will add to the pressures upon over-crowding. 
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Table 1 Northern Territory: Actual Prisoner Numbers on a Daily 
Average per Year 1986-2006 

Year Total Prisoners 

1986-87 448.2 

1987-88 409.1 

1988-89 386.4 

1989-90 377.6 

1990-91 428.2 

1991-92 460.3 

1992-93 433.9 

1993-94 447.0 

1994-95 464.4 

1995-96 467.0 

1996-97 540.3 

1997-98 609.8 

1998-99 623.2 

1999-00 615.0 

2000-01 660.3 

2001-02 671.0 

2002-03 715.0 

2003-04 719.5 

2004-05 769.7 

2005-06 791.1 

(Source: NT Office of Crime Prevention 2006)  

The point of including the statistics in Table 1 is to demonstrate that the 

Northern Territory is facing an accommodation crisis in prisoner holdings that 

exceeds capacity. The government needs to make crucial decisions 

regarding new capital infrastructure.  
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Costs and capacity of Correctional Services  

It is known that the Northern Territory’s Correctional Centres are exceeding 

capacity at 106 per cent in early 2006, (Northern Territory Office of Crime 

Prevention Quarterly Report, March 2006).  

According to published annual reports from the Northern Territory 

Correctional Services (Annual Reports NT Correctional Services , 1996-

2005) that costs have increased from $14 million to $52 million over the 

same period (1996-2005), a similar increase in percentage terms to the 

increase in prisoner numbers is also evident (Table 1).  

The divide in service delivery  

What needs to be stated clearly is that the ‘divide’ between Custodial and 

Community Corrections seems to have grown significantly in the ten year 

period to mid 2006. This was supported by the majority of the responses of 

the interviewees. This is further complicated by units such as industries, 

education, juvenile detention, health, classifications and others within 

custodial corrections being also isolated from a unified ‘one service’, even 

within the Custodial Services Branch itself, as each unit is seen as core 

business and not necessarily one part of a whole service.  

Ideology and personality conflicts contributed to non-cohesive service 

delivery especially related to security issues that were understandably 

deemed paramount to custodial staff.  
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In the view of respondents community corrections and custodial services 

branches have grown apart and have few internal relationships to the extent 

that there is very little understanding, respect or acceptance of the different 

roles of staff when dealing with many of the same people and the same 

‘Territory’ problems. 

This research targets holistic and practical issues. Firstly, the review of 

custodial services by CAYA was considered irrelevant by most Community 

Corrections Officers as it was seen to be ‘only’ custodial in nature and 

therefore ‘of no importance to us’. Eighty percent of Community Corrections 

Officers interviewed admitted to not reading the review for this reason.  

Community Corrections staff interviewed during the course of this study 

reinforced that view and by the time of the focus group many more staff had 

read the initial report and discussed it in depth with their colleagues. 

Eventually most prisoners will return to the community  

To be frank, imprisonment is simply a measure to restrict a person’s 

community activity as a punishment for something that person is convicted or 

alleged to have done (remand) and it must be remembered that all but a very 

small percentage of prisoners will be released eventually to the community. 

 Surely it makes sense for these people to be released as better citizens. It 

also makes sense that if imprisonment is so costly (in financial and social 
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terms), any diversion to an effective Community Correction’s alternative 

would make sense.  

Later chapters will explore how the impacts of imprisonment are negative 

and non-systemic and that assets such as prisons have no cash value 

except for the land if used for any other purpose after they are closed. 

The CAYA report highlighted the vital importance of the links between the 

two elements and also the community linkages that should underpin the 

longer term outputs and outcomes of service delivery.  

When I began considering the various subjects for this research, I considered 

the primary consideration to be a future that would be better than its current 

outcomes for both offenders and the wider community.  

This is also why interviews of more than 40 per cent of the serving 

Community Corrections Officers in the Northern Territory were undertaken to 

reconsider initial thoughts and to identify the basic themes on which to build 

themes for the future. 

Northern Territory Correctional Services has a vast level of expertise and 

when harnessed in a strategic planning approach it should be able to deliver 

real change within the community and improve relationships and reduce re-

offending.  
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Community Corrections and Community Engagement 

This research is an internal study of those links and especially the way in 

which Community Corrections can better engage with the community, and 

the key elements in how to do so successfully (in their view).  

Whether there is a ‘problem’ with that engagement is uncertain, but it is clear 

from the research that Community Corrections managers and other staff feel 

like the ‘poor cousins’ to their custodial counterparts. The disparity in funding 

of ten to one is an issue that needs exploring, especially when Community 

Corrections has approximately 300 per cent more client numbers annually 

(Department of Justice Annual Report, 2004 -2005).  

It is important to note that in the process many factors of service delivery that 

I had originally thought to be paramount are not as important as those that 

relate to personal relationships. 

It is also clear, from what I understood from Community Corrections officers, 

that they believe their views are not being heard enough nor are they being 

taken into account when decisions are made about offender programs.  

Level of Resources 

Community Corrections service delivery amounts to less than 15 per cent of 

the financial cost of the whole of Northern Territory Correctional Services 

(NTCS), yet it has three times the client numbers Department of Justice 
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Annual Report 2004-2005). This reflects the infrastructure cost of prisons and 

the commensurate staffing needs.  

The level of financial resources is a serious consideration given that the 

outcomes and savings to the taxpayer is a real factor.  

It is also worth noting that Community Corrections will eventually manage, in 

the community (and without concrete or plexiglass barriers), nearly all those 

serious offenders in custody (often for many years) and over a year the lives 

of more than 2000 Territorians will be impacted by Community Corrections.  

This must be taken most seriously and resourced appropriately, particularly 

when early intervention strategies are recognised (Cunningham, 2007) as 

best practice in reducing the ‘slide’ of repeat non-violent offenders to an 

eventual long-term custodial sentence. Once an offender has been 

incarcerated there is a greater likelihood of further custodial episodes 

(Walker, 1982), a fact supported by many studies across the world since. 

This issue will be addressed later in this thesis. 

I am fortunate to have worked in the field for more than 20 years and have 

developed the level of ‘theoretical sensitivity’ (Strauss et al, 1990) necessary 

to complete this research without compromising its objectives. 

I have now reconsidered this in terms of building a theory in the context of 

this thesis. The theory that emerged from this study will need ‘testing’ by 
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future researchers in either a qualitative (hopefully) or quantitative 

methodology. Some suggestions for future research challenges are listed in 

Chapter 6. This future could include a re-evaluation of policy in the light of 

the custodial review and the policies of governments related to the 

‘punishment agenda’.  

There are many external stakeholders whose views and input are also 

relevant. These include education, health, police and other professionals 

within and outside government who play major roles within the community 

and, in particular, Indigenous communities.  

Other external influences include substance misuse, levels of violence, 

dispersion, isolation and scale as accepted by the Commonwealth Grants 

Commission and referred to in all their annual reports.  

Original Terms of Reference from Correctional Services  

The early basis for this research, in a consulting process brief in 2003 for 

Correctional Services for the Department as a pre-cursor to this research, 

included the following: 

1. A One Service – explore the links between the branches of 

Northern Territory Correctional Services and the perceptions of staff as 

to how to provide seamless services that are not mutually exclusive. 

Provide the staff responses. 

2. What do staff believe to be the strengths and weaknesses of service to 

and for clients and how could they be improved? Who do staff consider 
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to be the actual clients? Are there resource impediments to service 

delivery and the way Community Corrections Officers do their work? 

Are there workload and service delivery blockages and, if so, how can 

they be addressed? 

3. What skills do staff consider they need to do their job? Do these vary 

between urban and remote areas? Explore conditions of service, 

selection processes and staffing support with staff. 

4. How can the involvement of Indigenous people and their communities 

be increased? What are the community engagement views of 

Community Corrections staff? How can communication with the wider 

community be improved and what strategies could be used? What do 

staff perceive to be the community expectation of the service?  

The specific questions of interest to NT Correctional Services following from 

the Terms of Reference were: 

• How community and custodial corrections can work together and why 

they should work together? 

• How the whole system can engage better and more efficiently with the 

community? 

• How the system can demonstrate need and demand to the Government 

to reduce the need for further prison capacity? 

• Do Correctional Services’ actually prevent further re-offending? 
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• How can action research (with the associated action learning) 

contribute to a sustainable learning organisation? 

• How can NT Correctional Services best achieve its outcomes?; and 

• How should the Northern Territory Government communicate its plan to 

the wider community?  

Some of these issues will be addressed more fully than others in the context 

of this research and some will flow to follow-up work in the course of 

reflecting on the findings. This will hopefully contribute to a continual learning 

and reflection process within the system, outliving the role of the researcher.  

The process of working through the above issues resulted in them being 

recognised as ‘mechanistic’ issues. The term “mechanistic” has been used 

as it more reflective of the administration of the actual service delivery. As 

such, they have been included in an appendix (9.3) to this thesis rather than 

in the body of this research.  

The TOR resulted in five ‘themes’ that emerged in the initial interviews and 

were coded during the interview phase of this project.  

In the end this was inappropriate   

The original five themes were too ‘mechanistically’ focussed (see above) and 

it was only in the later stages of reflection and the category grouping that 

they became more focused on ‘real life’ and practicalities in the workplace. 

The consulting report was provided to Correctional Services senior 
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management in early 2005. Using the action research and qualitative 

process in working through the issues, the original TOR and research 

question/problem went ‘off the map’.  

The end result was much more substantive as it was derived directly from the 

embedded or ‘grounded’ knowledge of the many participant interviewees 

who I now see as co-researchers. Yet it is important to recognise the genesis 

of this research. 

From the original interviews, as will be explained later, 49 recommendations 

were made to Northern Territory Correctional Services early in 2006 and to 

date (2008) more than sixty percent have been implemented. As a pre-cursor 

to the thesis writing the Department considered the research to have been 

valuable. 

1.3    Research Problem – Issues to be Considered 

The Research Question 

The ‘question’ that underpins this project is how to build better links to 

custodial services and to strengthen community engagement with 

communities where offenders live. It is also essential to examine whether 

Community Corrections itself sees a need to improve its profile and influence 

over policy. The existing system of Community Corrections is very much 

fixed to the servicing of courts and the direct supervision of offenders.  
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Are there ways of doing this better?  Are the current resources available to 

Community Corrections adequate for the task?  

This will be enhanced by greater community engagement, understanding, 

support and improved relationships between all the branches of the service. 

The issue of relationships between elements of the system relevant to trust 

and respect emerges through this research as the critical element.  

To complete this summary and to set the scene for this thesis, this 

relationship is depicted in Figure 1. 

Figure 2 demonstrates how the existing linkages and impacts on an offender 

in prison have little or no interaction with Community Corrections in a whole 

of sentence management sense. Figure 3 is a more holistic approach that 

includes a Community Corrections link to the effective sentence and unit 

management process.   

These figures emerged from the focus group discussions as explained later 

in this thesis research. 
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Figure 1 Interrelationships in Community Corrections 

 

In terms of an action research (with an action learning element) approach to 

the initial research thinking, I did not wish to have any Terms of Reference. It 

would have been preferable to have an ‘open research situation’ but to 

achieve a real outcome in terms of ‘process consulting’ it needed to comply 

with a formal bureaucratic framework.  
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Figure 2 Current offender cycle contact with corrections 
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Figure 3 Impacts on prisoner outcomes 

 

The research problem originally considered in this thesis related directly to the 

‘fuzzy’ issue of the building of a better way Correctional Services that are 

delivered and, more importantly, how the ‘messages’ are received. 

To put it in perspective is easy: simply, all but ‘Life Sentenced’ prisoners 

(who are not to be released), will eventually be returned to the community – 

usually within 12 months.  

The problem that I originally sought to address in this thesis is how to work 

together across the Northern Territory Correctional Services divide to create 

the important community engagement and cohesion within services delivery 

to make this reintegration a more effective outcome and one that is more 

efficient for Government and equally important for clients. 
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Many governments seem to seek a law and order focus that fills up 

expensive prisons to the detriment of other community services, without 

adding any value to service delivery. 

This thesis has approached this in a systematic and collaborative manner, 

while working with the Community Corrections staff and in collaboration with 

the rest of the Correctional Services system. There is no evidence that this 

has been attempted previously using action research and action learning in 

the field of Correctional Services. The initial research question was then: 

Too many people go to prison in the Northern Territory at a 

rate of four times the Australian average (Australian Bureau of 

Statistics, 2006) and there are more viable, more effective and 

more efficient alternatives. Is it true that the relationship 

between the arms of service can affect outcomes? If so why? 

Is this more of an issue with respect to relationships in the 

system than just an administrative issue? 

That is the nature of the qualitative research process – it is not a simple 

straight-line process as will be explained in the section comparing the 

qualitative and quantitative methodologies.  

As is normal in action research there can be a ‘fuzzy problem’ but in the end 

the ‘fuzzy problem’ became a real focus for human relationships in service 

organisations.  
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1.4   Justification for the Research 

Discovery has been the aim of science since the beginning of human 

endeavour. The capacity to ‘step back’ and examine the larger and tougher 

issues is often necessary and this is the case in this research. 

To do this research, the researcher must have a strong feeling for, sensitivity 

and an understanding of the issues in an action research sense as this 

research is not about an actual change event. This is the element of 

theoretical sensitivity (Strauss & Corbin, 1990). 

The justification for this research is simple – it is essential to reduce the level 

of imprisonment and to increase the level of community interaction by the 

justice service with dysfunctional communities and individuals with problems. 

Costs of imprisonment in Australia 

Expenditure on prisons can be counterproductive, as the cost to society is 

high in both social and economic terms.  

The imprisonment rate in the Northern Territory is more than four times that 

of the Australian average (Australian Bureau of Statistics, 2006). In socio-

economic terms the costs and sustainability of this justify this research and 

immediate consideration of its outcomes. It is known that the cost of a new 

400 bed correctional facility in Australia is in the order of $70 to $100 million 

to construct and, if the current Alice Springs facility of the same size is an 

example: it costs $16 million a year to operate (Department of Justice Annual 
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Report 2004-05, Northern Territory Department of Justice, 2005). This does 

not factor in the contingent liabilities for long-term employment costs 

(superannuation and retirement benefits in particular) for the average 170 

staff for 400 prisoners.  

This does not include the social cost to families that includes absent 

relatives, single parenting and lost employment opportunities. 

It is for this reason and the knowledge that return rates of prisoners is high at 

35 per cent within two years of release (Australian Productivity Commission 

Review of Government Services, 2006) that any community-based diversion 

would be preferable for social and economic long term outcomes. 

A number of ‘reviews’ of Community Corrections in all Australian States and 

Territories have been undertaken over the last ten years. None have 

included an action research process which includes seeking the advice of 

those at the ‘coal face’ and certainly not to the extent and depth of interviews 

that have been undertaken in this research.  This research in this manner is 

unique in Australia and its outcomes could be of benefit in setting the basis 

for further beneficial research into practices into the future. 

The building of a ‘one service’ with seamless and transparency pathways has 

been the aim of practitioners for years; although many attempts have been 

made, none have yet succeeded, certainly not while engaging with the actual 

service providers. 
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1.5   Methodology in Brief 

A considerable amount of time was spent thinking about how this project 

should be approached; only once I was immersed in it did I realise that my 

decision to use process consulting as described by Schein (1987) in his 

discussion of structure of process models was the best one for the initial data 

collection component of the research.  Once that decision was made it 

became a qualitative study based on the knowledge of the participants (my 

co-researchers) who actually deliver the service.  

1.6   Outline of the Thesis 

The scene for this thesis is set by use of a personal story that described 

some case examples of what the future could hold if improvements in service 

delivery are not made. The research first investigated the initial video-taped 

interviews of 22 operational staff (40 per cent) of Northern Territory 

Correctional Services (Community Corrections Branch) and then brought 

together eleven of those people into a focus group followed up (again) 12 

months later by further interviews that were coded into reflections of the first 

discussions. 

The research then investigated and placed those initial views into themes 

and further refined these themes and staff suggestions into coded groupings 

that lead to conclusions about better co-ordinated Correctional Services into, 

particularly, the more remote Indigenous communities in the Northern 

Territory. 
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The research includes staff suggestions about how to best serve the 

Northern Territory with this service using the views of those who actually 

deliver the service [that is, the suggestions of staff (Appendix 9.3)]. Whether 

this actually works will be the task of further research to test the theory 

against outcomes that need to be determined.  

This thesis is based on a reasonably orthodox system of seven chapters 

(Introduction, Restorative Literature and Theoretical Approach, Methodology 

(Concepts and Approaches, Methodology and Data Collections, Findings and 

Conclusions and Implications and a Summary followed by the substantive 

Bibliography with a set of 5 appendices.   

1.7   Limitations of the Thesis’ Key Assumptions 

The role of the Co-Researcher  

The research is limited somewhat by the honesty and integrity of the 

researcher and the interviewees (co-researchers). A co-researcher is a 

participant in the interview process who see themselves as a positive 

contributor to this research’s final outcomes.   

The term co-researcher has been chosen to reflect the level of input 

interviewees had into the process and that the outcomes (findings) 

established could not have been achieved without their interest and input. 

Given that over sixty percent of the staff suggestions at Appendix 9.3 have 

been implemented, this process has achieved a good result. The 

interviewees were a mix of gender, experience, age and included staff from 



- 23 - 

all the Community Corrections offices and both prisons and the Juvenile 

Justice Detention Centre. 

Some staff were seriously concerned that ‘opening up’ to me might be 

detrimental to their future employment prospects.  There is also a time 

limitation associated with the turnover of co-researchers in this project that is 

inherent in the Northern Territory Public Service as there is a high turnover of 

personnel.  

1.8   Conclusion 

This chapter has addressed the background, research situation and its 

justification.  An outline of the thesis and its limitations are also discussed. A 

brief précis of the methodology to be utilised in the research is also provided 

in order to frame the context of this thesis. 

The next chapters will discuss some of the restorative justice and related 

literature applicable to this research and review some introductory comments 

in Chapter 3 and 4, including more data related to literature and the range of 

methodologies utilised in this research.   
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CHAPTER TWO 
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2.0     THEORETICAL APPROACHES 

2.1   Introduction 

This Chapter examines the life cycle of organisations, the links between 

restorative justice and action research literature and the issues which 

underpin this research. The Chapter is arranged to flow into the methodology 

Chapter and later to the findings where the principles and the process of the 

approach are discussed respectively. Additional data has been included in 

Chapter 3 with respect to relevant literature that links to the methodology 

embraced in this research. 

Chapter 2 includes a discussion of: 

• Restorative justice principles; and the 

• Life cycle of organisations. 

Chapter 3 includes the discussion of: 

• Mintzberg and Wheatley’s views and theory generally; 

• Qualitative and Quantitative approaches; and 

• Action research and action learning. 

A discussion of the importance of restorative justice in the delivery of human 

services begins the Chapter. This is because the concept of building 
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relationships is fundamental to good restorative justice and the healing 

process. Following restorative justice the life cycle of organisations is 

addressed.  

Chapter 3 then considers relevant theories, paradigms and issues related to 

both qualitative and quantitative research and finally it concludes with a 

discussion of action research and action learning that are relevant to this 

research.   

2.2    Restorative Justice Principles 

The purpose of this section of the thesis is to explain the restorative justice 

philosophy, to describe briefly its use and to précis some current worldview 

on its application (Braithwaite, 1989). Restorative justice underpins many 

issues of community engagement and issues associated with this thesis. It is 

also an important aspect in building relationships between people in 

organisations and between organisations (Braithwaite, 1989). 

This related to the emergent understanding and reflection and redirection 

using grounded theory that drew on interviewees’ experience of working 

within the system (Glaser & Strauss, 1967; Zuber-Skerritt 1993, 1994).  

Restorative justice philosophies hold the keys, in the view of Braithwaite 

(1989), to the real changes to how we do our business. This occurs when 

participants are prepared to embrace this challenging process. 
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Restorative justice is an approach to addressing criminal justice offending 

and the harm or damage caused by most offenders.  It is considered by 

many that restorative justice, as described by Braithwaite (1989), is a key to 

success. 

The philosophy is practiced differently in many countries and it known by 

many names such as Koori Courts, Noongar Courts and Community Courts 

and Family Group Conferencing. However the most recognised banner 

overall is restorative justice and it will be the one used in this thesis as it 

reflects the aim of the approach.  

The philosophical differences in application and terminology appear to be 

related to religious, social, cultural or academic views associated with the 

causes of crime and the complexity of human relationships. 

Crime and justice professionals, governments and other interested 

community groups continue to focus on the punishment of offenders and 

seek out ways to change them. They cite the social and economic 

disadvantages faced and family dysfunction, as well as childhood problems 

and abuse. Restorative justice provides another avenue for these issues to 

be recognised by all the parties and also for the victim’s views and feelings to 

be made known to the offender (Braithwaite, 1989).  

Healing the harm and moving forward and not dwelling on the past are key 

factors. Focusing on the punishment of all offenders creates martyrs among 
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offending peers and forces reflection on human faults and not on the 

opportunity for attitudinal change.  This is not to say that serious offenders 

should not be severely dealt with.  

