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1. Introduction
Corrections Victoria’s purpose is to enhance public safety and crime reduction through the effective administration of prison sentences and enforcement of community supervision orders. This relies on effective offender management by all staff so as to maximise opportunities for offenders to change their behaviour. The way Corrections Victoria manages offenders is guided by the Offender Management Framework, which prescribes practice principles to ensure that our offender management practices are linked to evidence based theory.  The Offender Management Framework further enables a consistent, system-wide approach. 

At the core of how Corrections Victoria manages prisoners is the sentence management function, which is an on-going process of identifying prisoners’ needs and matching them to correctional resources.  The objective of sentence management is to ensure appropriate placement and management of prisoners.

The Sentence Management Manual provides direction to staff involved in the functions of sentence management to ensure that they perform their duties consistently and in line with legal requirements and Corrections Victoria requirements. This document outlines the legislative and policy frameworks which relate to the sentence management function. 
2. Governance Framework
The Sentence Management Manual forms part of a hierarchy of requirements and guidelines that include legislation, Victorian and national correctional standards, Commissioner’s Requirements and Deputy Commissioner’s Instructions. 
2.1 Legislation
The Corrections Act 1986 and the Corrections Regulations 2009 provide the direct legislative basis for the delivery of adult correctional services in Victoria. Of importance to sentence management function are divisions 6, 7 and 8 of the Corrections Regulations, which relate to prisoner classification, placement and separation respectively. The procedures within the Sentence Management Manual reflect the requirements of the Corrections Act and Regulations. 
The