The beginnings of modern restorative justice are claimed by the Mennonite 

community of Ontario, Canada, when workers Yantzi and Worth first pushed 

two shaking offenders towards their victims’ home in Elmira, Ontario in 1974 

(Zehr, 2000). In the decades of the 1970 and 1980s, the Canadians and 

others experimented with restorative justice practices, but it is New Zealand 

that is credited with re-working a system traditionally used by Maori peoples 

and terming it Family Group Conferencing under legislation in 1989 

(Braithwaite, 1989 and Daly & Hayes, 2001).  

These conferences, aimed at bringing the conflicting and opposing parties 

together at one place at one time, are known by many names including 

victim/offender conferencing, family conferencing, community justice forums, 

sentencing or healing circles. 

In the early 1990s, restorative justice was the new paradigm addressing the 

perceived inadequacies of adversarial justice systems operating in most 

western democracies. This new way of doing business is no longer new! 

Restorative justice remedies are now commonplace in many countries 

including Australia, Canada, New Zealand, the United States, and much of 

Europe. 
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The South African Government, under former President Nelson Mandela, 

considered that its Truth and Reconciliation Commission utilised the practice. 

Forty-five countries endorsed the global use of restorative justice principles 

at a United Nations Conference in Vienna in 2002 (United Nations, 2002). 

Australia was quick to take up this new way of thinking and the Wagga 

Wagga (NSW) Project commenced in 1989/90 under the initial direction of 

former New South Wales Police Senior Sergeant, Terry O’Connell. During 

the Wagga Wagga Project, Professor John Braithwaite and others (ANU, 

Canberra) became interested parties and added their input that eventually 

resulted in the RISE (Re-integrative Shaming Experiment) project in the 

Australian Capital Territory (Braithwaite, 1989).  

Professor Braithwaite has become a world leader in the philosophy. Although 

the Wagga Wagga Project was eventually modified and incorporated into a 

statewide program operated by juvenile authorities, it was the first of what 

are now a number of conferencing programs operating in most Australian 

jurisdictions (Daly and Hayes, 2001). 

Although it has a number of guises, the basics are similar. Zehr (1985), with 

his Mennonite view, created the much-quoted table known as the Paradigm 

of Justice. Zehr emphasised that the retributive or adversarial systems focus 

on punishment, whereas the restorative justice philosophy emphasises 

accountability, healing and closure. 
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The greatest use of restorative justice in the criminal justice field (Daly and 

Hayes, 2001), is for juvenile and youth offenders who have special additional 

needs. These same principles and practices are potentially applicable to 

whole communities that may be in crisis and encountering problems. 

In summary, the following is an adaptation of the vision and principles of the 

process when applied to offenders: 

• Support from the community, opportunity to define the harm 

experienced, and participation in decision making about steps for repair, 

result in increased victim recovery from the trauma of crime;  

• Community involvement in preventing and controlling juvenile crime, 

improving neighbourhoods, and strengthening the bonds among 

community members results in community protection;  

• Through understanding the human impact of their behaviour, accepting 

responsibility, expressing remorse, taking action to repair the damage 

and developing their own capacities, juvenile offenders become fully 

integrated, respected members of the community; and 

• Juvenile justice professionals, as community justice facilitators, 

organise and support processes in which individual crime victims, other 

community members, and juvenile offenders are involved in finding 

constructive resolutions to delinquency.  

The principles of restorative justice are: 

• Crime is an injury;  
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• Crime hurts individual victims, communities, adult and juvenile 

offenders and creates an obligation to make things right; 

• The victim’s perspective is central to deciding how to repair the harm;  

• All parties should be a part of the response to the crime, including harm 

caused by the crime;  

• Accountability for the juvenile offender means accepting responsibility 

and acting to repair the harm done;  

• The community is responsible for the well-being of all its members, 

including both victim and offender;  

• All human beings have dignity and worth;  

• Restoration, repairing the harm and rebuilding relationships in the 

community is the primary goal of restorative juvenile justice;  

• Results are measured by how much repair was done rather than by 

how much punishment was inflicted;  

• Crime control cannot be achieved without active involvement of the 

community; and 

• The juvenile justice process is respectful of age, abilities, sexual 

orientation, family status and diverse cultures and backgrounds whether 

racial, ethnic, geographic, religious, economic or other and all are given 

equal protection and due process (Zehr, 2000).  

At the end of 2006, all six states and two mainland territories in Australia 

were utilising restorative justice techniques and practices to differing 
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degrees. Most were regular users of conferencing and diversionary 

strategies to attempt alternative remedies to the prevailing adversarial 

processes of the courts. In nearly all cases it had the support of the courts 

(Daly and Hayes, 2001).  

This is a demonstration that the political and legal systems recognised that 

the existing way of doing justice was not appropriate for those offenders who 

were not deemed to be evil and a continuing danger to the wider community. 

The majority of young people fit this category.  

The Royal Canadian Mounted Police (RCMP) is an extensive user of the 

restorative justice model and believes: 

• The concept of restorative justice, in spite of the wide diversity in its 

actual implementation methods, can generally be described as a way of 

dealing with the harm caused by an offence by involving the victim(s), the 

offender(s), and the community that has been affected.  

• The outcomes that are sought include restoring harmony in the 

community by repairing, as much as possible, both material and 

psychological damages to the victim(s), and re-integration of the offender 

(thereby preventing recidivism) by the use of shame and remorse for 

committing a wrong action.  

• The offender is expected to participate by taking an active responsibility 

for causing the harm and by being accountable to the victim and the 

community for repairing or minimizing the injuries (RCMP, 1999).  
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The process helps the offender to experience shame for committing the 

harmful action – but in a re-integrative way, in a caring and supporting 

context. The proponents of restorative justice believe this approach to be 

fairer, more satisfying, efficient and effective than the conventional, court-

based, adversarial approach to justice. 

This new way of dealing with offending behaviour was seen by all key 

players in Canada (e.g., The Solicitor General, the Director of the Royal 

Canadian Mounted Police Community, Contract and Aboriginal Services 

Directorate or CCAPS and Judge David Arnot) as a natural extension of the 

Aboriginal Justice Initiative launched by the Canadian Federal Department of 

Justice in 1991.  

Consequently, the RCMP adopted the philosophy of restorative justice, and 

has taken the initiative to implement this approach through one of its tools, 

the Community Justice Forum (CJF), a term of choice for its emphasis on 

community involvement, instead of the term Family Group Conferencing 

(FGC) as it is known in Australia and New Zealand. (RCMP, 1999)  

It would appear that sentencers in Canada agree with the RCMP evidenced 

by Judge E. Bayda’s comments in 1999 at the Commissioner’s Forum of the 

Correctional Service of Canada: 

So the first step is for the judges to learn to speak to Aboriginal 
offenders on their wavelength - not the judges. Many judges will have a 
great deal of difficulty getting on that wavelength. The cultural 
communication divide must be bridged.  
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The second step is, now that the concept of restorative justice is 
judicially recognized and accepted, how do I, the sentencing judge, 
implement it? What tools do I have?  
Before restorative justice, my biggest tool was jail. But now parliament 
and the Supreme Court of Canada have spoken and said, jail is no 
longer your biggest tool. You must change your focus. You can send 
offenders to jail, not as a matter of course, but only if absolutely 
necessary. What are my new tools? (Bayda, 1999) 

Bayda (1999) believed communities should have community centres, places 

at which offenders in need of instruction or support would be obliged to 

attend, whether during the day or evening and during weekends if necessary.  

Bayda indicated at the Commissioner’s Forum that community centres with 

the associated programs should be established instead of building more 

prisons.  He also believes that community based offenders such as those on 

probation (a form of suspended prison sentence) should be required to report 

more frequently to their supervising officer.  More Community Corrections 

officers would be needed offset by fewer prison based staff. 

Lord Woolf, the former Lord Chief Justice of England and Wales and 

therefore the most senior practising judge in the jurisdiction at that time said, 

as quoted in The Times on 29 January 2001: 

Prison could be a much softer option than restorative justice in which 
offenders had to confront their victims. Offenders should be dealt with 
in the community where at all possible. To confront those that have 
been the victims of your conduct can be much more salutary for a 
young offender than sending them for short period to institutions where 
nothing constructive can be done. Sometimes it’s an easy option for a 
youngster to go into prison for a short time and sit on his bed in his cell 
doing nothing for the greater part of the day (Woolf, 2001) 

Lord Woolf said at the same time:  

To undertake a vigorous programme in the community was much more 
challenging than anything that happened within prisons and could help 
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offenders to make a fresh start by teaching them basic literacy and 
numeracy skills. We have got to realise that nothing can be done in 
custody, which can’t be done better in the community. I do believe 
there is great value in restorative justice (Woolf, 2001). 

Terry O’Connell, the original architect of the Wagga Wagga Project and now 

a respected international trainer in restorative justice, states: 

Restorative justice has been described in many different ways, but 
some consensus appears on two fundamental ideas: It is harm-
focused; and it promotes the engagement of an enlarged set of 
stakeholders. Restorative justice views crime as harm done to people 
and communities. It has a strong emphasis on offenders being made to 
be accountable and accepting responsibility to those who have been 
harmed (O’Connell, 2001, p.2).  

O’Connell earlier stated in 1998 in an unpublished presentation: 

It is important that we recognise the emergence of restorative justice is 
a clear acknowledgement of the failure of our existing criminal justice 
systems. It should not be proposed as an alternative (to formal justice 
systems) but rather a process which can, over time, re-construct justice 
systems as we know them (O’Connell, 1998).  

Realistically however, there is little evidence that, presently, restorative 

justice offers a threat to existing adversarial systems (O’Connell, 2001).  

Graham Chaseling is a long-term veteran of the prison service of New South 

Wales and is a strong supporter of restorative justice. Chaseling (2005) 

explains how he uses such processes in a secure custodial sense. This is an 

example: 

One day an inmate came into Chaseling’s office in an agitated state. 
He was about to be charged with being abusive to an officer. A normal 
response for an officer in my position would to issue a direction to calm 
down and to get out of the office. That response invariably made things 
worse. Applying a restorative approach, I asked him questions to try to 
develop insights into the decisions he’d made that had contributed to 
the offence, questions a prison officer might not normally ask 
(Chaseling, 2005). 
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The inmate told his story and was asked to bring supporters together and the 

officers did the same – the issue was resolved simply by mutual discussion 

and agreement. 

There is a view by Morris and Maxwell (1998) that restorative justice is a 

revisit of traditional healing and conflict resolution processes used by many 

village and native cultures over centuries. In New Zealand, Morris and 

Maxwell (1998) referred to traditional Maori systems of restorative justice: 

Historically, Maori justice processes were based on notions that 
responsibility was collective rather than individual and redress was due 
not just to the victim but also to the victim’s family. Understanding why 
and individual had offended was also linked to this notion of collective 
responsibility.  
The reasons were felt to lie not in the individual but in a lack of balance 
in the offender’s social and family environment. (Morris and Maxwell, 
1998) 

Restorative justice has an application outside criminal justice issues; the 

principles are widely used in a range of conflicts or areas where a resolution 

of differences is needed. Some examples are schools, the workplace, 

community or neighbourhood differences, family disputation and any 

situation where people need to sit down and work through issues or 

problems together to arrive at mutually agreed outcomes or a consensus.  

Working with Indigenous communities requires a real effort not to impose, 

but to create partnerships where empowerment is real. There is a great need 

for political imperatives to be tempered by the establishment of the 

partnerships.  
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Indigenous people can be encouraged and supported to take a direct and 

real role in addressing crime and social dysfunction in their own 

communities. No longer can the police and outside government agencies be 

the only drivers.  It is the people involved in a criminal event – victims, the 

offender, the authorities and the community – who are the focus of 

restorative justice, not the crime!  

Whatever this process is known as, it is more powerful and realistic than the 

existing system that has very little impact on many young offenders 

(Cunningham, 2007). The realisation of harm and the impact of the offence 

by the offender on a victim is significant, particularly when the victim and 

offender supporters are involved. Effective evaluation in the longer term and 

program adaptation is essential and Braithwaite (1989) also warns in his 

publication that these are early days. 

Restorative justice systems can replace the existing process, but could better 

operate in parallel for appropriate offenders as determined by the court and 

prosecution authorities (O’Connell, 1998). Restorative justice principles and 

practice provide a real additional approach for suitable juvenile offenders to 

current adversarial systems of justice applied by courts that are perceived by 

many to be ineffective in bringing about attitudinal change by offenders 

(Cunningham, 2007). 

Restorative justice practices are not a let-off, as some have suggested. The 

power of the realisation of harm affects all participants, regardless of culture. 
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The difference is simply that victims, the offender and their respective 

supporters are all involved in a process that empowers, whereas the 

adversarial courts process rarely involves those affected by a criminal event, 

except the offender in a non-personal way.  

Victims of crime being involved and being granted a real say in the 

resolution. This is one of the major principles of restorative justice 

(Braithwaite, 1989). 

It is worth considering that a wider use of the principles of restorative justice 

in overcoming Australia’s very high rate of custodial sanctions for particularly 

its Indigenous people could result in reductions in both criminal activity and 

the use of very costly imprisonment (Daly and Hayes, 2001). 

2.3    Life Cycle of Organisations 

The understanding of the organisation and the major figures within it are 

important. Organisations do not just appear; they are built by humans. 

Organisations do not remain static. They have an inherent five stage life 

cycle based on various impacts and in particular their management. The 

relevance of this is that Community Corrections has had no major 

realignment in more than five years and could be entering the decline phase. 

High employee turnover and increased conflict within the organisation are 

signs of this decline stage (Robbins and Barnwell, 1994).  

Robbins and Barnwell (1994), (see Figure 4) describe these as: 
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• The entrepreneurial stage of creation; 

• Collectivity where communication and growth is high; 

• Formalisation and control towards maturity; 

• Elaboration and diversification trying to hold position; and 

• Decline when new changes to systems are necessary to maintain 

purpose and position. 

Figure 4  The life-cycle perspective of organisations 

 

On the basis of the findings of Robbins and Barnwell (1994) there is an 

immediate need to address the future of Community Corrections and how 

and why it does its business in its changing environment, including the 

rethinking of its principal drivers. The system currently does not consider 

decline stages according to respondents in questioning. 
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The last 25 years have seen the beginning of a technological and humanistic 

driven change to the way we view and work with organisations.   

Of particular note is Semler’s work in business in Brazil with people focused 

innovative management practices (Semler, 2004). We can learn from these 

experiences and these different ways of thinking resulting in a realistic 

understanding of organisational theory and community process that enables 

the better engagement of humans for the growth of the capacity building and 

learning process.  

2.4  Conclusion  

The existing literature is limited in its relevance to the original ‘situational 

problem’ of a lack of a unified service delivery and differences in service 

delivery. In an emergent theory approach past research is not as relevant 

except as supporting evidence.    

There are many studies about managing offenders and many reviews of 

Correctional Services (CAYA, 2004) but little that directly relates to this 

research situation, apart from generalised management thinking. 

This research has, at its core, the study of the understanding of humans in 

the delivery of Correctional Services to offending clients who happen to be 

subject to court orders of supervision. The success or otherwise of the 

interventions in the support of these offenders relies heavily on the skills and 
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knowledge of these officers and the relationships between the offenders and 

staff in the various branches of the service.  

For Northern Territory Correctional Services to move forward into a more 

harmonious combined system there would appear to be a need for better 

working relationships, together with a basic understanding of the working 

needs, the law, practices and improved management stability of each others 

responsibilities. The research and the opinions of interviewees expressed 

this. 

The issue of the life cycle of organisations has been included in this Chapter 

as it was an important consideration by respondents who saw the 

organisation in a decline phase. Robbins and Barnwell (1994) and others 

have referred to this as growth through maturity into decline and then death 

not unlike living organisms but without very specific or typical timelines. 

Respondents reported a need to revitalise the organisation in order to 

rekindle its growth into a ‘new’ maturity. 

The next chapter takes this restorative justice and background review and 

incorporates it into the methodology with additional literature for this 

research. On that basis, there is some overlap but it provides a greater 

explanation of how it fits with this research. 
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CHAPTER THREE 
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3.0   METHODOLOGY—CONCEPTS AND APPROACHES 

3.1   Introduction 

This Chapter outlines the principles of chosen methodology and why this 

research embodies the combination of methodologies chosen.  It takes the 

literature review forward in a more comprehensive manner and links the 

introduction into a discussion of the methodology in a set of principles – the 

process itself is described in Chapter 4).  

This discussion includes the various methodologies that are embodied in this 

thesis including grounded theory and it examines the reason for its use.  The 

use of an interactive approach is essential when dealing with people issues 

and this Chapter justifies the choices for this research. 

This is a difficult project, at least in Australia’s justice system; as it is 

frequently seen as closed to public scrutiny. This further justifies the 

approach of engaging with staff who actually deliver the service.   

This Chapter is arranged from this introduction and general concepts with an 

explanation of appropriate methodology to the principles and methodological 

approaches in two separate sub Chapters followed by a summation, ethical 

considerations and a Chapter conclusion. 
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The principles sub Chapter then addresses smarter service delivery, use of 

theory, espoused theory/theory in use, phenomenology, participant’s actions 

and a discussion of qualitative versus quantitative approaches. 

The methodological approaches sub Chapter then follows with sections on 

action research including Lewin, action learning including Revans, process 

consulting and the grounded theory elements. 

General Concepts 

At the outset it was clear that this was a unique study, especially as it sought 

to utilise the understanding of the actual service providers of a correctional 

service. On that basis, it was considered that a combination of research 

methods was necessary to achieve the desired outcomes. 

A lot of consideration was given to how this thesis should be approached. 

Only when I was in it did I realise that my decision to use process consulting 

(Schein, 1987) was appropriate for the data gathering phase.  

This kind of research is often utilised in working with disadvantaged or 

emerging societies.  Organisations are built and run by humans and they can 

usually only change through human intervention. In this research, it found 

that it was important that the combined methodological approach as 

described worked for the organisation.  
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Appropriate combination of methodologies 

There is no single methodology for this research, however it is underpinned 

by the involvement of the researcher and the organisation or community as 

partners in the action and learning that creates real outcomes for the body 

(the service) and without an ongoing dependence on the researcher for 

continuing improvement. It is for this reason that elements of process 

consulting, grounded theory and participatory action research are used.  This 

has seen both action learning and action research being utilised.   

3.2   Principles 

Smarter Service Delivery 

Wheatley (2004) has demonstrated a need to get smarter in service delivery, 

adapting a fast-paced process to the elimination of simplistic approaches to 

change management. Her views are relevant to this thesis as they add a ‘real 

life’ context to the problem.  

Some of the main issues Wheatley describes are: 

• out of date beliefs must be expunged; 

• organisations are not machine like; 

• material things are not the only real elements; 

• numbers are not the only things that have real meaning; and 

• “you can manage only what you can measure” is not true.  

• We must focus on real knowledge associated with learning – that is: 

• knowledge is created by humans; 
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• everyone is a knowledge contributor; 

• people choose to share knowledge; 

• knowledge is not always about technology; 

• knowledge is not always based only on quantitative data; and 

• knowledge can be based on chaos – creativity becomes important. 

Use of Theory  

Mintzberg (2005) on developing theory says that:  

It is important to realise, at the outset, that all theories are false. They 
are, after all, just words and symbols on pieces of paper, about the 
reality they purport to describe; they are not that reality. So they 
simplify it. This means we must choose our theories according to how 
useful they are, not how true they are (Mintzberg, 2005, p.1). 

Mintzberg continues to describe 20 emerging propositions that relate to 

theory development. This research attempts to embrace most of them.  

They are, in Mintzberg’s order, but not necessarily in his words: 

• Start with an interesting question, not a fancy hypothesis 

(Mintzberg believes that hypotheses close down research while 

questions open research); 

• Stimulation by rich description (Mintzberg sees anecdotal data as 

an essential part of the research); 

• Have an outline and stick to it as ultimately the ideas must be 

converted to words and they do not always fit a linear order – this 

is one of the most difficult issues to resolve; 

• Use diagrams of all kinds to express inter-relationships; 
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• Render to paper; 

• To develop good theory the researcher must connect and 

disconnect continuously (meets the concept of constant 

comparative analysis as explained in Chapter 3 ensuring one 

does not become too disconnected); 

• Keep the research method simple, direct and straightforward (as 

Mintzberg states ‘go looking and carefully record what you see’); 

• Dig, dig, dig, for every scrap of information you can get 

(Mintzberg refers to this as ‘detective work’); 

• Take a lot of notes and in the early stages – keep it messy – in 

this case they certainly were – and express them engagingly 

(points 9 through 11); 

• Code all findings rigorously and refer back to the original outline; 

• ‘Cherish anomalies’ and keep notes in a related order; 

• Repeatedly return to the notes – ask why, why, why – never give 

up trying to find out why (this research tried this in the focus 

group and the second round interviews); and 

• Jump the creative leap: this can sometimes appear to be trivial 

(points 15 and 16); 

Theory development is really about discovering patterns {this is what 

was done in the Themes Register in the findings of this research using a 

process similar to axial coding – concept credit to Dreier, (1999)}. This 

process detects similarities and those that appear dissimilar that can 

create issues of importance to the emergent theory.  Weave it all 
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together, follow the coding and put anomalies aside. This is the tough 

part but it is easier once the researcher has mastered the coding 

(Mintzberg, 2005). 

Mintzberg refers to the twentieth point as iterate, iterate, iterate – draft 

after draft. In this research I kept fixing, changing, fixing and changing 

until, eventually, it had to stop. 

Mintzberg (2005) in his paper about the development of theory had two 

profound statements (among many others) which were particularly influential 

for me: 

What you set out to do doesn’t matter; it is what you end up doing;  

Many of the best theses I have supervised ended up surprising their 
authors, and me; and 

We have altogether too many geniuses in research and not enough 
ordinary, open minds. (Mintzberg, 2005, pp. 22-23) 

Espoused Theory  

As well, it became clear as I went on that the issues of espoused theory and 

theory in use as described by Argyris in 1980 were very relevant and actually 

were occurring.  Earlier, in 1974 Argyris and Schon explained that espoused 

theory is the values and ‘world view’ which people say their behaviour is 

based on. Theory in use is actually what their behaviour implies.   

Argyris and Schön (1974) argue that people have ‘mental maps’ with regard 

to how to act in situations. This involves the way they plan, implement and 

review their actions. Furthermore, they assert that it is these maps that guide 
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people’s actions rather than the theories they explicitly espouse (Smith. K, 

2001). This was evident in what some respondents said in interview – they 

clearly said they believed that what they believed was happening was not in 

fact what (action) they actually did.   

Later, Argyris, Putnam & McLain Smith (1985) drew the conclusion of 

“theories of action”: that what people do and what they say they do are 

sometimes different and that they often do not realise it. This is consistent 

with what this research showed. 

Phenomenolgy (social constructs) 

The methodology utilised is consistent with the paradigm that focuses on 

how the social actors in research have a real meaning. This also fits neatly 

with the full involvement of ‘co-researchers’ in a real sense. The concept of 

phenomenology is where experience comes from the first person. The 

phenomenologist researcher is committed to understanding the phenomena 

from their own perspective (Bourma, 1993). The phenomenologist ensures 

that all co-researchers are involved – this was achieved in the focus group. 

The anti-positivist characterises the observer as realistic and involved—this 

is the process that has been chosen for this thesis in conjunction with the 

Community Corrections Project and the 2004 completed Custodial Review by 

CAYA International Consulting based in Canada.  
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Phenomenology studies organisations as experienced from the first-person 

or involved point of view, along with relevant conditions of experience. The 

central structure of an experience is its intentionality, the way it is directed 

through its content or meaning toward a certain object in the world. Everyone 

experiences various types of experience including perception, imagination, 

thought, emotion, desire, volition, and action. Thus, the domain of 

phenomenology is the range of experiences including these types (Stanford 

Encyclopedia of Philosophy, 2003).  

As this research targeted respondents who were actually involved in service 

deliver and held considerable experience and knowledge of the system this 

was considered to be the best approach. 

By contrast, the positivist paradigm is primarily influenced by the structure of 

questions and answers in simplifying quantitative data. The nominalist – 

positivist sees the world as objective relying on labels, names and concepts 

that frequently do not reflect reality in my view.  In a community development 

process this can be a difficult approach as a wider understanding of 

contextual issues and their inter-relationships is important.   This was not 

considered appropriate for this research. 

Overall, the complex nature of paradigms and the network of assumptions 

means that it is too simplistic to analyse critically each from the perspective 

of the other (see the Burrell and Morgan Radical Change Chart, 1979, 

p.397).   
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Burrell and Morgan (1979) also emphasises the subjective and objective 

considerations as applied to the theoretical domains of organisational 

analysis. The more subjective alternative paradigms to objective 

functionalism are related to interpretivism, structural change and critical 

theory and these favour qualitative approaches to research. They allow for a 

dynamic constructed reality (Easterby –Smith, et al 1991). 

Participant intervention and observations  

Participant observation has been a vital component in this project. It is 

defined (Taylor and Brogden, 1994): 

Research that involves social interaction between the researcher and 
informants in the milieu of the latter, during which data are 
systematically and unobtrusively collected (Taylor and Brogden, 1994). 

Taylor and Brogden (1994) were referring to this social interaction as being an 

important element to research outcomes. For this reason, the research uses 

interaction between all the staff participants and client stakeholders as keys to 

the eventual outcomes. 

Expressly, this research attempts to reflect the understanding of those 

interviewed (and my learning) in the delivery of such programs and how they 

can be improved. 
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3.3   Methodological Approaches 

The decision to adopt a qualitative process and methodology using process 

consulting and grounded theory and not an orthodox quantitative 

methodology requires an explanation.  

The following comparisons as described by Zuber-Skerritt (1994) and Dreier 

(1999) are relevant:  

• Quantitative researchers choose from a standardised set of data 

techniques and hypothesis testing and statistical methods vary little 

across the social sciences. Quantitative analysis is a highly developed 

process based on applied mathematics. By contrast, qualitative data 

analysis is less structured, more flexible and less standardised, 

although equally rigorous. Qualitative research can also be inductive, 

building from the data itself. Researchers rarely know the outcomes 

when they begin a study, nor can they usually predict any outcomes 

prior to the analysis; 

• Quantitative research does not usually reduce the information into a 

data set and analyse it until after all the data has been collected and it 

has been condensed into numbers. It is then the task to manipulate or 

study the data into data sets to see patterns and relationships. 

Researchers keep collecting data to test their hypothesis.  

• The early stage data collection often guides later collections in 

quantitative research. This is the antithesis of what action research 

aims to do. The outcome is not known until the research is complete.  
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• Quantitative researchers use numbers to represent empirical facts in 

order to test some form of abstract hypothesis that has variable abstract 

data. By contrast, qualitative researchers design new concepts and new 

ways of considering outcomes based on learning from within the 

emergent understanding of people, blending that with already known 

knowledge. 

• Quantitative researchers rely on statistical analysis to determine 

relationships between variables and elements in order to prove or not 

prove theories. This assumes that the researcher can rely on statistical 

relationships to measure social and ‘human’ issues – although this is 

not necessarily the case.  

• Numbers cannot accurately reflect human emotions and behaviour 

without further explanation.  

Qualitative researchers do not rely on testing a hypothesis using data 

manipulation techniques, although there is sometimes a flow-over to some 

statistical data. Qualitative research creates new concepts and theory by 

joining empirical evidence and abstract concepts.  

This can, and should, include demonstrations of findings based on non-

statistical evidence that builds a plausible theory or generalisation. 

It is important, in this form of research to note that human behaviour cannot 

always be reduced to numbers in order to attribute relationships and findings 

in the effort to discover a theory about ‘what is going on here’. 
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Action Research and Action learning 

Action Research 

Lewin started the ‘thinking’ of a change in the way research could take place 

and clearly challenged the paradigm of the day. Lewin, the originator of 

action research, clearly had a vision that many have embraced.  As Lewin 

conceived it in 1947, according to Dickens (1999) the process involved 

communal, participative ‘decision making’ and a commitment to 

improvement.   

The subject of action research methodology has then been debated for over 

60 years and this has been fundamental in its growing credibility.  Lewin 

developed his model to respond to problems perceived in social and 

community action.  It has not resulted into a unified theory for over half a 

century but is rather a set of principles and values.  

Organisational action research has only started to mature in relatively recent 

years (Dickens and Watkins, 1999). 

Action research has not evolved into a unified theory however its strength 

lies in its disparate definitions and characteristics enhancing real change and 

opportunity for people. Action research takes its ‘questions’ from many 

sources and there is no uniformly accepted definitive approach (Dickens, l. & 

Watkins, K., 1999).       
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The origins of action research are generally traced back to Kurt Lewin’s work 

in the 1940s (de Cock, 1994), especially in the relationship of the theory to 

practice.   

Action research has two aims – to bring about change or to investigate a 

change (actions), and to increase knowledge on the part of the researcher 

and the client (hopefully both). There are times that the only real means of 

imparting knowledge within the community is by way of stories (metaphor) 

because this is a way that ‘meaning’ is understood and rationalised. This 

technique has been used in the follow-up set of interviews and in the focus 

group. Co-researchers frequently utilised this process. 

This research used action research methodologies and in particular elements 

of grounded theory. Glaser and Strauss refer to this as the “discovery of 

theory from data systematically obtained from social research” (Glaser & 

Strauss, 1967).  Evidence is embedded in the data collection. 

 Zuber-Skerritt (1993) explains that action research is explicitly emergent 

rather than testing a hypothesis. It can be participatory in nature, targeting a 

multitude of outcomes including those that include a significant quantitative 

component.  

There are some important elements that affect this research and these are 

described below (Proust, 2004): 

• focuses on promoting successful outcomes; 
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• integrates programs with implementation from the onset; 

• uses internally defined goals and standards to define success; 

• uses (very importantly) the cycle of reflection, action, reflection and 

redirection and continued reflection and redirection with the 

development of longer term goals; 

• integrates new thinking within the learning organisation and encourages 

this for all participants; and 

• creates a safe place for discussion and real discourse. 

Practitioners who work with organisations and communities are attracted to 

action research methodologies as they also result in the community or 

organisation growing to meet its own needs.  

A significant issue associated with the methodology for action research is 

deciding where the starting points, the review points, the renewing of learning 

and then the looping cycles of further action and learning occur during the 

process of discovering theory.  

The comments of Dick (1997,1998) in his ‘occasional pieces’ series is 

relevant in the application of the methodology.  

Dick (1997) in his papers on choosing action research, has concerns that 

action research sits somewhere between the quantitative and qualitative 

continuum and in his words “Resistance sometimes takes the form of arguing 

that qualitative researchers need not be bound by the criteria by which 
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experimentalists judge their own work and that of their colleagues”. Dick 

continues to explain that this creates significant problems related to project 

design, methodology, closeness to the project and preciseness of the 

research question (Dick, 1998).  

The argument is that action research is best carried out by those without a 

‘closeness’ to the project and that this produces higher levels of learning. The 

researcher however, again according to Dick (1998), must “not be bound by 

the criteria that experimentalists judge their own work and that of their 

colleagues”. In this case, the “closeness” is there but it is balanced by a 

strong desire to undertake research that would result in real ‘on the ground’ 

improvements to service delivery. 

It is already known that action research is a methodology that has the dual 

aims of action and research involving all the parties. Many writers on the 

subject refer to it as a ‘spiral’ process, according to Dick (2004).  

This spiral of action, immersion, defining and revisiting, reviewing the 

process, learning and reinforcing the learning until a real understanding 

exists is part of the process. This is consistent with the ‘double-loop learning’ 

described by Argyris (1996) as the learning must address the governing 

variables which underly the actions as well.    

Some researchers of more orthodox research practices consider that action 

research is not valid or of sufficient rigour and therefore research outcomes 
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are frequently questioned as “unscientific”. This problem has reduced in 

recent years as more action research principles are being used for academic 

learning and more converts are demonstrating the rigour that is built into the 

reworking process as well as, importantly, the lasting effect on the project 

and the participants in particular.   

This can include grounded theory that Zuber-Skerritt (1993) explains is 

explicitly emergent from the data and not testing a hypothesis.  It can be 

participatory in nature, testing outcomes. Grounded theory begins with a 

research situation that needs understanding. The understanding usually 

comes from interviews, conversation and observation (Dick, 2005) 

Action research is more difficult to undertake than conventional research as it 

must challenge change variables in a ‘people sense’ as well as implement 

and evaluate outcomes. Dick (1997) explains this as having to ‘do’ change as 

well as ‘proposing’ the change.  

In action research, there is no straight line from a hypothesis to a 

confirmation or falsification as occurs in quantitative analysis – and it usually 

results in totally unexpected outcomes (see Figure 6). Unlike ‘positivist’ or 

hypothesis based research there is often no clear ‘question’ to the research.   
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Figure 5   Orthodox and Action Research 

 

1. Hypothesis to be proven or not proven – orthodox research. 

2. End thesis proven or falsified – orthodox research. 

3. Action research process research situation (action research) 

4. Outcome may not be the original planned event (action research). 

The process of action and research must converge on the rigour of the 

research and result, and in this case, from data emergent from the 

understanding of the co-researchers. Ongoing learning and research within 

the organisation is the aim and it must be spiral in nature for learning built 

into the organisation (Kolb, 1984). This means that every element of learning 

is tested and may result in a change to the original view that again must be 

tested for accuracy. 

Dick (2005) believes that some researchers consider that because 

observational data sometimes produces different results than interview data 

it does not infer that either type of data is invalid. This is because the two 

forms of data collection might collect different kinds of data. The researcher 

then tries to understand the significance of the differences. 

1 2 

3 
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Action Learning 

No cover of the literature and prior learning is complete without reference to 

the work of Professor Reg Revans. His formula for learning: “L = P & Q” in 

action learning is important and was utilised to result in a residual element of 

learning in the Correctional Services system once the research was 

complete.  

L is for learning (especially in small groups and also for individuals), P refers 

to programmed knowledge developed in classrooms, from texts and from 

rules, and Q is for questioning insight. Questioning insight is best gained in a 

reflective and looping cycle of revisiting with small groups reflecting on 

practice and acting on the reflections.  

The use of learning sets has worked, especially as it fully involves the co-

researchers whose views have been emergent in this research. This actually 

started to occur towards the end of the project from within the organisation 

and its co-researchers. 

This research is supported by Zuber-Skerritt’s (2005) model view that 

supports the following elements being considered simultaneously, when 

appropriate: 

• Learning and knowledge creation 

• Action learning: 

• Action research; 

• Organisational change; and 
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• Research outcomes generally.   

Given the comparatively unstructured approach that has been taken, the 

questioning of interviewees flowed freely until the second set of interviews 

twelve months after the first set, when the ‘questioning insight’ of Revans 

was included in drawing down on some occasions to the ‘un-discussable’ as 

he explained in 1991. The un-discussable are those matters that an 

individual feels unease in discussing with others. They are often taboo 

subjects or personal views that when withheld can impede improved 

understanding of a situation (Dick, 1997). 

It is important that the researcher’s observer status is independent yet also 

participatory, while trying not to impose personal views and values. This is 

particularly important in the observation of non-verbal communication.  

Dick (1999) describes action learning as a process of groups of people 

coming together to learn from each other and action research is a process by 

which change and understanding can be achieved at the same time.  Dick 

(1999) also states that there is confusion about the two processes and they 

can frequently overlap. 

The process of action learning incorporating change can have significant 

ramifications for organisations in a very positive sense through the 

empowerment of its staff. Primarily, the subject group or community and the 
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researcher become joint partners in the learning process and become 

dependent upon each other, with one not dominating the other.  

It removes the element of an ‘outside and imposed’ evaluation that frequently 

results in the outside expert consultant or researcher leaving no expertise 

behind after exiting.  

This research has, at its core, the study of the understanding of humans in 

the delivery of correctional services to other people who happen to be 

subject to court orders of supervision and also in working with colleagues.  

The success or otherwise of the interventions in the support of these 

offenders relies heavily on the skills and knowledge of these officers.  

Process Consultancy 

Schein (1987) explains the three primary types of consultancies as: 

• Purchase of outside expertise – where a so-called consultant ‘expert’ 

examines the operations of an organisation and makes 

recommendations to the management based on their understanding of 

the business or service delivery area. This model is effective when 

examining a system that is identical or similar to the system and 

background issues the ‘expert’ is familiar with. It is suited mainly to 

components of a service but not usually to the whole service or 

business because it is rare that all the issues affecting the service are 

identical. In this model the consulting ‘expert’ attempts to replicate a 

model that the consultant supports, often to the exclusion of other 
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alternatives. The view and beliefs of the ‘expert’ dominate in such a 

model;  

• The Doctor/Patient model – when management believes there is a 

‘problem’ and wants it fixed. It then engages a consultant (doctor) to 

examine the organisation (patient) and diagnose a problem (illness) and 

then to prescribe a solution or remedy. In this case there may be many 

symptoms but most usually only one remedy. This often results in a 

structural change replacing one structure with another without actually 

addressing the internal issues or knowledge/learning of those within the 

organisation. Frequently this solution (when in isolation of other related 

improvements) is to replace senior or key personnel and restructure the 

organisation, giving the impression of improvement and lasting change.  

This model depends on management understanding or even having a 

‘problem’ and the consultant’s accurate diagnosis given the symptoms 

and accurate patient (client) information provided by management and 

others who are consulted. It also depends greatly on the client’s 

acceptance of the diagnosis and the prescriptive recommendations.  

• The third of Schein’s models is that to do with Process consulting (PC) 

which can be linked to an action learning process from within the 

organisation. Schein defines this model: 

 PC is a set of activities on the part of the consultant that 
help the client to perceive, understand, and act upon the 
process event that occur in the client’s environment in order 
to improve the situation as defined by the client (Schein, 
1987, p.11). 

This process then builds from within and is not imposed from outside.  
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The CAYA report asserts that people within a system want to produce the 

best outcomes for the organisation and its clients (CAYA, 2004).  Rarely do 

they fail to see any need to improve or address matters of concern.  

Often they are so subsumed in heavy workloads, entrenched practices and 

imposed deadlines that the capacity to commit time and resources to these 

issues is extremely limited.  

The first two consulting models above are the ones most commonly used 

and sometimes there is a mix of them. These two models frequently result in 

the consultant entering or observing the organisation, ‘fixing the problem’ and 

leaving without any full engagement or learning from within the organisation 

that produces an ongoing learning people-focused system. In fact, most of 

the expertise usually leaves at the same time the consultant does.  

It is heavily consultant -reliant on the consultant and arguably, there is little 

long term benefit for the client organisation.  

The use of either of the first two models was not considered consistent with 

the approach to this research as it was important to retain the learning within 

the organisation.  

Even though the conventional models are the more favoured approaches to 

consultancies, the choice was to work with Community Corrections’ 

professional staff using process consulting to try to build a perpetuating 
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learning organisation that self improves and grows without any continuing 

intervention of ‘outside’ consultants.  

Grounded Theory 

The elements of grounded theory are important elements in this research 

because grounded theory primary confirming strategic elements have been 

applied in a realistic manner. An explanation of this is the purpose of this sub 

section. 

Glaser and Strauss (1967) believe that there are two major strategies for 

developing grounded theory.  These are theoretical sampling and constant 

comparative analysis.  

Theoretical Sampling 

Theoretical sampling is a process of collecting data that generates theory 

where the researcher collects, codes and analyses that data and determines 

what needs to be collected next in the confirmation or falsification of the 

emergent theory. This process is underpinned by the emerging theory at 

each stage.  

Being sufficiently sensitive to the data is important to the formulation of 

theory, as it must relate directly to the emergent theory. If not, the researcher 

could be at risk of using pre-conceived views and no longer see the 

emergent theory (Glaser and Strauss, 1967). 
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Glaser and Strauss (1967) stress the need to select other organisations to 

make a comparative analysis for purpose and relevance. In this research the 

education and health systems were relevant comparisons. In education it 

was classroom teachers and administrators and in the health system doctors 

and nurses. 

There are three issues to consider in theoretical sampling. These are when 

to stop (saturation is when nothing more can be gleaned), when to use a 

slice of data ensuring that the right data has been collected, and the depth of 

sampling that has to be considered. This refers to the most comprehensive 

coverage of the subject in order to build the best possible theory.  

This level of saturation was achieved with 40 to 50 per cent of all relevant 

staff.  The focus group view was that nothing more could be gained by 

increasing the original number of interviewees.  Saturation continued until it 

generated its own level of fullness and until the core categories emerged and 

that the researcher was satisfied that the categories and the emergent theory 

were justified with no more relevant data to be found. 

Constant Comparative Analysis  

Constant comparative analysis is a method utilised in the generation of 

reliable data (Glaser and Strauss, 1967). Constant comparative analysis 

includes accurate evidence, generalisation, concept specification and theory 

verification. This analysis aims to provide for: 
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• Accurate evidence. In order to verify evidence, data from other 

comparative elements of a similar nature is used to verify whether the 

initial data is correct. Although constant comparative analysis is not an 

end result in itself and is not completely accurate, it aids in determining 

whether data collections are generally reliable. In this research work, in 

the nursing and education professions are considered to be 

comparable. Action research methodologies would appear to be 

significantly utilised in these professions (Wheatley, 1997) and rarely 

used in the law and justice or finance and accounting areas where 

existing strategies, precedence and practice is not as innovative or 

challenging. These professions rely heavily on theory and legal 

precedence. 

• Generalisation in an empirical sense. This is about the 

generalisability of data collections and includes the capacity for the 

researcher to extend the theory to include related data to include ‘like’ 

services and industries reinforcing the principles and methodology 

utilised. The emergent theory in this research should have relevance to 

‘like’ services. 

• Concept specification. This research is limited by its own purposes. 

This means that this study is limited to this research question 

specifically. 

• Theory verification. Extending theory verification beyond basic 

hypothesis testing can result in building uniform and generalised theory 

under different conditions and can contribute to the grounded building of 
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theory. The principle always has to be the verification of the general 

theory within this non linear process. 

Following on from these two strategies there are components to ensure are 

addressed in the methodology. These are triangulation, generalisability, 

control and understanding. 

Triangulation  

Chadwick et al. (1984) defined triangulation as the search for consistency of 

findings from different observers, various instruments, method of 

observation, times, places and research situations. Comparative analysis 

was used to validate the data. In order to keep the bias to a minimum, 

triangulation was particularly helpful, especially in overcoming any 

deficiencies in listening and interpretive skills. As stated earlier, 22 original 

interviews, 11 follow-up interviews and a focus group were utilised. 

Questioning varied from open questions to metaphor seeking (where 

interviews told their stories by way of examples) and ultimately to the ‘what 

if’, ‘so what’ and ‘why’ questions.  

The “dialectic argument” of Dick (1992) about triangulation emphasises that 

the research should include having: 

• different informants; 

• different research settings; 

• the same informants responding to different questions that address the 

same questions from different directions; and 
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• information collected at different times. 

This provides triangulated conformation of the emergent theory. Branigan 

(2002) considers that the methods utilised in action research are “required to 

be flexible and responsive if they are to achieve both change and 

understanding”. This is based on using a number of methods. This research 

followed all of Dick and Branigan’s triangulation confirmation. 

Glaser and Strauss (1967) also consider that the four elements of 

generalisability, control, understanding and fit are essential to the building of 

grounded theory. All these elements will be addressed in the findings of the 

research. A short description of each follows.  

Generalisation (Generalisability) 

This is a process to ensure that the researcher considers all the events in the 

research such that the theory that emerges from the research is general 

enough to the whole of the problem considered and not focussed on an 

individual component. 

In real life situations the background circumstances are in a state of 

continuous change and using quantitative statistics alone risks an out of date 

or out of current context theory (Glaser and Strauss, 1967).  Quantitative 

methodologies are often inadequate when applied to more nebulous 

concepts, particularly in human relationships. 
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It is also believed that the generality of the emergent theory allows its 

application to other like human situations, such as the professions of nursing 

and teaching. Dick (1997) considered that  

if several studies in diverse settings give similar findings, this allows 
greater generalisability than a single study typically does. Similar actions 
may produce similar outcomes in different situations; this implies 
generalisability (Dick, 1997)  

Control  

This element refers to the capacity of the person or organisation to have 

sufficient capacity (control) over the theory to test its application.  The theory 

must have sufficient linked categories from the observed concepts to make 

its application appear reasonable (Glaser and Strauss, 1967). 

Understanding  

The real environment of a work area is relevant to how workers embrace a 

theory for organisational improvement. The theory must correspond 

substantially with the realities of the workplace in order for participants to 

embrace it. Given that the co-researchers are an integral component and 

primary data source in this research, their views contribute to the 

‘understanding’ criterion.  

The theory must be grounded in the emergent data and not reflect the views 

and values of the researcher. If it does reflect the observations, it is more 

likely to fit the research situation and be accepted by the workers in that 

area. 
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Issues and methodology to be addressed in this process 

It is essential that the researcher ensures that the research adequately 

addresses the following issues: 

• It is participatory involving the staff and managers not just concentrating 

on theory (Brown and Kaplan, 1981); 

• It must be co-operative in a process in which all parties contribute their 

expertise (Kemmis, 1983, & Peters and Robinson, 1984); 

• It should be a co-learning experience (Elden, 1986); 

• Systems improvement must be important through this process and 

planning to implement and establish evaluated interventions (Kemmis, 

1983); 

• It must be an empowering process for those participating (Elden, 1981); 

and 

• It must achieve a balance of acceptable boundaries between action 

research and action itself. 

This research is not a ‘review’ but inevitably it could be considered by some 

who will perceive it to be one. So be it – the ‘bottom line’ is program 

improvement and an acknowledgement of the effort of those within the 

system for ‘doing it better’ and learning from that ‘doing’.  

3.4   Justification of the Methodology for this Research 

This research developed an eclectic methodology suited to this thesis. This 

mixed process was utilised because it had a ‘welcoming’ set of interviewees, 
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although some of them felt threatened at times through the steps in the 

process.  

This combination of methodologies allowed me to: 

• use the existing administration system to support and encourage 

participation; 

• allow co-researchers and interviewees independence and freedom of 

responses; 

• seek regional and local responses; 

• ask interviewees to tell the truth without any adverse career implications 

as no specific interviewee could be linked to any particular comment; and 

• explain the process easily to the interviewees. 

The process of a qualitative study using action research has the capacity to 

embed into an organisation an ongoing learning process and given a 

sufficient number of ‘co-researchers’ that affords a significant opportunity in 

an organisation that has a human services focus.  This would not have been 

possible in a quantitative process as people services cannot always be 

captured adequately in those processes.   

Only and once immersed in the research did I realise that the decision to use 

data gathering and the interviewing elements of process consulting as 

described by Schein (1987) (in his discussion of structure versus process 

models), was the best one for this research.  
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The value of Dick’s insight  

Dick (2004) sums up the process that was used to discover the data: 

It is by being deliberate and intentional about this process that you can 
maximise your learning. At each of the steps you learn something. 
Sometimes you are recalling what you think you already understand. At 
other steps you are either confirming your previous learning or deciding 
from experience that your previous learning was inadequate. This is 
equivalent to what Gummesson (1991) refers to as to the “hermeneutic 
spiral”, where each turn of the spiral builds on the understanding of the 
previous turn (Dick, 2004)  

Engagement of co-researchers (people) in the process 

This section explains why action research tends also to be qualitative and 

participative. In quantitative research, the researcher has to give a fair amount 

of time and attention to the development of an appropriate metric or system of 

measurement. Therefore most times a researcher changes the research 

questions the researcher risks having to modify the quantitative process and 

validity.  Participation by people is better done with qualitative methods-this is 

the discovery element. Participation by the client group as informed sources of 

information (interviewees) provides a better chance of discovering what they 

know and you currently do not or might confirm your understanding (Dick, 

2004).  

Dick stated: 

People or in this case co-researchers are more likely to participate in full 
as equal partners if you relate to them on their own level and language 
(for instance, everyday English) than in numbers or technical language 
(Dick, 2004)  
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There is also some use of participatory action research, given the 

involvement of the participants. A view by Wadsworth (1998) is that  

in typical research there might be one or more ‘researchers’, there might 
be people who are ‘researched for’ – such as those who are to be 
informed or influenced by findings, or, at a more fundamental level, those 
who have a problem on which the research is to cast light (Wadsworth, 
1998)    

3.5  Ethical Considerations  

The Human Research Ethics Committee of Charles Darwin University 

approved the project’s research phase by Clearance Number H05008 dated 

19 May 2005. Given that no Indigenous clients were to be interviewed, the 

clearance did not require any other level of approval. 

In personal terms, I had to take into account a realisation that my own 

relationships needed to be respected and that those who agreed to be co-

researchers had to also be protected. A consent form, approved by the 

committee, together with a ‘plain English’ statement of the purpose of the 

research were supplied to each interviewee. A copy of the consent form is at 

Appendix 8.5. 

As the interviews were video taped each participant was assured that I would 

be the only person who would view the tapes (apart from themselves) and if 

they wished they could have their own tape returned after the research was 

complete. Otherwise the tape would be destroyed. 
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3.6  Conclusion 

The methodology utilised in this thesis is considered sound in that it should 

ensure that the data collected is in fact valid and that the theory emerges 

from the data. It utilises a mix of methodologies (process consulting, 

grounded theory and participatory action research). 

To sum up – what started as a process consulting interviewing exercise 

moved to analysing the data from a variety of sources using discovery 

elements of the grounded theory methodology and some further interaction 

with the co-researchers. Although not fully a grounded theory approach it is 

considered that it was sufficient to allow for the resultant theory to emerge 

from the data. 

The next chapter will explain the data collections and how this will feed to the 

data findings as well as how this research has found findings and builds to 

the emergent theory. 
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CHAPTER FOUR 
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4.0  METHODOLOGY—DATA COLLECTION 

4.1   Introduction  

This Chapter takes the principles outlined in the previous and literature 

methodology sections to the process stages of how this research actually 

occurred.  The Chapter starts with the process and its elements and then 

discusses the findings and emergent data in Chapter 5. 

The process that has been used builds upon elements of Chapter 3 in 

methodology and is the “how I did it” rather than “how everyone” else did it. 

This Chapter discusses what I did and how it was done. 

Firstly, it is important to explain how this research was done. 

4.2  Process 

Across the Spectrum of the Northern Territory 

Interviews were held in the individual workplaces in ten different locations 

across the Northern Territory that included videotaping which enabled non-

verbal observations to be recorded. These, when copied to VHS tapes 

allowed me to preview and prepare for the focus group and the second and 

for some a third round of interviews. 

The formal data gathering component of this research took place over a 12 

month period, with follow-up nearly 12 months later, a total of 2 years with a 

total of 5 years for the whole thesis. Although some inconsistencies existed 
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in the first round of interviews, these were clarified later in the focus group 

and follow-up interviews. 

The Data Collection - First Interviews 

Firstly, the eight members of my original Reference Group were interviewed 

using the basic questions listed in Appendix 9.2 and it was then decided to 

double the number of interviewees to sixteen to reflect the full diversity of 

service providers. As well, I considered it important to include six senior and 

experienced custodial managers as their view of linkages was equally 

valuable. Hence a total of 22 individual first stage interviews plus group 

sessions were held – a total of 55-60 hours of video taped stage one 

interviews.  

To add to this total number it was decided to involve management groups, 

bringing the total informants to more than forty per cent of those who work 

within or relate to Community Corrections in the Northern Territory in 2005 

and 2006. 

All interviews but one were videotaped and confidentiality agreements were 

offered and exchanged where requested (95 per cent wished agreements 

signed). All interviewees were guaranteed that none of their individual views 

would be provided to anyone else.  

The tapes were all copied to VHS and reviewed and open coded into 

responses resulting in the ‘themes’ that emerged from those interviews that 
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are used in this thesis and were the basis for the reflection in the focus 

group.  

I determined that it was important to observe and interview as many 

individuals as possible in the comfort zone of their workplace, as a number 

were concerned that they might say the ‘wrong thing’ and be subject to some 

form of discipline in the future. This concerned me and is addressed later in 

this research.  

Given that the researcher lived in Darwin it required travelled to the Tiwi 

Islands, Katherine, Tennant Creek, Alice Springs (twice) and Nhulunbuy to 

conduct the first stage interviews (see Figure 6).  

Interviews were also held within the Darwin and Alice Springs Correctional 

Centres and the Don Dale Juvenile Detention Centre. Second stage 

interviews were held a year later, again, in all the regional centres.   

This also permitted direct observation of the participants and is discussed in the 

findings. The total travelling distance for the interviews exceeded fourteen 

thousand kilometres, driving and flying. 
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Figure 6  Interviewees and locations 
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The Focus group 

A meeting was held with Community Corrections office managers and one 

significant ‘focus group’ was conducted. The focus group was held with 

eleven of the original interviewees as selected by Northern Territory 

Correctional Services’ management.  The purpose of the focus group was to 

reflect on the individual responses at interviews and to address the five 

original Terms of Reference into the ‘themes’ identified by my coding later in 

Chapter 5. 

The focus group meeting was videotaped and facilitated by Iain Summers, 

the former Auditor-General of the Northern Territory. Iain was chosen 

because of his enquiry skills and because he did not possess any 

preconceived attitude to Northern Territory Correctional Services or its 

services in terms of actual service delivery.  

The focus group did, in its last hour or two, get to the ‘un-discussable’ as 

described by Argyris (1980) and all participants were frank and open in their 

responses, even when they knew the camera was running. That was a very 

satisfying outcome.  

The focus group assisted in refining the five themes (in Chapter 5) from a 

mechanistic (simplistic) aspect to one more targeted at the emotions in 

relationships.  The focus group also contributed fundamentally to Figures 2 

and 3 of this research (see Chapter 1).  



- 83 - 

No interviewee has complained that any of their private views have become 

known to any other person – which is explicitly difficult in such a small sub-

set of respondents. 

As well, this process makes sense by asking those who actually do the work 

how processes can be improved and what will that mean to real outcomes. 

Workers are rarely asked (in any field of human endeavour) how their work 

can be improved and what ideas and strategies they have to do so.  

In the case of this research, it is considered that the primary stakeholder 

(Northern Territory Correctional Services) has a sufficient level of control of 

procedures ensuring that this research remained sanctioned and supported yet 

remained independent of management control.   

Following the focus group, a report was provided to Northern Territory 

Correctional Services that recommended 49 staff suggestions for 

consideration by the Northern Territory Correctional Service.  

A second and third round of interviews for reflection 

It was decided through questioning to use the second round and some third 

round interviews as the basis for confirming the findings of this research and 

to build on them with a further round of interviews of half the original 

interviewees. These interviews were not video taped but the interviewees 

viewed their 12 month previous interviews.  
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During the process of watching their previous interviews the second round 

interviewees were questioned about their previous comments in more depth.  

They were also asked to reflect upon the focus group’s discussions.  

Why, What and How 

The co-researchers were challenged in a way that tested their original 

interviews a year before, including the digging deeper ‘why’, ‘what’ and ‘how’ 

questions as Revans (1991) stated. They did this while viewing their own 

video taped first interviews. For most, it was their first reflection upon their 

own earlier stated views. 

This resulted in a total rethink of the original themes and moved from the 

mechanistic or simple open ended coding of simply listing and grouping the 

comments to the emotional and organisational aspects of the management of 

organisations utilising a more complex process of coding of categories that is 

known as axial coding as it is understood in Grounded Theory.  

Axial Coding is an extension of simply coding responses into categories that 

have linkages such as before and affect, how one links to the next, how one 

element affect the next and takes it beyond the mechanistic to the linked 

observations (Dick, 2007).  

The interviews totalled 55-60 hours of data and a further seven hours of the 

focus group.  In many cases, following our discussions, I showed the 

interviewees Professor Reg Revan’s video (1991) that explains his theory of 
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learning (L = P & Q: learning equals programmed knowledge and questioning 

insight). This aided their understanding of what I was actually trying to do.   

Questioning  

A questioning-type enquiry was used in the final stages. Asking things like 

‘what if’, ‘how do you feel about that’, ‘now what’, and allowing participants to 

story-tell led to open responses. I therefore encouraged the use of metaphor 

in the telling of experiences. These are some of those edited responses: 

• “When you ‘see the light come on’ in an offending client you get a 

feeling that something that you have done is actually working” 

• “When prisoners are treated like human beings with problems that need 

addressing instead of ‘crims that should be locked up and fed fish 

heads’ we can make a difference” 

• “Always commence a relationship with a new client developing mutual 

respect, trust, mutual obligation and understanding – it won’t work 

otherwise”  

This process then guided the research into categorising the original concepts 

and five themes (in Chapter 5) by rigorous coding into categories of like 

responses and all the videotapes were reviewed again in an effort to 

determine better linkages between the categories.  

This stage in my desire to ‘reflect and redirect’ resulted in further reflective 

interviews of about half of the original interviewees.   



- 86 - 

Approval from management was sought to revisit ten to twelve of the original 

interviewees. The task this time was much more specifically related to 

grounded theory in that the ‘themes’ were now replaced by the coding of 

responses.  

Those who participated in the third round of reflection were asked to watch 

their original tapes and be subject to questioning about the ‘why’, ‘where’ and 

‘how’ questions that were more intense later in the process.  

These questions resulted in more than the original mechanistic themes that 

stemmed from a shift from ‘open’ to ‘axial’ coding.  In this process, I revisited 

the original taped interviews and asked the ‘Q’ questions of questioning 

insight that Professor Reg Revans (1991), the ‘father of action learning’ had 

previously espoused.   

The use of storytelling (metaphors) of the interviewees was encouraged, as 

well as scenario setting because this enabled the interviewees to explain 

their own experiences. These included the specifics of “what if”, “so what”, 

“now what”, “how does this affect you personally” and “what have you learnt 

from the work”.  

Many interviewees chose to use these settings as a way of underpinning and 

supporting their views. Many were equally disappointed that the service did 

not engage quickly enough with the suggestions of staff in the original 

interview process.  
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The data collection commenced, as stated earlier, with 22 video taped 

interviews that were open coded into themes. These were conducted in the 

interviewees’ workplaces over a period of about six months. This phase of 

the research was for the purposes of the consulting stage of the project but it 

provided much of the data for this research.  

This was a technical approach that required a significant level of rethinking 

and better coding in order to arrive at the eventual theory. 

As described earlier a focus group of eleven of the original interviewees was 

later held in Darwin at which the original themes were discussed for a whole 

day.  Participants came from all over the Northern Territory and were 

representative again of gender, experience and a mix of urban and rural 

workplaces.  

This second set of interviews was arranged to be held again in their own 

workplaces. That required extensive travel, again, across the Northern 

Territory (see Figure 7). 

This was done so that a ‘continuing learning organisation’ might be 

constructed and eventually evolve within the Correctional Services 

organisation.  I was concerned that after concluding this research that the 

experience by so many of the staff would be positive and that they would 

themselves choose to continue to use a reflective process to produce 

ongoing improvements in service delivery based on their own experiences.  
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It also demonstrated the application of Kolb, Rubin & Osland’s (1984) theory 

of building a cycle of integration of theory, research and practice could assist 

the organisation in the future. 

The 49 suggestions from staff that are the focus of the original report have to 

be seen in the context of the original five themes and the original Terms of 

Reference (see 9.3).  These are suggestions included in this research for the 

consideration of Northern Territory Correctional Services as the practical 

application of this research. More than two thirds of these have already been 

actioned and this is discussed in Chapter 6. The staff suggestions are a 

practical approach to ‘making change happen’ in collaboration with their 

custodial colleagues.  

In Chapter 6, this research will link the original research issue to the findings. 

Community Corrections Officers seek a much higher level of relationship with 

their custodial colleagues and a greater shared responsibility for case 

management of sentences so that a whole of sentence plan is the foremost 

priority.   

It is the intention to review this as soon as possible with the management of 

Northern Territory Correctional Services in the context of the overall research 

after this research is concluded.  
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Communication  

Non-verbal communication and the personal views of the social actors (co-

researchers) were vital in building the findings to this research. The non-

verbal communication included eye contact, hand movement, general 

demeanour and openness of posture.  Some of those interviewed in the 

second round of interviews were surprised by their hesitant response to 

questioning – two actually apologised for their (apparent) non-cooperation. 

After some discussion they realised that it was not so much as non-

cooperation but the uniqueness of this research.  They were not used to 

being asked their views about their work. 

Many co-researchers chose (at the second and third reflection stages) to use 

stories (metaphor) to explain their understandings and to express their views. 

This was particularly important as it enabled co-researchers to explain with 

examples their personal views of issues and relationships. About half the co-

researchers have asked for their tapes. This is interesting in itself as it could 

mean they wanted to ensure that no one else ever got to view their tape.  

This means that the interviewees wished to revisit their own tape later in life 

and reflect about their previous views.  

Figure 7 depicts in a bottom up process the phases of this research: the 

move from the process consulting data collection to grounded theory data 

generation and reflection, linkages and emergent theory. This reflects a 

Community Development approach.  Figure 8 shows the process used for 

the whole of this research from its inception.   
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The data analysis is explained in the next Chapter but a basic précis is 

described here (and it starts from the basic views of respondents): 

• Start with raw data - write down from video interviews; 

• Link data into concepts as explained by respondents; 

• How does data collection into themes that are logical and identified by 

respondents?; 

• See how one links with another and group accordingly – don’t make 

assumptions – use the respondents views; 

• Produce themes that directly relate to respondent’s views; and 

• Generates theory based upon themes from respondent’s views. 
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Generating Theory and Conclusion 

Linkages between categories 

Categorisations and Groupings 

Key Concepts and Stage One 

Reflection and refinement by second round II interviews 

Themed testing and reflection focus 

group 

Build five original themes Initial 22 Interviews 

Situational Problem 

and issue of study 

Staff 

suggestions 

Appendix 

9.3 

Figure 7   Bottom-up process of research 
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Figure 8 Project process for interviews 
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The findings in this Chapter are discussed in Chapter 5. There is a statement 

that will be discussed in Chapter 5 that needs to be stated here. 

These are not the findings independently of the researcher – they are the 

coded responses of all the respondents over a three to four year period and 

after a series of interviews and a focus group. 

The staff ‘own’ these views and the researcher has guaranteed that each 

respondent will receive their taped interview back and at no time will any one 

person be personally identified. 

Chapter 5 summarises the findings. 
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CHAPTER FIVE 
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5.0 FINDINGS 

5.1 Grouping the data 

The next section takes the data collection and process of this research to the 

findings of the five themes and then to resultant groupings and emergent 

theory. The findings were arrived at by: 

• listing all the key words from informants; 

• grouping the key words into categories; 

• coding the key words into themes; and 

• linking the categories and themes to identify the main concepts and 

issues that produce the emergent theory from the data. 

After many pages of rough drawings and lines drawn over pages (as part of 

the coding process), the real outcomes of this research became clearer and 

were so basic that I completely missed them in the initial open coding and in 

my earlier report to Northern Territory Correctional Services. These were 

grouped into themes and open coded (see discussion below).  

5.2   Data Themes 

This section commences with a discussion on each theme and its important 

elements and then moves to the grouping stages that have been referred to 

as Stage One, Groupings and Links. 

Original themes  

There are five central themes that address the original four Terms of 

Reference (ToR) provided by Northern Territory Correctional Services and 
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agreed to by the ‘problem owner’. These form the basis of this further work. 

These ‘themes’ emerged during the original interview processes, follow-up 

interviews, group discussions, a focus group and other discussions with 

senior staff and reflection of the interview outcomes by the principal and 

original focus group. The five original themes (they do overlap - they are not 

mutually exclusive) that emerged through the first stage of this process were: 

• Public perceptions and understandings of the role and purpose of 

Community Corrections; 

• Working closer with other components of the corrections family / team; 

• Building the strengths and skills within Community Corrections; 

• Engaging with the community; and 

• Paperwork, structure and administration. 

The above five general themes were reconstructed over the further research 

steps and were improved by a more efficient coding system into a better set 

of themes. These were less mechanistic (general and technical) and more 

holistic than the original five themes.  

The data analysis has resulted in sets of concepts and categories under the 

five themes. This sub chapter brings together the key words and concepts 

from the interviews. These are: 

• Understanding What We Do; 

• A United Team; 

• Building Our Capacity; 
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• Community Links and Engagement; and 

• Governance and Administration. 

Linking the Themes  

These themes better linked with the final coding and formed a considerable 

part of my own learning through the important reflection and re-direction 

process. Each of these final five themes has a list of outcomes expressed 

that were grouped to build the emergent, inductive theory (see below).  

They emerged from within the system and did not result from any external or 

imposed views.  

Reviewing the data 

A review of the 30 tapes of the 55-60 hours of interviews and the focus 

group, identified these broad concepts (statements/comments) across all five 

themes: 

• Talking / communicating – verbal and non verbal; 

• Being in a public service and not in a non profit sector – having to 

conform with policy; 

• Educating the public and clients; 

• Identity, compassion, honesty and image; 

• Communications strategy; 

• Volunteers are valuable but not valued; 

• How do we inform people of what we do; 
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• Use of people, positioning of people; 

• Co-training, in-service work and co-working; 

• Not enough resources; 

• Respect and trust  (stated continuously); 

• Applying blame and covering one’s actions to counter accusations of 

non performance – too much stress and understanding it is difficult to 

determine; 

• One failure of client supervision outweighs two hundred successful 

outcomes; 

• Skills needs and current skills not recognised – life skills not 

recognised; 

• Staff criticised and not given credit or specialist training; 

• Short term contracts associated considered to be associated with no 

respect for more commitment by staff; 

• Commitment to remote areas – doing ‘business out bush’ – no 

recognition of difficulties; 

• Political interference at local levels and no independence – too many 

rules; 

• Privacy issues particularly in remote communities; 

• Community needs ignored against Government priorities; 

• Line control changes too frequently; 

• Head Office plays too many secrets; 

• Career paths are non existent; 

• Too many proscriptions and rules that confine innovation and challenge; 
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• Programs’ capacity: not just about client supervision – not enough 

capacity to keep people out of prison; and 

• Too much focus is on locking people up and not enough emphasis on 

keeping people out of prison. 

Any reader of this thesis should not assume that all co-researchers have 

espoused all the views expressed in this thesis or any particular position. 

They are simply a list of the concepts and suggestions that have come from 

the staff, grouped prior to categorisation. They do, however, demonstrate the 

depth and complexity of staff views and their consideration of the issues. 

5.3    Data Findings and Discussion  

Let us now look at the categorisations and re-groupings.  The initial 

categories or groupings of the co-researchers view are listed in the five 

themes under the Patterns of Findings (see below). The  original open coding 

suggested that the outcome of this research would relate solely to a lack of 

resources, some issues of inconsistent management practices, staff skills, 

risk management and generally be mechanistic and administrative. Further 

coding led in other directions. 

This research sought a way to describe the findings from this process and 

especially how to demonstrate them to others. Once a set of themes was 

decided upon; that started with the five themes emergent from the second 

round of interviews. The grounded theory methodology then took over.  
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Themes and Linkages 

To demonstrate the findings of this thesis it was decided to describe them 

under the five themes and then into an amalgamated register that describes 

the emergent ‘theory’. As stated previously these five focused themes were 

reconstructed over the second and third research steps and further coding 

into appropriate themes.  

They are: 

• Understanding What We Do; 

• A United Team; 

• Building Our Capacity; 

• Community Links and Engagement; and 

• Governance and Engagement/Administration. 

Each of the next five sub-sections describes the interview outcomes for each 

of the themes and then into the final cross evaluation and theory 

development as a conclusion to this study. 

The five themes that follow (5.3.1 to 5.3.5) utilises an advanced coding 

process and links all concepts and ‘like’ categories and includes a listing of 

key words used for each. 

How the themes are organised  

Each of the five themes starts with the keywords gleaned from the interviews. 

These are then grouped into what is referred to as the ‘Being’. This is stage 
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one in the first or left hand column. The second or middle column is the 

categories that were developed by linking the elements in the first column 

into ‘like’ areas of purposes and reasons behind the keywords and the 

‘Being’ stage.  

The third or right hand column titled ‘Links’ are the outcomes that emerged in 

the process of undertaking the coding and linkages.  

Following the five themes in (Figure 14) is a table that ‘counted’ the third 

column links into, essentially three specific outcomes of the five themes.  

5.3.1 Theme One -  Understanding What We Do 

Theme One – specific words statements by informants 

• Public education is important; 

• Schools should be contacted and engaged; 

• Community groups must be consulted and listened to; 

• Volunteers are important; 

• Victims’ groups must not be ignored and must be consulted; 

• How do we let them know what we do and why we do it? 

• Nearly all inmates will be in the community sooner or later; 

• A corporate identity is important; 

• We need respect for what we try to do so that we feel valued; 

• A communications strategy is vital; and 
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• Most people have said the public do not know what we do – how do we 

change that? 

In Theme One (Understanding What We Do), the research found that 

generally people within Northern Territory Correctional Services had only a 

basic understanding of the other arms of the service. Frequently those in 

Custodial Services did not recognise that the same offenders were clients of 

both arms.  There was also a view that the two arms of the service did not 

need to work together and that there were different outcomes. (see Figure 9). 

 

Figure 9 Understanding what we do 

Being (stage one) Categories  Links 

Talking / 
Communicating 
 
 
Communications 
Strategy  
 
 
Being in the Service 
 
 
Public Education 
 
 
 
Identity 
 
 
 
 
Volunteers 
 
 

Community Safety 
 
 
 
 
Educating and 
Supervising Offenders 
 
 
 
Linking with Community 
 
 
 
 
 
 
 
Being United 
 
 
 
 

Community 
Engagement 
 
 
 
 
Local Needs 
 
 
 
 
 
Respect for local people 
and culture 
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How do we inform 
people 
 
 
 
 
What is the problem 
 

 
 
 
 
Being Skilled 

 
Respect for self and 
others 

 

It was also very clear that officers within the service, particularly Community 

Corrections staff, did not believe that the wider community had an 

appreciation of what they did and the complexities associated with their work. 

It was very clear that issues of public safety were seen to be of high 

importance to both custodial and Community Corrections staff and that the 

community deserved a greater understanding of this view. This could affect 

the standing and status of employees within the wider community. 

5.3.2   Theme two - A United Team 

Theme Two – specific word statements by informants 

• Programs – how do we build a ‘seamless service’ and why? 

• People placements (positioning versus placing); 

• Exchanges of staff – they are important; 

• One on One staff links and sharing responsibility; 

• Co-training between service branches is important and builds 

understanding and trust; 

• Travel out bush together to develop understanding; 
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• Senior/ middle/other staff sessions; 

• ‘Get togethers’ in a social and work environment; 

• Volunteers and community links; 

• Respect and professional regard between sections developed by 

sharing tasks; 

• Juveniles and adults within individual families are important as 

frequently members within families are clients at the same time; 

• Let’s talk with each other and not at each other; and 

• How do we not apply blame for failures? 

See Figure 10 

Figure 10  A United Team 

Stage One   Categories  Links 

Use of people 
 
Positioning people 
 
Co-training 
 
Co-working 
 
In-service 
 
Not enough resources  
 
Respect 
 
 
Applying blame 
 
 
Covering arse 
 

Seamless Services 
 
 
 
 
 
 
Training and Learning 
Together – working 
together 
 
 
 
 
 
Resourcing 
 
Respect each others 
part in the Service 
 

 
Positioning 
 
 
 
 
 
 
 
Resourcing joint 
projects 
 
 
 
 
 
 
 
Respect 
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Identity 
 
 
Image 
 
 

 
Permitting individuality 
and encouraging 
responsibility 
 
Accepting Roles 

 
 
 
 
Identity 

 

In Theme Two (A United Team), the research found that there is currently not 

a unified team of custodial and Community Corrections staff and in fact there 

appears to be significant conflict in the views and self perception of staff. This 

level of conflict can affect overall long term outcomes. 

In the views of staff during the interview phase levels of distrust became very 

clear. Cynical comments such as ‘care bears’ for Community Corrections 

officers and ‘jackboots’ for prison officers occurred frequently in the 

comments of some respondents.  

There has clearly been a change in the working relationships from the more 

unified system of the early 1990s that can be supported by the longer serving 

staff interviewed. This needs to be rectified and some of the staff 

suggestions, if implemented, will address this.  

There are issues also associated with blame, identity and co-training along 

with a better sharing of information and cross fertilisation of ideas and 

workload that will also enhance greater co-operation. 



- 106 - 

5.3.3 Theme 3:  Building our Capacity 

Theme Three - specific words statements by informants 

• Staff skills – do we need to target a percentage of staff to have formal 

tertiary or technical qualifications – why? Is that to do with the change in 

the client profile?; 

• Interviewees say that the strength of Community Corrections is their 

staff skills and capacity; 

• Intensive Supervision teams for the toughest client challenges should 

be considered; 

• Respect, integrity and honesty have to be maintained and are keys; 

• What do life skills add to the job – we must be realistic; 

• Some people have questioned the contracting of staff – what are the 

minimums and why? 

• How do Community Corrections staff make case management 

decisions – some interviewees stress the need to have a technical base 

to their decisions; and 

• Improve interpreter usage and not just use existing clients/prisoners in 

all cases where English is a second language.  

See Figure 11 
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Figure 11 Building Our Capacity 

Stage One   Categories  Links 

Need Skills 
 
 
Current Skills not 
recognised always 
 
 
Staff not given credit 
only 
criticism sometimes 
 
 
Integrity and 
compassion 
 
 
Honesty 
 
 
Importance of Life Skills  
 
 
Training insufficient 
 
 
Specialist training 
 
 
Understanding the 
stress in the working 
environment 
 

 
Skills insufficient 
 
 
 
 
 
 
Staff not respected 
 
 
 
 
 
Integrity 
 
 
 
 
 
Training 
 
 
 
 
 
Knowledge and 
understanding our 
capacity 

 
Management and 
Leadership 
 
 
 
 
 
 
Respect and Honesty 
 
 
 
 
 
 
 
 
Training 
 
 
 
 
 
 
 
 
Knowledge 
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In Theme Three (Building Our Capacity) some of the same issues that 

emerged in theme two were replicated.  

Co-researchers believed that their training was insufficient and should be 

more frequently done in teams of both custodial and Community Corrections 

staff. Both arms of the service believe that this will enhance co-operation and 

the sharing of values and an increase in understanding of roles and the cross 

fertilisation of ideas. 

The principal issues of trust and respect build towards a ‘one service’ in the 

view of interviewees. The sharing of tasks and workload in each other’s 

workplace will enhance this. 

5.3.4  Theme 4: Community Links and Engagement 

Theme Four – specific words statements by informants 

• Staff placements, mentoring and building capacity in communities; 

• Aboriginal Community Corrections Officers and their training and 

support to Regional Aboriginal Probation and Parole Officers; 

• Is there a community development role? What are the links to Stronger 

Regions Strategy and the work of other parts of the Department of 

Justice and the other agencies such as the Department of Community 

Development, Sports and Cultural Affairs; 

• Privacy Issues associated within respecting an individual’s rights; 
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• Community engagement is considered to be the most important 

element for the success of Community Corrections; 

• Doing business ‘out bush’ is difficult, different and resource intensive; 

• Prisoner programs and Community Corrections Program Teams 

working together in long term initiatives crossing custodial and 

community supervision boundaries;  

• Law and Justice Planning in conjunction with the Office of Crime 

Prevention; How much does ‘paperwork’ interfere with engaging with 

the community; 

• How do we get more time out bush – should we; and 

• Language and Cross Cultural training is very important. 

See Figure 12. 
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Figure 12   Community links and engagement  

Stage One   Categories  Links 

Commitment to remote 
areas 
 
Political interference 
 
 
Positioning People 
 
 
‘Doing Business out 
bush’ in communities 
 
 
Use of short term 
employment contracts 
 
 
Cross Cultural 
understanding – not 
understanding ‘bush’ 
needs 
 
 
No Independence 
 
Privacy Issues versus 
Community contacts 
 
Community needs 
ignored 

Resourcing 
 
 
 
 
 
 
Commitment to long 
term employment 
contracts 
 
 
 
 
 
 
 
 
Community Linkages 
 
 
 
 
 
 
Respecting staff 
commitments 
 
 
 

Employment conditions 
(excluding salary) 
 
 
 
 
 
 
 
 
 
 
 
 
Working with 
communities to achieve 
long term outcomes 
 
 
 
 
 
 
 
 
Relationships between 
people linked to 
Respect 

  

In Theme Four (Community Links and Engagement) there was general 

agreement on how this can be achieved although, there was a better 

understanding by Community Corrections Officers. This is understandable, 

given the working environment and greater community ties and contact that 

currently exists. It was clear that some custodial staff do not have an 
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accurate understanding of the home community environment where many 

prisoners come from. In many cases the media view was the only one that 

was understood.  

In mid 2006, the media comments of some Commonwealth and Northern 

Territory politicians reinforced the existing views of some custodial officers 

that all Indigenous male prisoners are substance abusing violent offenders 

who repeatedly assault their partners and other women and children. 

Statistics produced by Northern Territory Correctional Services and 

published by the Department of Justice’s Office of Crime Prevention (2007) 

show that non violent (and particularly driving offences) crime contributes 

more than 30 per cent of all Indigenous offending.  

This is a case for the creation of structured intensive supervision and a 

system of compliance reporting where the resources target those offenders 

who are in the most need of supervision and support. Good and relevant 

cross-cultural training was stressed by nearly all as being of benefit. It was 

also the view of many co-researchers that more officers should be based 

within those communities in crisis to assist them to work through their internal 

issues. 
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5.3.5 Theme 5:   Governance and Engagement 

Theme Five - specific word statements by informants 

• Reports, Pre-Sentence and Parole Board reports – let’s explore who 

should prepare and manage and why; 

• Is the current Community Corrections Structure working – should the 

Director of Community Corrections have equal status to the Director of 

Custodial Services – the custodial people interviewed also think so; 

• Should there be a programs unit in Community Corrections; 

• Should Community Corrections staff be trained in program delivery – 

existing procedures; 

• How do we link to the ‘Living Units’ development in prisons and the 

other elements of the custodial review (needs staff to know the review 

outcomes); 

• Are there management issues that need consideration – line control;  

• Intensive supervision versus compliance reporting – is there a capacity 

for a team approach at least in the more major centres;  

• Trust and respect for base grade staff and for regional operations 

generally is not valued and is over controlled by senior management in 

Head Office. 

See Figure 13 
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Figure 13  Governance and engagement  

Stage One   Categories   Links 

Covering Arse 
 
 
Staff Support 
 
 
 
Line Control Changes 
too often 
 
Secrets in Head Office 
 
 
Career path is non 
existent 
 
Too Many Proscriptions 
and rules 
 
Programs not just 
supervision 
 
Insufficient Resources 
for the tasks – 
restrictions about 
engaging with 
communities related 
only to supervision and 
Court needs 
 
Prisons get everything 
 

 
Trust and Respect 
 
 
 
Service Delivery 
 
 
 
 
Management Risk 
Adverse 
 
 
 
 
No Independence or 
Empowerment 
 
 
 
Field workers not 
trusted 
 
 
 
 
 
Resourcing 

 
 
Poor Leadership and 
Management in the past 
– No Respect for skills 
 
 
 
 
 
 
No Career Path – staff 
being used not 
respected 
 
 
 
 
 
 
 
 
 
Field Programs needed 
 
 
 
Resourcing 

 

In Theme Five (Governance and Administration/Engagement) the research 

found that a lack of empowerment is a major problem, with too many people 

not willing to take calculated risks within their work place. There was a view 



- 114 - 

that Head Office managers did not trust them to use judgement and 

independent action within agreed and fixed parameters. 

It was also a clear view that Community Corrections was significantly under-

resourced given that it works with the same people (generally) as those in 

custodial environments.  

This issue was obviously stronger within Community Corrections than 

custodial staff and has resulted in management restricting community 

engagement to direct client supervision only.  

It was also viewed by Community Corrections officers that a career path was 

virtually non-existent and that community based staff did not have the access 

to programs that their clients needed in order to address their offending 

behaviour.  A view was also expressed that too much use of short-term 

contracts has led to a lack of a shared vision, commitment and, importantly, 

continuing corporate knowledge.  
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A Summary View of the Five Themes into a Conclusion  

A generalised list of the views of respondents following the interviews and 

the focus group is noted here in theme order.  It is not included in the 

appendix related to staff suggestions as it adds to the findings in this 

research demonstrating a real commitment by staff to service delivery issues. 

Each of the eventual five themes has a series of elements building from the 

open coding to categorisations and axial coding and these build into an 

overall theory related to human relationships.  

The practical application of all five themes, as stated previously, includes a 

suggested restructuring provision for Community Corrections. (see Appendix 

9.3) 

How it all fits together based on themes 

This sub-chapter outlines the categorisation of the important thematic 

linkages based on the input of co-researchers. It will be discussed more fully 

in the following chapter and the conclusion. It is clear, however, that the 

emotional aspects of ‘respect and trust’ are a very major consideration. This 

has a very significant impact on organisational change and improvement. 

This stage was easier than the earlier two stages as the categorisation and 

coding of the keywords and concepts produced well defined links. Working 

through those links and joining up like views produced three clear groups 
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(see shaded section of Figure 14).  Tallying the links into those groups is a 

matter of judgement, but the groupings are self identifying and clear. 

The elements of trust and respect in relationships in these particular 

workplaces were overwhelmingly higher than the other two groupings 

(employment-conditions / workskills) and (resourcing / management   

leadership). As in much of this qualitative work there can be overlapping 

groupings: for example, management issues related to delegation of 

responsibility and empowerment and permitting independent judgement by 

workers in the system.   

Figure 14 Scoring of findings  

Cross Score   Groupings of Links  

XX Community Engagement and Local Needs 

XX Respect for local people and culture 

XX Respect for Self and Others especially colleagues 

X Positioning our People 

XX Resourcing  

X Respect for Identity and Image 

XX Management and Leadership 

XX Respect and Honesty 

XX Knowledge of work skills 

X Employment Conditions – Career Path 

XXXXXXXX ALL RESPECT RELATED LINKS INCLUDING 
COMMUNITY LINKS ASSOCIATED WITH 
COMMUNITY ENGAGEMENT 

XXX EMPLOYMENT CONDITIONS, LOCATIONS AND 
WORK SKILLS 

XXXX RESOURCING AND MANAGEMENT INCLUDING 
LEADERSHIP 
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5.4   Conclusion of Findings 

This process has been a meandering journey, but this research has ended 

up with a significant conclusion especially as it relates directly to the feelings 

and beliefs of those at the ‘coal face’ of the work place.  

It is important to note that this process has been very exhaustive given the 

number of co-researchers and their widely differing knowledge and 

experience. The process has taken many years and unfortunately the 

turnover of people, as is normal in the Northern Territory Public Service, has 

been high. 

The research has resulted in a return to basics. Sometimes it is easy to 

forget the fundamentals of human relationships that are founded in respect 

and trust. This emerged in this research while trying to discover reasons for 

the specific issues associated with the original research question. It should 

have significant implications for future research in how we build and manage 

people-related agencies. 

It was interesting in the interview phases of this research (and the later focus 

group) that it became apparent that some interviewees realised that what 

they had said they did was not actually what they did.   

This project deals with the feelings (values), knowledge and actions of 

correctional professionals and in the true spirit of action research I had to 
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immerse myself in the process as much as possible. Doing this increased the 

trust levels and enabled the real behaviours to be explored. 

Initially, it was necessary to study the Correctional Services system with what 

appeared to those within the system to be a review of the system – although 

it was never intended to be so in process. It excited Community Corrections 

staff, some of whom had expectations far beyond what I could deliver as a 

researcher without a management role within the organisation. 

Support to the findings 

The findings were surprising to say the least. The nursing and teaching 

professions are similar to the delivery of Community Corrections as they 

have a similar basis in servicing people. The work of Spence-Laschinger and 

Finegan (2005), Mintzberg (2005) and Wheatley (2004) have been helpful in 

re-focussing on the real issues that have evolved from this research. Their 

work is directly relevant to this research and supports its findings – that 

human services systems should not be mechanistic.  

Support to findings: Spence-Laschinger and Finegan 

In addressing critical issues in the nursing profession Spence-Laschinger 

and Finegan (2005) believe that: 

• Pressures such as downsizing, resource constraints, and 
strained interdisciplinary relationships challenge the sense of 
stability of the work environment for nurses; 

• The authors evaluated the effects of employee empowerment on 
perceptions of organisational justice, respect, and trust in 
management; 
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• The authors hypothesised that job satisfaction and organisational 
commitment ultimately benefit from efforts to improve employees’ 
perception of empowerment; 

• Study results of two hundred and seventy three medical, critical 
care and surgical nurses revealed that structural empowerment 
had a direct effect on interactional justice, respect and 
organisational trust; 

• Similarly, empowerment had a cascading effect on organisational 
trust, job satisfaction, and organisational commitment; and lastly 

• The pivotal role and importance of the (nurse) manager (or any 
manager other – my words), in creating and maintaining trust with 
staff is reinforced by this research. (Spence-Laschinger and 
Finegan, 2005)  

 

Their research highlighted a number of similar environments that are worth 

noting:  

Creating and sustaining trust throughout the organisation was identified 
as a critically important leader activity … 

Moreover, they feel that physicians and management staff do not 
respect them or their work … 

This lack of respect is manifested in several ways, including the 
manner in which management communicates important organisational 
decisions and the failure to address concerns expressed by nurses 
about the implications of these decisions.    (Spence-Laschinger and 
Finegan, 2005) 

 

Lastly, and most importantly, the summary of their work is also directly 

relevant to this research although it is related to the nursing profession: 

Perceived lack of trust and respect in the work environment has 
detrimental effects on both the organisation and employees.  

Employees who are distrustful are less likely to contribute to 
organisational goals and activities to the same degree as those who 
experience high levels of trust in their organisation. 

An important strategy for increasing recruitment and retention of nurses 
will be to create work environments that manifest justice, trust and 
respect and thereby facilitate professional nursing practice  

(Spence-Laschinger and Finegan, 2005).  

This nursing experience matches the findings from the interviews in this 

research and can be applied to Community Corrections Officers as the 
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issues of the capacity to work together to achieve case management 

outcomes are similar. 

Support to the findings - Wheatley 

Finally, there are some comments from Wheatley (1997) that summarise 

and support the findings that are relevant: 

People organise together to accomplish more, not less. Behind every 
organising impulse is a realisation that by joining with others we can 
accomplish something important that we could not accomplish alone. 
And this impulse to accomplish more is not only true of humans, but is 
found in all living systems. Every living thing seeks to create a world in 
which it can thrive. It does this by creating systems of relationships 
where all members of the system benefit from their connections…. and 
later organisation is a naturally occurring phenomenon. The world 
seeks organisation, and seeks its own effectiveness. And so do the 
people in our organisations. 

Whenever we look at organisations as machines and deny the self-
organising capacity in our midst, we, as leaders attempt to change 
these systems from the outside in. We hope to change our organisation 
by tinkering with the incentives, reshuffling the pieces, changing a part, 
or retraining a colleague or group. But these efforts are doomed to fail, 
and nothing will make them work. What is required is a shift in how we 
think about organising. (Wheatley, 1997, pp. 21-28) 

Wheatley (2004) also said: 

To lead in a self-organising system, we have to ask ourselves, “How 
much trust do I really have in the people who work here? Have they 
demonstrated any of these self organising behaviours?  

This question of trust leads to a moment of deep reflection for any 
leader…. Does the leader believe that his or her vision is required to 
energise the whole company? …does the organisation keep imposing 
new designs and plans and avoid real participation like the plague…  

It’s also notable that when we engage in meaningful conversations as 
an organisation, and when we engage our customers, suppliers, 
community and regulators in these conversations, that everything 
changes. People develop new levels of trust that show up as more 
levels of trust and more forgiveness (Wheatley, 2004, pp.29-33). 

It is worth noting that current workers in the Community Corrections system 

did not give a detrimental view, generally, about conditions of service, salary 
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or other conditions of service – they were more concerned about having to 

‘cover one’s behaviour’ and getting on with client supervision.  

The thrust of Spence-Laschenger and Finegan (2005), Mintzberg (2005) and 

Wheatley’s work in 2004 is clearly related toward human relationships and 

supports the findings of this research that respect and trust need to be 

embedded in human organisational relationships, particularly in human 

services organisations. 

The importance of this research transcends management philosophies-in-

use within the public service hierarchy that focus on the local initiatives and 

moves it more towards empowerment, trust, independence of action and 

respect.  This is particularly important high control disciplined services and 

those with significant political elements. 

This project has in its uniqueness, the use of this methodology for learning 

within a particular local context; Northern Territory Correctional Services. 

Although the use such processes is widespread within organisations it has 

not been accepted as important within Correctional Services. In this 

particular organisation, at the time of this research, the realisation of the 

importance of trust and respect was not considered to be relevant to the 

desired outcomes of community engagement and service delivery. This is 

further addressed in the concluding Chapter 7. 
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The authority and hierarchical structures of the public sector domain need to 

be ‘opened up’, allowing for human relationships to flourish and encouraged 

as a significant facilitator for service delivery improvement. 

5.5  Summary 

In the case of this research the end result was different from what was 

expected, as well as enlightening, especially as it reflected the open minds of 

the co-researchers.  It is important to acknowledge that from this research 

the respondents have: 

• Seen that working together across the service is important but foreign 

in that it does not happen as much as it should; 

• A belief that the culture of the NT Public Sector permits this disparity 

of views; 

• People see as critical improvements in service delivery to re-invigorate 

the growth and maturity elements of NT Correctional Services and to 

move forward.  

The findings in this Chapter have emerged from the process of this research 

and are confirmed by other researchers in their own fields. 

The next Chapter will discuss how this research has significant conclusions 

and implications. It also discusses the learning experienced by the 

organisation and myself. It attempts to bring together the findings that will be 

of benefit for the organisation (and in many cases already implemented) so 

that all those that have been involved in this research will benefit.   
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6.0 CONCLUSIONS AND IMPLICATIONS  

6.1 Introduction 

This Chapter reinforces the findings and the supporting evidence from other 

researchers from Chapters Four and Five. It also stresses the learning 

outcomes within the organisation and for me personally.  The Chapter 

discusses the internal aspects of the organisation that have been affected by 

this research and also the comments on this research in the first place. In 

particular the CAYA Review, as described previously, is revisited. 

This Chapter also suggests how this research can be built upon by others to 

confirm its findings and to move forward in community engagement and 

organisational management.  This Chapter does not return to the process but 

it does stress its importance. 

6.2 Human Relations and Technology 

Humans in organisations  

Effectiveness in a human service organisation is aided by having a 

knowledge of the workplace (important as it may be) but more about having a 

capacity to engage with co-workers and the wider community and targeted at 

achieving results. This is considered to be important because people work 

better together when having a similar vision (Spence-Laschinger and 

Finegan, 2005).  
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The findings highlight that Correctional Services is, by its very nature, a 

highly regulated system of rules: the service also needs to reflect the 

importance of working together to achieve longer term service outcomes.   

The relationships between staff in various sections of the service is an 

artificial one as people are made to work with each other when otherwise 

they may not have chosen to do so. This may be obvious but is often 

overlooked in a contrived ways within a disciplined service such in police or 

prison environments. As an example Community Corrections staff should be 

actively involved in all sentence planning.  

In Chapter 4, it was relevant to particularly consider the views of Wheatley 

(2004) regarding the consideration of issues of respect and trust: it was 

found that she supported the research findings discussed in that chapter. 

Chapter 4 summarised how this related to each of the five themes emergent 

in this research. 

Background issues revisited  

Northern Territory Correctional Services is a complex organisation that has 

many disparate components including custodial services (adult prisons and 

juvenile detention centres in particular), community based corrections 

(probation, parole, home detention and community work) and juvenile justice 

within the community and for formal detention. 
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As well, within each of these are specialist areas covering offender support, 

training, education, programs designed to deter re-offending, health care and 

numerous other specialist functions. There is also a centralised head office 

supported by administrative functions carried out by the Department of 

Justice. 

In this research, the principal effort is concentrated on the adult custodial and 

community based corrections functions, as it is these two arms of the 

organisation that have the greatest capacity to work more closely together in 

a joint effort to stem and eventually reduce the growing number of offenders 

in custody. This specifically relates to whole of sentence management within 

the custodial and community supervision environments. 

Integrated Information Systems 

Northern Territory Correctional Services is currently establishing an 

Integrated Offender Management System (IOMS) as a service-wide 

management tool for the support and supervision of offenders. This should 

improve cross service coordination. 

This will go some way to improving joint and linked operations for the ‘whole 

of supervision’ period inclusive of the custody and community supervision 

components. 

There is also an argument that the organisation generally also understands 

the needs of offenders and the underlying issues of health, education, 
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employment and housing that contribute to offending behaviour.  As such, 

the cost of IOMS, at $3 million, could (some co-researchers have suggested) 

be better targeted at building relationships and engagement with the 

community generally instead of continually trying to produce statistics. 

This research has endeavoured to demonstrate that improving the elements 

of respect and trust between these two arms of the service will be as 

essential to success as management itself – as it is clear that there is no 

shared vision as described by the findings.   

This view results from an amalgamation of the responses derived from the 

coding process. This is important to accept and is relevant to the 

confidentiality provisions embedded in this research. 

6.3  Conclusion for the Research Problem as a Whole 

This journey has been exciting as well as very tiring. The original research 

problem was: 

Too many people go to prison in the Northern Territory at a 

rate of four times the Australian average (Australian Bureau of 

Statistics, 2006) and there are more viable, more effective and 

more efficient alternatives. Is it true that the relationship 

between the arms of service can affect outcomes? If so why? 

Is this more of a issue with respect to relationships in the 

system than just an administrative issue? 



- 128 - 

Initially it was considered that this research would end up with a suggested 

total re-vamp of the correctional system that was directly related to 

resourcing, training, leadership and organisational structure - in fact a review! 

That has not occurred and should not have been an aim of this research – 

however early work in this research was deemed as such. This is explained 

below. 

This has not proved to be the case. In fact, although the above matters are 

important, the primary issues of building a ‘one service’ and improved 

community engagement has, from the views of operatives within the system, 

emerged as issues to do with human relationships. The process of moving 

from simple ‘open coding’ of responses to categorisations (axial coding) has 

built a very different picture and resultant emergent theory (see below).  

Such is the benefit of this inductive process that the initial conclusions have 

proved to be of less importance than the human relationships within the 

system.    

The theory that has emerged in this research has surprised me by its 

simplicity. Its relevance is so significant because working on it should build 

the capacity to resolve disputes and issues that work towards the outcome of 

a better service delivery. 
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This research’s emergent theory is: 

Notwithstanding the importance of day to day operational 

situations, a real improvement in the working relations 

between the various arms of Northern Territory Correctional 

Services and community engagement is, and must be 

focused on mutual respect and trust. 

This theory can be considered an assertion but it is still capable of being 

tested as it emerged by re-coding all the responses from the three years of 

data into a series of themes and links. 

It is relevant to stress that although this is not a new phenomena in the 

workplace it is not one that is routinely accepted by the workforce within 

Northern Territory Correctional Services (and its various branches). The 

various elements do not see themselves as actually part of the same system 

and they have a very different view of how to manage offenders/clients.  

This has led to a conclusion in this research that it deals with a 

communication problem that is linked to issues of relationships. It is 

acknowledged that these exist in other workplaces as well but would appear 

more apparent in Correctional Services and this is derived from the 

participants themselves. 

Too often our proscribed rules and systems relate only to the supervision and 

custody of offenders: it is easy to forget that behavioural change in offenders 

must include programs that target the causes of offending. As well, it has 
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become very clear that issues related to the underlying issues of a lack of 

education, better health outcomes and housing that contribute to offending 

must be addressed before any positive impact on prisoner numbers in the 

Northern Territory will be experienced.  

This has co-incidentally been the emphasis of the staff suggestions listed at 

Appendix 9.3 that were prepared well before the formal coding of the 

interviews. 

6.4  Implication(s) for the Theories related to Action 

Learning and Action Research  

It is important, in my view, that readers understand the relationship between 

the combination of theories used in this research and the implications for the 

studied organisation. In this case the organisation was fully involved and 

committed to the process. 

As stated earlier the emergent theory is: 

Notwithstanding the importance of day to day operational 

situations, a real improvement in the working relations 

between the various arms of Northern Territory Correctional 

Services and community engagement is, and must be 

focused on mutual respect and trust.  

The theory emergent from this research is significant yet not a total surprise 

once a proper analysis was undertaken. It is in fact obvious but I had missed 

it completely. 
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It is relevant that this study now addresses and examines the comments of 

Zuber-Skerritt  (1995) where she states: 

Thus ‘action learning’ means learning from action or concrete 
experience, as well as taking action as a result of this learning. 
Similarly, ‘action research’ is a cyclical iterative process of action and 
reflection on and in action. Through reflection we can conceptualise 
and generalise what happened (action). We can then investigate in 
new situations whether our conceptions were right; that is, we try to 
find confirming or disconfirming evidence. 

The main difference between ‘action learning’ and action research’ is 
the same as that between learning and research generally. Both 
include active learning, searching, problem solving, and systematic 
inquiry. However, action research is more systematic, rigorous, 
scrutinisable, verifiable, and is always made public (in publications, oral 
or written reports) (Zuber-Skerritt, 2001, pp.2-29). 

Application to Correctional systems  

This kind of research is, to my knowledge, unique in the correctional services 

environment in Australia.  This is disappointing, in my view, to such a people 

related service in Australia.  Action Learning and the related research allows 

a greater level of growth within the organisation due to direct involvement of 

the participants within the workforce. 

Correctional services systems world wide are often so politically sensitive 

because it appears that everyone has a view about how they should be 

managed. They generally operate in a highly political environment where 

governments tend to react to events rather than for the future.  

Most previous reviews of Correctional Services in the Northern Territory have 

resulted in recommending increased prisoner capacity and governments, 

with their law and order agendas, have responded favourably. These are 

usually a result of system overcrowding and pressure from an industrial 
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relations point of view.  Change in a correctional environment is not palatable 

to politicians because it is perceived as a negative cost and, in the view of 

the electorate, being soft on crime.  

This does not make sense, as the construction of a standard new prison is 

about $A70 to 100 million (for a 400-bed facility in Australia in 2006) and an 

annual running cost of $16 million (based on the cost of the Alice Springs 

Correctional Centre current recurrent cost in 2006).  As stated earlier in this 

research the Northern Territory Government announced in mid 2008 the 

construction of a 1,000 bed prison in Darwin at a cost of at least $300M. 

Governments can buy a lot of health and education and community 

engagement for that, and avoid the contingent long-term liability of at least 

another 270 staff and their very long-term entitlements. Investing in 

community infrastructure, schools, health and substance abuse programs 

with Community Corrections clients before they become prisoners could 

significantly improve outcomes. 

One of the most informative websites in the field of correctional services in 

the world is the prominent Corrections Connection site in the United States of 

America (USA).  The site maintains a log of thousands of media articles and 

press releases from correctional agencies in the USA and across the world 

(Corrections.com). 
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It is clear from the site that many governments have become very concerned 

about the spiralling cost of prison construction and operations. For example, 

the state of Texas with one of the highest rates of imprisonment in the USA 

has decided to examine ways to reduce imprisonment by the diversion of 

offenders to education and treatment programs (Houston Chronicle, 2007). 

There are many other examples on the site.   

6.5  Implications for Policy and Practice  

This section encourages the use of inside-government expertise being 

utilised where possible. This is important for encouraging, developing and 

maintaining learning within the Northern Territory Government sector. 

Staff involvement and employee participation 

Following the preliminary work towards this research, a series of 49 staff 

suggestions (recommendations) were prepared and provided to Northern 

Territory Correctional Services. 

These were emergent from the interviews and personal views of workers 

within the system and are presented in Appendix 9.3 to this research. It is 

important that research of this nature has tangible outcomes and results in, 

hopefully, a continually learning organisation. It is clear from interviewee 

responses that they seek to have a greater level of involvement in future 

program development. 
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This was always the intention when this research was commenced well over 

three years ago.   

An ongoing learning set of workers who can work through situational 

problems is ready to be established within Correctional Services. It has as its 

base those who were co-researchers in this research.  

This team of workers can value add to the system building on their original 

input and their future plans for Northern Territory Correctional Services. 

Partnerships and use of internal skills and developing in-house skills 

The recently agreed partnership between the Northern Territory Public 

Service (NTPS) and Charles Darwin University (CDU) heralds a new future in 

collaboration and skills exchange.  This can contribute to ongoing action and 

the internal learning of correctional services. 

I suggest that it is only necessary to employ ‘outside’ consultants in limited 

cases and for the need of very specialist skills, such as the review of 

custodial services, where it is important to gain an ‘outside’ world view of 

best practice.  The government has good people who have a good 

understanding of the needs that are too often overlooked.   

Government can make effective use of its own skills base and reduce the 

need for expensive ‘outside’ consultants who then leave with all their 

understanding. This comment does not only relate to CDU students and past 



- 135 - 

graduates, as there are many ‘consultancies’ and studies that other Northern 

Territory Public Service officers are well qualified to undertake.  

When a consultancy or review is being considered, a special internet/ 

intranet site could initially offer the opportunities for staff collaborations to 

carry out the consultancy.  

The consultancy payment can then be used to cover their absences from 

normal duties and the expertise and knowledge remains within the service. 

Supporting Territorians with skills adds to our capacity and our independent 

strength and builds capacity and resources within the Northern Territory 

Public Service. This would contribute to the creation of the whole of the 

Northern Territory Government becoming a learning organisation and raise 

its internal capacity. 

Not only is the process of action research (and the sustained action learning) 

valuable, but it also builds an ‘in house’ skills base within the Northern 

Territory Public Service that actually builds even further capacity – that is, the 

knowledge does not go away when the outside ‘consultant’ leaves.  

6.6  Limitations Revisited and Remembered 

As stated earlier, the research is limited by the honesty and integrity of the 

researcher and the interviewees (co-researchers). Importantly, it is also 

limited partially by the response of the Northern Territory Government 
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agencies as to any whether practical benefits will result in the future.  A 

limitation also exists related to the high turnover of staff. 

Some staff were seriously concerned that ‘opening up’ to me may be 

detrimental to their future employment prospects. This is a serious concern in 

an organisation when related to trust and respect. There is also a time 

limitation associated with the turnover of co-researchers to this project that is 

inherent in the Northern Territory. About one third of interviewees or co-

researchers have left the agency during the research period. It is indicative of 

the problem in itself. 
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6.7  My Own Learning and Journey  

Figure 15 My Project Journey (concept credit to Zuber-Skerritt 1993) 
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Explanation of the Learning Snake 

The “Snake” as developed by Zuber-Skerritt (1993) as an explanation tool is 

quite enlightening. I have chosen it as it is an ideal way to describe my own 

journey.  The “Snake” above shows the stages of my journey including where 

I had chosen to abandon the project and some of my actual learning.  To 

consider a process from the beginning to the end is difficult. 

The “Snake” demonstrates the beginning and the challenges experienced in 

my process and journey. 

My own learning in this process has been profound. The first was that I 

assumed too much at the start and early stages of the thesis and initially did 

not allow the theory to emerge – I simply assumed that it would result in what 

I believed it should be: structural and mechanistic systems within the 

Community Corrections system.  

Later in the research, it became clear that that my initial thoughts were not 

consistent with what emerged out of the inductive process. I had to change 

tack quickly and go back to the original coding and redo it and seek 

disconfirmation from a second set of interviews (the emergent process). 

My coding up-front was poor because I attempted to identify only one 

principal theme which was too open – yet it did allow for axial coding in the 

longer term with the questioning insight of Reg Revans (1991) included in the 

second round of interviews. The depth of issues within Community 
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Corrections was not at the ‘surface level’ and eventually resulted in the five 

themes. 

I also learnt that people will believe more in what they have discovered 

themselves than is presented in meetings or classrooms (Lewin, 1947). 

The second lesson was that I started to write up my research too early and to 

use an orthodox approach when this process could have allowed a very 

different presentation of findings. By the time I realised this it was too late for 

the sort of innovation that this research deserved. 

The third mistake I made, and that I learnt from, was to concentrate too much 

on the literature before doing the research. People do not always follow 

prescribed rules. This may be a pre-requisite for testing a hypothesis but it is 

of less relevance in a process of emergent theory. It became clear that 

Community Corrections officers tend to be ‘independent thinkers’ which 

justifies the methodology utilised in this research. 

I now understand that in working through the inductive and emergent process 

the knowledge of the co-researchers is more relevant than relying on 

proscribed theory.  The theory does emerge from the data. 

The overarching outcome of this research ‘dawned on me’ when I woke up 

from sleep one night in May 2006. It was about ‘human relationships’ and not 

process within the organisation and certainly not a range of administrative 
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issues. It had obviously been a subconscious element of thinking for some 

time and probably for more than a year.   

This ‘aha’ moment changed my thinking that this was all too hard. I 

discovered that I had missed the whole point of the basics of human 

relationships and the relevance of that in its application to the working 

environment and the original research problem. 

After working through the process, I have found that what people were 

saying was that they believed that respect and trust were the most important 

elements of their work (with both clients and colleagues) and this has 

emerged as the conclusions to this research. 

There are other elements of my learning that are relevant to the process and 

these are: 

• Keep a greater distance from the work area (immerse only when 

necessary)- and never impose an outside view; 

• Maintain a curious mind,  not just ask questions; 

• Focus on the future, not the past; 

• Generalised questions don’t get anything more than generalised 

answers: seek out the ‘how’, ‘why’ and ‘what if’ views; 

• Value-add to build questioning to the more specific; 

• Take account of how one’s own private views affect perceptions and 

conclusions; and 

• Ensure that co-researchers do not have unrealistic expectations. 
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These first two points were the understanding and fit elements (Glaser and 

Strauss, 1967).  The third point relates to an initial problem experienced 

where the interviewees viewed the research as a formal consultancy that 

could deliver more financial resources for their workplaces. The other points 

are reflections of my own inadequate techniques. 

In rethinking my own original understanding about Community Corrections 

and the relationships to theory, this research has taught me a number of 

lessons. It is all about human relationships and that they are important to 

effective working relationships and achieving longer term goals. 

My personal learning has also taught me that all humans have value, all have 

influence and all have the capacity to display trust and respect when 

appropriate situations are created. This emerged through the interview 

process.  

This learning changed my original view that many Community Corrections 

officers viewed their work as just a job and not really important to the future 

of the Northern Territory. As well, I have learnt to trust and respect my fellow 

workers even though I may not always agree with them.  

In addition to the last point, I think that it is worth stating that I had been a 

poor observer, a poor listener (when I thought that my listening skills were 

high) and my interpretation skills were much poorer than I believed. In some 

other ways the findings of this work have confirmed other understandings.  
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When you consider your own understanding you think that you (ie the 

researcher) do not consider a matter could be true, but when co-researchers 

tell you things like the following it is understandable that I developed some 

concerns: 

• I don’t think that I should talk with you because I might say the wrong 

things and it might get me into trouble (even though I signed 

confidentiality agreements with all interviewees who wanted them); 

• No matter what I say, management will not change – I just stay out of 

their way; 

• I feel like the ‘shit’ on the boots of Prison Officers when I go into the 

prison – the respect level is not there. On the other hand, in fairness, 

some Prison Officers have said that Community Corrections officers are 

‘too up themselves’ and don’t care about their own clients to the extent 

that they don’t want to see their rooms (cells or dormitories), their work 

places or talk to us (prison staff) about how they (the prisoner / client) is 

getting on; 

• Things are worse than five to ten years ago – we used to know each 

other – now Community Corrections and prison staff are in different 

worlds;  

• No Community Corrections person contributes to case management or 

pre or post-release planning any more, no Community Corrections 

Officers are involved with the classification process of prisoners;  

• We care, but only to get the offender ‘out of our care’ – we cover our 

‘arse’ first;  
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• No one gives me any feedback after I worked alongside ‘X’ (a prisoner) 

for four years (by a custodial officer) - I would like to know how he is 

getting on; and 

• One failure in supervision counters hundreds of successful completions 

due to adverse media exposure. 

The ‘suggestions’ appended to this thesis (9.3) relate to attempting to create 

primarily two elements and to create a ‘one service’ and to build better 

community engagement links. This can only be achieved by all elements of 

the service working together with the other stakeholders. This relates to most 

if not all of the original and eventual themes. 

Organisations are built and managed by people and that usually results in 

them often being unable to see beyond their own perspectives and often 

distant from their own ‘organisational vision’. These people must be 

completely engaged.  

A Reflective learner 

Good professional judgement can be developed by reflective learning (Atkins 

and Murphy, 1995): experience in the field does not in itself guarantee 

learning – in some ways pre-conceived ideas can impede it.  

I also learnt in this research that Community Corrections professionals seek 

to engage with the community but often feel that they cannot because of 

internal constraints or a feeling that ‘I don’t matter’ or ‘it does not matter what 
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I do’. This learning also occurred through the responses to questions at 

interviews. 

A problem occurred with staff expectations 

Another issue, on reflection, that is worthy of consideration is what happened 

immediately after the interviews and the focus group in the initial stage of this 

research. This was a time for budget considerations for the Northern Territory 

Correctional Services - that is, the Department of Justice’s bid as part of the 

overall build for the NTPS budget considerations 2004-05 and 2005-06.  I 

had mistakenly considered that the CAYA review would carry any 

supplementary funding through to approval stage. 

I had tried not to create unrealistic expectations of possible future funding, 

rather to demonstrate what could be realistic opportunities that they could put 

forward. Many people in Community Corrections took the opportunity to 

mount their cases about issues that they put forward in the interviews – then 

they convinced their senior officers to support them. They actually believed in 

their views!  

The Director of Correctional Services commented in late 2005 that 

Community Corrections staff had not developed an unrealistic expectation of 

funding support. That part must have been done well or else they (the co-

researchers) would have been very antagonistic. There obviously was a 

reflection and redirection of thinking that occurred within the system and its 
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people. I now know that the research process contributed to that in some 

way and that it will continue.  

Another problem arose within management 

There are some significant impacts that occurred during the process that 

forced me to change some direction. I originally discussed the foundation 

project to this research with the corporate sponsor and problem owner - that I 

had not intended to work as a normal consultancy but to provide some direct 

‘recommendations’  for the Department of Justice.  

When I developed a first serious draft, I sent it to both the corporate sponsor 

and the problem owner seeking some feedback as to whether the original 

Terms of Reference were adequately covered in their view.   

The reaction was strong!   I must have developed, in their view, what 

appeared to be a comprehensive review, yet I understood that my task was 

to undertake a study into a ‘real’ problem in a ‘real’ organisation and that it 

should not resemble a ‘normal’ consultancy or effectively a ‘review’.  

Due to the political environment associated with the concept of a ‘review’ not 

sanctioned formally by government I was told that it must not be released 

publicly and certainly not to the media prior to the election year 2005.  

I was asked by the Chief Executive Officer to provide a ‘disclaimer’ that 

clearly showed that the paper was one for the purposes of my study and that 
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it will be provided to the Department for the consideration of its content in 

due course. Naturally, I agreed, and this necessitated a significant 

amendment to the original document. This was a highly significant event and 

nearly stopped my enthusiasm for this work at the time.  

This, for someone who has extensive experience in Government, was a 

‘learning’ experience. The implications of not being fully aware of the politics 

of a particular issue can influence the reaction to work undertaken in a 

sensitive environment.  There were some underlying background issues that 

I was not aware that provide an understanding of the reaction by the then 

Chief Executive Officer.  

For this reason, I provided a preliminary report with its front page disclaimer 

to the Reference Group and to the corporate sponsor, problem owner and 

other senior officers. In the end, I had to finish the research and work toward 

an emergent theory and to ignore the bureaucratic problems of its early 

stages.  

I suppose that my desire for significant change was originally at the forefront 

and although I utilised the knowledge of the interviewees their suggestions 

were viewed as mine. They were not. This research has been built from 

within the experience of managers and internal stakeholders who did actually 

get to deeply felt issues not normally discussed, including a discussion of 

system failures.  
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Participants have provided feedback that I did the project with them in mind 

and that I did not impose my views. That is pleasing because it was my 

greatest concern when I embarked upon this research more than three years 

ago. 

My disappointment that the original ‘report’ cannot be used as a ‘blueprint’ for 

change within the organisation is quite profound, given the effort I put into it 

including months of long service and recreation leave to write it.  

This is especially significant as it has been emergent and not reliant on some 

‘expert’ outside knowledge. 

Perhaps it is now being re-considered, in the context of this thesis. It is 

important to acknowledge the resources given to me to carry out the 

research – none of that was wasted.  The issues of respect, justice, trust, 

honesty, openness and human values became significant as this research 

came together.  

Once a level of trust was built - supported by interviewees calling each other 

independently - they came to ‘opening’ up on the issues that were really, in 

their view, impeding any improved service delivery and demonstrated clearly 

the issues of trust and respect. It surprised me when many of them chose to 

restate their comments in an open forum at the focus group in front of others 

and their peers.  
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This was contrary to what I thought was their strong desire for confidentiality. 

It reinforced the case for this form of research: the participants at the focus 

group were actually self reflecting with their peers. 

Learning again and effective consulting  

In thinking through my own learning I have to reflect again on Revans’ L = P 

& Q and the process consulting approach of Edgar Schein (1997).  

In terms of Revans, the main lessons learnt are that we are all people who 

have programmed (taught) skills and that questioning insight can result in 

enhanced learning  (Revans, 1991). I have my own understanding that is 

influenced by my beliefs and emotions – it surprised me how many others 

have similar and even stronger beliefs. 

In terms of the process consulting approach that is discussed in Chapter 3 – 

it was a powerful alternative to the ‘normal’ consultancy approach. If I had 

entered the organisation and conducted a ‘normal’ review there would have 

been no trust and nowhere near the final research outcome. Community 

Correction’s staff and others enjoyed, I think, the opportunity to be ‘asked 

their view’ and especially that their views could be seriously considered after 

this process.  

Of special relevance is that the process consultant asks questions to 

discover ‘solutions or answers’ while embedded in the organisation. On the 
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other hand, the orthodox consultant suggests the answers and then walks 

away with little involvement or ongoing development, or learning.  

Back to CAYA and its impact 

There is one other profound learning that I gained and it was in discussion 

with Dr Paul Crookall, who did the majority of the work for the CAYA review 

into custodial services.  

Paul explained that one evening over dinner with new friends he and his wife 

were asked what they did for employment. Paul’s wife explained that she 

was a brain surgeon (and she is). Paul then explained that he was a prison 

warden. This provoked a tirade about how society should deal with its 

prisoners. Everyone, it seems, has a view on prisons and prisoners and what 

should happen to them.  

The learning explains that the level of misunderstanding and ignorance about 

the majority of prisoners and their lives can impact greatly upon a society’s 

perceptions of correctional services and people who offend against that 

society’s ‘norms’. Many people in the community know at least one victim of a 

crime – yet few know an offender as intimately. This influences the world view 

of the offending community and it is very hard to change. 

The client is who? 

In respect to the original research situation, I was encouraged by the general 

view that Community Corrections do their business for the community and 
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not just the offender.  Originally the offender was considered the principal 

client.  They see themselves and the offenders as also being members of the 

same community and therefore engagement with communities in a real 

sense of partnership is important.  

I have learnt much from this process and especially about engaging with 

people while not assuming everyone knows actually what you want to do 

even though it has been explained well. That is not unexpected given that I 

am committed to ‘lifelong learning’ and I believe in learning and acting at the 

same time.  

In many respects the co-researchers concept has been valuable as my most 

valuable learning has been developed by engaging those who actually do the 

‘business’: this is the best way of ‘understanding’ the important issues. This 

is certainly a challenge that the kind of process used in this research can 

encourage because people are open and frank with each other and they 

generally want to learn through this open interaction.  For me, this was in 

itself valuable learning. 

6.8 Organisational learning and benefits 

I trust this research can now be embedded into the culture of Northern 

Territory Correctional Services. I look forward to seeing what Northern 

Territory Correctional Services does with this research and how strongly the 

organisation adopts these outcomes and builds them, hopefully, into an 

ongoing learning organisation.    
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A number of co-researchers and others within the Northern Territory 

Correctional Services have asked me to present my findings at staff forums.  

Firstly, I have agreed to hold an information seminar for all the contributors to 

this research and to office managers. The Department of Justice has also 

suggested that I run a Continuing Development Program (CPD) for its legal 

officers. 

Other seminars or briefing sessions will be made available to staff as 

required.  This is particularly important as more than twenty of the original 

forty nine ‘staff suggestions’ have already been implemented. This is 

especially pleasing as a tangible outcome of this research for the 

organisation and reinforces my view that internal resources can, in fact, 

make a difference in supplementing ‘outside’ experts. 

This is not an insignificant point to make – building from within an 

organisation utilising an action research and learning approach based on the 

experience and understanding of those that actually deliver a service does 

work. 

It should be stated here that the research related to a wide ranging study of 

community corrections some two or three years ago. The Northern Territory 

Government has now put in place the majority of the original 

recommendations but more needs to be done to redress the imbalance 

between community based and custodial programs for offenders. 
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6.9   Further Research – Where to From Here? 

The Correctional Services’ management team need to consider whether this 

study actually reflects their view and, if so, seek input into the policy process 

linked to the implementation of the CAYA review of custodial services.  

Dr Ole Ingstrup and Dr Paul Crookall in their CAYA report describe the five 

stages of change management (my interpretation) as: 

• build understanding and choose a model; 

• develop mission and strategies; 

• execute and implement – including capacity; 

• the tough transition to change; and 

• follow it through and cement it in. 

This is, of course, not the only mechanism for managing change, but it is one 

that has been used by a number of correctional authorities in Europe, South 

Africa and Israel by the CAYA consultants. 

It is understood that Community Corrections will have a substantial input into 

the formal implementation of unit management within the prison system. I 

can then exit with the satisfaction of knowing that the system is self 

perpetuating and starting to build its own capacity without an ‘outsider’ that 

should achieve results in an ‘evidence based’ process of continual 

improvement.  They (the management team) should not see the co-

researchers of this research as a ‘pressure group’ but rather as officers of the 

service who have had an input into the future development of the service 
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delivery capacity. It is now understood that Community Corrections will have 

a substantial input into the formal implementation of unit management within 

the prison system. Unit management is a form of living environment for 

prisoners that encourages a change in offending behaviour through self 

managing their environment. 

The bottom line is that community corrections must try to fit with the existing 

government decisions to approve all 71 recommendations related to the 

CAYA custodial review. Specifically, this must include a reflection on these 

suggestions, then a prioritisation of them, especially in the context of what 

may be achieved within existing resources before building any case for future 

additional resources.  

The task after that is to consider the other suggestions in the context of 

Northern Territory Correctional Services’ existing and emergent policy and to 

prioritise them with appropriate costing should the service wish to pursue 

them. Included in Appendix 9.3, (related to the 49 staff suggestions), is a 

suggested staffing provision requirement derived from the focus group.  

This must initially be associated with a practical analysis of current functions 

and costs and what offsets could be applied to any new ‘way of business’ 

should that path be considered appropriate. Policy and priorities for long-term 

benefits cannot be made ‘on the run’ without a counter-balance to existing 

service delivery and identifying an adequate resource capacity. 
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Naturally, I hope that there is a capacity for my involvement in any reflection 

and redirection over 2008 (and beyond) that may contribute to any progress. 

Correctional Services will now need to consider the suggestions in this 

research and consider the implementation of those suggestions that they 

consider appropriate. This was the source of the original research question. 

Hopefully, the co-researchers will wish to continue (perhaps with a changed 

makeup) to review and reflect on the implementation of any of the 

suggestions in an ongoing learning and change management process. Of 

specific importance here is the change management model that should be 

used. Here, I have borrowed from the extensive experience of CAYA that no 

one model fits all. It should, however, be accepted that if government has 

accepted one process it should be used for all elements within the service at 

the one time.  

In terms of simplifying this it is considered that the workers within the 

organisation should always be consulted as to future directions and how long 

term outcomes can be achieved.  

6.10  Research Projects that can be considered to build on 

this research  

Research Project One 

A study to determine the extent to which human relationships are important 

in working environments that can add to the effectiveness of work and 

outputs can be considered. Are there any successful outcomes associated 
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with direct community engagement that relate to the outcomes of this 

research?  How can this be improved by advancing the issues of trust and 

respect within the organisation? How could the quality of inter-personal 

relationships and their outcomes for produce cross – system benefits for 

offenders? 

Research Project Two 

The workplace is generally a contrived environment with people working 

together who would not necessarily want to become acquaintances or indeed 

friends otherwise.  What are the implications of this to the organisation?   If 

negative implications exist how can they be handled, particularly in a highly 

controlled disciplined service? 

This research has determined that respect and trust are important in the 

workplace.  How can this be enhanced for the benefit of all the employees 

and the client / customer in the longer term?  

Research Project Three 

Specifically in disciplined services, that further studies of the culture are 

necessary, dissecting the different elements and reassembling them to form 

a unified and cohesive system based on the long-term needs of the system 

and in particular the offender.  

This can be done on a national scale using individual jurisdictions as 

examples. 
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Can correctional services be delivered more efficiently and how and does 

this research contribute to understanding how services can be better 

provided? 

6.11    Conclusion  

Earlier Chapters discussed the genesis of this research including the internal 

organisation of the Northern Territory Correctional Service: the implications 

for policy and the personal learning that has occurred during this research. 

The Chapter focussed on the conclusions for this research and suggests 

further research possibilities that could build upon the findings. Chapter 7 

summarises the thesis. 
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7.0 Thesis Final Summary 

This research demonstrates the importance of trust and respect within and 

between members of an organisation.  The importance of this transcends any 

routine bureaucratic or administrative set of rules that the organisation bases its 

outcomes or its policies on. 

People working together toward shared visions in a collaborative manner generally 

and usually achieve their vision. This was the view of the interviewees. 

When an organisation, such as the Northern Territory Correctional Services, has 

disparate units carrying out associated functions it is essential that they have a 

planned approach to unified service delivery targeting improved outcomes. 

This research has found that there are significant differences between the 

ideologies of the custodial and community based branches of the service when 

they generally work with the same people.  This makes the probability of a long 

term successful outcome for offenders very unlikely in whole-of-sentence 

management. The branches must learn to work together for improved outcomes as 

this research has shown that issues to do with trust and respect are seen to be 

lacking. 

This thesis started with a research problem related to an organisation that was too 

simplistic as this was the nature of the pre-thesis outcomes project. In the final 

outcome it became more realistic to view the internal problems as ‘emotional’ and 
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directly related to human relationships and in particular the need to increase the 

levels of trust and respect within the organisation. 

This was tested in a wide range of first, second and in some cases third interviews, 

held in workplaces and a focus group. The result of these sixty hours of contact 

was coded in such a way as to allow a theory to emerge. It was important then to 

test the emergent theory by seeking out consistent theorists and supporting 

documentation. This research discovered two confirming research papers (Spence 

– Laschinger and Finegan (2005)  and Wheatley (2004) that support the findings. 

The findings and conclusion of this research should not be surprising as they are 

also the issues that affect all relationships between humans. This is the important 

lesson to be learnt from this research.  Human beings need respecting 

relationships and working environments that engender co-operative common 

driven outcomes.  

It is particularly important to recognise in this research that it is not unique in a 

general theoretical sense but that for Northern Territory Correctional Services it is 

unique and that is landmark.  This research does not purport to develop a new 

theory but it does attempt to apply existing theory to a system that has not yet 

embraced it in a local context for local benefit and for the successful outcome of a 

sentence plan and community engagement.  The use of restorative justice 

techniques is enlightening and this research has demonstrated that this is not only 

an element in working with offenders it is also a principle that has to be applied to 
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working together between the elements of the human services delivery agency 

itself.  

Lastly, this research’s outcomes are unique in this field of human services 

government service delivery in the Northern Territory as the co-researchers have 

been so fundamental in arriving at the conclusions.  

This is their work and it is hoped that they will drive their own organisation into the 

future through the learning developed during this research. 
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9.1  Letter of Approval 

Professor Bob Wasson 
Chair 
Charles Darwin University Ethics Committee 
Charles Darwin University 
DARWIN, Australia  

 

Dear Professor Wasson 

As Chief Executive of the Northern Territory Department of Justice that 
includes Northern Territory Correctional Services, I am writing to you to 
inform you that I am aware of the application by Allan Van Zyl for ethics 
clearance to conduct interviews of correctional staff associated with 
Community Corrections and for his thesis.  

Allan has conducted similar work associated with correctional services and 
staff have appreciated the opportunity to be involved.  

I support Allan’s application to conduct the interviews given the acceptance 
by those staff members of being interviewed. I also give approval for this 
research in an Action Research sense as it will, in my understanding, add 
value to our service delivery and aid in the building of ongoing Action 
learning within Community Corrections. 

Allan has been working toward community engagement for some time and 
this will add the addition of academic rigour that should see the process 
being improved. I will support Mr Van Zyl and I think that officers, in the 
system, who want to be involved, will also do so. I look forward to receiving a 
copy of Mr Van Zyl’s thesis for consideration in the future. 

Yours sincerely 

 

SIGNED 

 

Richard Coates 

Chief Executive of the Department of Justice 

cc Dr Murray Redman  

cc Mr Jens Tolstrup - Director of Correctional Services 
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9.2  Questions of Interviewees (First round) 

NOTES FOR ME TO EXPLAIN UPFRONT – INTERVIEW ONE ONLY 

This will take about one hour – maybe a bit longer and there could be two 

more follow up interviews over the next six to eight months that will probe a 

little deeper depending on the responses of you and about 15 others. Please 

be very open and honest. The Director and the CEO have approved this 

process and require me to maintain your confidentiality and have approved 

your involvement. 

A. Explain purpose / T of R / and Action research/Action learning 

Process. 

B. Explain how process works including coding / video and write ups 

including the need for follow-ups. 

C. These interviews will be video-taped. The reason is for me (the 

researcher) to go back and forward over all the responses (explain) – 

they will never be seen by others and will be destroyed at the end of 

the project. You do not have to participate but I hope you will as you 

may also find it enjoyable and worthwhile. How often do operational 

people get asked how to run a whole system? 

D. Probable three interviews – link to CDU – why you have been 

chosen – please note that each interview will probe deeper into what 

maybe the ‘undiscussable’. There are a lot of questions in round one 

but these will be less but more questioning in the future rounds. 
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E. Explain my purpose and personal views/bias that are to be 

suppressed – ask the respondent to ignore and accept my 

commitment not to focus on my own views – the purpose is to focus 

on their views not mine. 

F. This project is a unique – I am going to ask you what you as a 

practitioner think – please be very honest and make every view that 

you hold very clear to me – I value every comment – tell it as it is. 

G. Have you read the supporting documentation and do you agree to be 

part of this project? 

H. Do you have questions of me before we get underway? 

I. Sign confidentiality agreement and provide to interviewee. 
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ROUND ONE INTERVIEWS (Community Corrections Officers) 

1. What do you think the community expects from your work with 

offenders? 

2. What do you think the community thinks or expects from Prison 

Officers who work with offenders in custody? 

3. Have you read the review of Custodial Services – or has someone 

discussed it with you? 

4. In your view is their a difference between urban and remote 

Indigenous community settings? Do you see a difference in the way 

you do your work?  

5. How about prisoner/offender programs – do they overlap – how or 

why or if – should they be linked? 

6. Is there any capacity and should there be a transparency between 

custody and community? How can this be achieved – do you have 

any ideas? How can we build a One Service? 

7.  As a Community Corrections professional, I am interested in your 

views and perspectives about how you address and relate to your 

clients’ problems. Which of the following client issues affect your 

relationship in terms of the supervision of offenders and why?  

• Attitude/ values 

• Cognitive/emotional state 

• Same sex or ethnicity 
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• Being Aboriginal 

• Having Family Support 

• Interpersonal support other than family 

• Anti-social behaviour 

• Personality and temperament 

• History of behaviour 

• Previous imprisonment 

• Problems at home 

• Problems at school 

• Sex offending 

• Violence towards women and children 

8. What works for you in your job? Can you please give examples but 

not use names or identifiable numbers- use stories or metaphor only. 

9. As a CC officer I want to explore the past, the present and the future 

ways you did or could do your job. - go thru the past etc 

10. How then do we work towards a ‘one service’ are there ways to start 

the process? Should CC Officers be engaged in prisons in case 

management? 

11. What about the Courts and the Legal Aid Services – what do they do 

to your workload? 

12. Do you use interpreters – how frequently? 
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13. What are the strengths and weaknesses of our Community 

Corrections service? 

14. What about reports for the Courts and the Parole Board? How much 

of your time (percentage) is occupied doing such reports? Could they 

be done differently, why and how? 

15. Cutting to the chase – who is your client – I really want to know what 

you think (some suggestions are the offender, the Court, the 

Government, the community) – who do you think is the client? 

16. How do you engage with the community? 

17. How do you make relationships with offenders and their families and 

communities? 

18. Are there ‘blocks’ to getting your job done? Are these created by 

management or co-workers or is it a system problem? 

 

Now I just want to move past what you currently do in your job into some 

aspects of community engagement and issues associated with the evaluation 

of program effectiveness; 

a) What skills do you think you need to do your job? 

b) Do these vary between urban and Indigenous remote communities? 

c) How do you consider your conditions of service relative to others who 

work with the community sector? 
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d) Are the selection processes adequate for persons who deal with 

offenders who require a certain level of support? 

e) What skills do you wish to acquire while you are a Community 

Corrections Officer? 

f) How can we engage with Indigenous communities? 

g) How do you think ACCO and RACCO can be improved? Do they 

help our business in communities? 

h) Do we have people in the right places or communities? 

i) Should we do our contact with Indigenous communities or the other  

community differently and why? 

j) Data on program effectiveness – have you seen any and does 

anyone discuss this with you? 

k) What are the ways that you think your work should be evaluated? 

l) Is there a kind of supervision that you would like to use that does not 

currently exist in this service? 

m) Are their differences between compliance reporting and intensive 

supervision that should be explored or are all clients equal 

considerations? 

n) What do you think of in-service learning sessions with co-workers? 

For example, should we have learning sessions and formal in-

services every year or should we do it on the job? 

o) Lastly, does your job give you work satisfaction - and if so, how? 
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The second set of interviews, following the focus group, refined these 

questions to a much more focused set that concentrated on the ‘who’, ‘what’ 

and ‘why’ that resulted in the final emergent themes.  
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9.3 Staff suggestions derived from interviews – The 

Practical Approach by Co-Researchers. 

Staff Suggestions from the Consultation Process in 2004: 

1.  Correctional Services should employ two Community Education 

Officers – one Indigenous and one non-Indigenous to work within 

schools and community groups demonstrating understanding and 

acceptance. One of these officers should be based within the 

Department of Justice Media Unit to enable Community Education to 

be effective.  

2.  A community campaign to enhance community involvement is 

considered important. At least fifteen volunteers should be sought of 

which twelve should be Indigenous and all these community 

representatives should be paid an hourly rate at about a AO5 level as 

Official Visitors or Elders to prisons and detention centres. 

3.  A Communications Strategy for the dissemination of Correctional 

Services must be produced that emphasises the inherent problems 

that offenders have and that most are not violent people who will be 

released in the near future. 

4.  A media campaign similar to that used by the Northern Territory Police 

should be instigated that tells Territorians about Correctional Services’ 
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offenders and aligned to which should be a victims service that 

enables Territorians to check on release details and dates of 

offenders. 

5.  Correctional Services must work closer with the Office of Crime 

Prevention (or its successor) to ensure that it has an adequate 

representation on Regional and Indigenous Crime Prevention 

Committees and Councils across the Northern Territory, including 

town based ‘harmony groups’. 

6.  The Northern Territory Indigenous community must be encouraged to 

participate in the service delivery of correctional programs and as a 

consequence their experience and skills must be allowed to 

compensate for a lack of ‘formal’ qualifications. This is especially 

important for community based Indigenous staff. 

7.  Ensure that an experienced Community Corrections Officer is on 

every case management team for any prisoner that will be subject to a 

‘after prison’ order. 

8.  Every case management team decision that affects supervision within 

the community is agreed to by Community Corrections and this is 

especially important once ‘Unit Management’ is in place. 
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9.  Every Classification Committee that considers the supervision and 

rehabilitation needs of a prisoner should include an experienced 

Community Corrections Officer and where appropriate a 

representative from TAFE, the Education Section and an Industries 

Officer where the prisoner has expressed an interest in skills 

development.  

10.  Community Corrections should establish a prison team that rotates 

through classifications and case management teams - these could 

also be linked with Community Corrections Programs Officers that are 

discussed elsewhere. 

11.  Each Correctional Centre and the Don Dale Juvenile Detention Centre 

should have 2 – 4 Community Corrections Officers physically 

positioned there to build relationships and to work towards a better 

working system.  

12.  Custodial Corrections (Prison Officers) should organise rostered 

positions of Prison Officers for periods of not less than one month 

each allowing 36 Officers per year to each experience one month 

working with community based clients or juvenile detainees.  

13.  Community Corrections should examine the Custodial (Prison Officer) 

recruit course and ensure that all new employees participate in all 

elements of the course that relate to offender management but not 
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necessarily security components except for personal security. This 

should also be applied to all Unit Management Training and there will 

be a need for temporary increase in staff required for this similar to the 

accepted CAYA recommendations for Prison Officers. 

14.  Each four months about eight Community Corrections Officers, a few 

clerical officers and up to ten Prison Officers should be permitted a 

two day ‘in service’ coordinated by the Training Unit at a location away 

from the workplace where a structured (with informal sessions) 

discussion of team building and improvements is facilitated by 

professional trainers. 

15.  Prison Officers should be invited ‘off rosters’ to travel to remote 

communities with Community Corrections officers routinely to allow 

those who are unfamiliar with remote communities to gain an 

understanding of the conditions of the home environments of many 

prisoners. 

16.  Office Managers and Senior Case Workers in Community Corrections 

should meet each six months with a group of up to ten Chief Prison 

Officers and Chief Industries Officers and at least one Superintendent, 

one Deputy Superintendent, principal programs staff, community 

engagement professionals and two or three Head Office staff and 

these should be mandatory and away from the work place. 
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Discussions should include statistical trends and plans to address 

them. A formal agenda with action plans should be developed. 

17.  All new Community Corrections Officers and all Prison Officer recruits 

should spend at least two full working days in the other environment 

as part of initial familiarisation under the supervision of experienced 

managers from both areas of the service. 

18.  All Community Corrections Officers who visit Correctional Centres 

should be required to discuss issues with the appropriate senior 

custodial officer on duty and to visit the accommodation and 

workplaces of their clients. 

19.  All classification teams and those officers who prepare reports 

(including programs officers) relating to the Parole Board and the 

Courts should receive a combined ‘sign off’ prior to submission. 

20.  Correctional Services newsletters and publications should emphasise 

the links between the various elements of the service and encourage 

social and learning interactions. This should include in every 

publication the profile, photograph and work of one Community 

Corrections Officer, one Prison Officer, one programs, health or 

education staff member and at least one Industries officer and one 

clerical staff member. One staff member should be featured especially 

each month or at least routinely. 
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21.  At least once each two months every member of the Division of 

Correctional Services should receive by email a one page summary of 

major issues facing the NTCS and then also two to three pages (with 

references) of issues identified in interstate and international 

corrections publications and newsletters. This will help to build a wide 

understanding of those issues of significance beyond the Northern 

Territory’s limited issues. There are many international publications 

that will be applicable and of relevance. 

22.  Aboriginal Community Corrections Officers and Regional Aboriginal 

Probation and Parole Officers should be permitted to continue to wear 

Correctional Services insignia when having to enforce orders in their 

communities, particularly with family members. It is recognised that 

some custodial officers have a problem with this but when considering 

the family difficulties of NTCS remote staff this is considered essential 

where the staff member believes that it supports his or her authority. It 

is however, considered important to recognise the difference between 

the roles of these officers. 

23.  Correctional Services should continue a briefing through the Chief 

Executive Officers of Crime Prevention and the Ministerial Standing 

Committee of Crime Prevention on significant issues for every meeting 

and that senior police and officers from the represented agencies be 

invited to view facilities and activities regularly should they wish in 

order to continue the high levels of understanding and cooperation. 
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24.  The Media and Communications Unit of the Department of Justice 

should complete a better Internet site for the NTCS that includes 

access by all NTPS staff to the newsletter. This will assist to reduce 

the ‘us and them’ view and the ill-informed perception of people who 

work with offenders. 

25.  Whenever custodial staff or Community Corrections staff attend 

conferences or meetings, at the minimum a short briefing should be 

provided to the others soon after returning by posting the website and 

also holding an information session for any officers who would 

appreciate a face to face briefing.  

26.  It is recommended that a three tier arrangement of client supervision 

should be progressively implemented and that this should relate only 

when office size permits this kind of relationship to the skill levels of 

staff. Intensive supervision of those clients who are seriously at risk, 

less serious clients or those clients with complex issues and 

compliance reporting are the three levels.  

27. Staff who manage and supervise intensive supervision clients should 

be expected to be either long experienced officers with some technical 

training or those who have formal tertiary qualifications. These officers 

should also support the other staff with advice and direction with 

regard to supervision regimes. 
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28. A training calendar for all staff is considered essential with every 

Community Corrections Officer being permitted 12 days per year of 

approved training over and above other approved study leave. 

29.  All new staff should be appointed a mentor for the first 3 months that 

should be in addition to the office manager or immediate supervisor. 

30.  A Community Corrections Programs Unit is considered essential and 

should comprise a core of five officers and that three should be 

professional trained with qualifications in social work, psychology or a 

similar qualification. This unit should allow for exchanges of 

Community Corrections Officers and at times prison officers. The 

resource issues are canvassed in theme five.  

31.  A Community Corrections Programs Unit must be separate from 

prison based officers but protocols on the sharing of information and 

total case and full sentence management must be a high priority. 

32.  The Community Corrections Programs Unit should be highly mobile 

with two officers based in Darwin, one in Katherine and two in Alice 

Springs. Essential to the effectiveness of this will be the capacity to 

provide programs in remote communities where a caseload demands 

it. This will necessitate team work with Community Corrections 

Officers and Reintegration Officers to meet various community 

demands. 
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33.  The training of Aboriginal Community Corrections Officers must be 

enhanced with a regular training program of four weeks per year with 

additional support being provided for them to meet cultural obligations 

without loss of salary. This resource is described in theme five. 

34.  Create a pool of four Community Corrections Officers that forms the 

core of a Regional Services Unit in Darwin (with out posted officers to 

other places) who can be quickly located to remote communities or 

other urban centres. This will also require two living units (caravans 

etc) where accommodation is not readily available. Two of the 

positions should come from the existing establishment. 

35.  The Regional Services Unit to also have one officer as mentor / trainer 

for Indigenous community based staff. 

36.  The Palmerston and Katherine offices should report directly to the 

Assistant Director – North. 

37.  Devise ways to reduce report writing time loads so that more time in 

communities can be freed. This could include Parole Board reports 

being made the responsibility of custodial services that it could be said 

know more about the offender in any event with an input by 

Community Corrections related to the home community’s expectations 

of and for the offender upon release. 
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38.  Develop a community engagement strategy that includes the input of 

relevant other agencies such as the Office of Crime Prevention. This 

should be the first task for a Regional Services Unit. 

39.  Build a strategic plan for Community Corrections that encompasses 

the community engagement strategy, and evaluation component and 

the clarification of client expectations. This can be developed into a 

serious and continuing strategic planning process. 

40.  Every Community Corrections Officer who has a remote community 

caseload must spend at least 3 days per month in each place working 

with community representatives and offenders and their families. 

41.  Every Community Corrections Officer and those administrative staff 

who deal with Indigenous clients must complete some language and 

cross-cultural training each year. 

42.  Clerical staff should monitor compliance reporting under the guidance 

of one experience Community Corrections Officer where deemed 

suitable. 

43.  The Director of Community Corrections should be at the same level as 

the Director of Custodial Services and reporting directly to the Director 

of Correctional Services. 
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44.  The staffing structure and organisational structure of Community 

Corrections should be expanded in addition to the Director’s position 

by the inclusion of: 

• Three additional Aboriginal Community Corrections Officers; 

• One Co-ordinator of Aboriginal Community Corrections Officers 

and Regional Aboriginal Probation and Parole Officers; 

• Five Community Corrections Programs staff based in three 

locations ie Darwin, Katherine and Alice Springs; 

• Six Senior Supervising Officers should be recruited to manage 

difficult and the more serious cases; 

• The two Deputy Directors being at the Administrative Officer Level 

8 or the Professional level 4; 

• An amended base structure for officers as described in the 

organisational chart now suggests three levels for Community 

Corrections Officers - ie. Two for normal (easy and difficult) 

supervision and one level for intensive supervision clients; 

• Two Community Educators, one based within the Department of 

Justice Media and Communications Unit and the other being 

dedicated to schools and community based education, 

• A total of up to 15 paid community volunteers at a Full Time 

Equivalent rate of two AO5 officers per annum across the Northern 

Territory; 
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• Two additional officers being based (positioned) in prisons at no 

additional cost if offsets against other duties can be made; and 

• An additional two positions at the base level to cover training 

absences on the same basis as the CAYA review. 

45.  An appropriation to be determined if the ‘blueprint’ is supported to 

meet the administrative arrangements of the above support to 

Community Corrections. The costs for custodial services training is to 

be met sufficiently by the resourcing following the CAYA review. 

46.  The Community Corrections Programs Unit is to be highly mobile, 

linked to prison based counterparts but to see their client as 

Community Corrections Officers but with a formal memorandum of 

shared information with prison based programs staff.  

47.  Head Office managers must ensure there is weekly interaction in a 

two way sense between them and from there to other staff. This is 

particularly relevant to staffing decisions.  

48.  The creation of career movement and learning opportunities linked to 

the programs capacity is important and therefore the programs unit 

should be completely integrated within Community Corrections. 

49.  The Manual of Procedures for Community Corrections Officers is 

considered to be too restrictive, particularly about breaching 
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considerations. Base grade and experienced staff should be engaged 

in the consideration of a new procedures manual that should provide 

for professional discretion by Community Corrections Officers. 

Other suggestions by the researcher 

• No Community Corrections client should be located more than    

200km from the nearest Police post or station; 

• An electronic system be created that ensures that every 3rd minor 

failure of reporting/ or supervision results in a referral to a senior 

officer (a senior Supervising Officer),  the creation of the senior 

caseworkers should review all such cases every month;  

• A central breach registry be immediately created  that and the 

computer registry be created for all minor and senior breaches; 

• The Parole Board support be separated from Community Corrections; 

and the service builds a computer model that allows for travel and 

distances and work requirements to be counted that is better than 

simply counting caseloads. 
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Staffing Implication: 

Director from AO8 to EC01 / EO1 X 1 

Assistant Director from AO7 to AO8 X 2 

Office Manager 

(Palmerston, Katherine, Alice Springs, Casuarina) 

from AO6 to AO7 X 4 

Specialist Caseworker (senior reviewer) 

(OIC Tennant Creek, OIC Nhulunbuy, Alice 

Springs, Casuarina, Palmerston) 

AO6 X 6 

Senior Caseworker AO5 X 1 

Caseworker AO4 X 1 

Regional Aboriginal Probation and Parole Officer AO4 X 1 

Aboriginal Community Corrections Officer AO3 X 3 

Community Educators AO6 X 2 

Regional Support Officer AO6 (for ACCOs) X 1 

Programs Officers 

(2 Darwin, 1 Katherine and 2 Alice Springs) 

P3 (OIC) 

P2 

P1 

X 1 

X 2 

X 2 

Community Volunteers / Elders AO5 X 15 (P/T)  

= 2 FTE 

 

Notes: 

1. Due to a lack of comparable data from the agency, it is not possible to determine a 

current formal staffing establishment to develop comparative organisational charts. 

2. This is a figure of suggested staffing levels and numbers when it can be determined. 

3. Level of positions is subject to the Formal Job Analysis Questionnaire Process. 

4. Total number of new positions suggested (as at 2005) is: 
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Aboriginal Community Corrections Officers AO3 X 3 

Trainee / Mentor ACCOs AO6 X 1 

Community Educators AO6 X 2 

Volunteers / Elders AO5 X 15 (P/T) = 2 

FTE 

Programs Staff P3 

P2 

P1 

X 1 

X 2 

X 2 

Caseworkers (to cover training for two years) AO4 X 2 

New Positions  15 

 

5. Principal Upgrades to positions (existing): 

Director to ECO1 / EO1 

Assistant Director to AO8 

Office Managers to AO7 

Specialist Caseworkers to AO6 

Senior Caseworker to AO5 

Current ACCOS to AO3 

Current RAPPOS to AO4 

 

6. Creates a career path and specialist levels to meet client needs. 

7. Full costings can be developed in the future once JAQ process is complete. 

8. Comparative levels from other jurisdictions are of similar levels. 
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9.4  Reference (Co-researchers) Group Membership and 

Comments 

Julie Davis and Jens Tolstrup of Northern Territory Correctional Services 

(former Director of Community Corrections and overall Director of 

Correctional Services respectively) identified a group of officers that reflected 

urban and remote area experience, gender mix, Indigenous background and 

length of service that would provide me with guidance and information.  

All persons on this Reference Group (co-researchers) were willing 

participants. All bar one member of the group was interviewed in the first 

round but all participated in the ‘focus group’ discussions except for Mr Yvon 

Magnery, who was on annual recreation leave at the time. 

The membership consisted of: 

Mr Bill Munro – Acting Assistant Director Northern (in 2005); 

Ms Sheralee Taylor – Case Worker Alice Springs Corrections Centre; 

Ms Michelle Hocking – Probation and Parole Officer, Casuarina; 

Mr Luke Tipuamantimiri – Regional Probation and Parole Officer, Tiwi 

Islands; 

Mr Yvon Magnery – Office Manager Tennant Creek Community Corrections; 

Mr Dean Wilson – Probation and Parole Officer, Casuarina; 

Ms Kelly Eyeington – Senior Probation and Parole Officer, Palmerston; 

Mr Nathan McIvor – A / Senior Probation and Parole Officer, Katherine; and 
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Mr Mark Monaghan – Office Manager, Community Corrections, Katherine. 

These people contributed exceptionally well to the suggestions in this report. 

As stated earlier they also contributed and participated (with the exception of 

Yvon Magnery) in the focus group day that was facilitated by former Auditor-

General Iain Summers. Mr Peter Curwen-Walker and Dr Chris Adepoyibi 

also assisted the focus group as ‘provocateurs’.  

Mr Gordo Harris, an experienced Community Corrections Officer, assisted 

with recording the outcomes of the focus group. 

I commend them all for their honesty, integrity and willing input.  
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8.5  Consent Form 

CONSENT FOR INTERVIEW PARTICIPATION  

I,....................................……………………… of  

............................................................................ 

Hereby consent to participate in a study to be undertaken by Allan Van Zyl,  

A Doctoral student at Charles Darwin University and an employee of the 
Department of Justice.  

I understand that the purpose of the research is: 

To consider ways to improve a ‘one service’ capacity of Northern Territory 
Correctional Services targeting community engagement in service delivery 
emergent from the grounded understanding of staff within the service. 

I acknowledge that: 

• the aims, methods, and anticipated benefits, and possible risks of the 
study, have been explained to me by Allan Van Zyl; 

• I voluntarily and freely give my consent to my participation in such study; 

• I understand that aggregated results will be used for research purposes 
and may be reported in scientific journals and academic journals; and 
note that 

• individual results will not be released to any person except at my request 
and on my authorisation; and that 

• I am free to withdraw my consent at any time during the study, in which event 
my participation in the research study will immediately cease, and any 
information obtained will be returned to me or destroyed at my request. 

 

 

 

Signature:...................................................................  

 

Date:..................................... 

 


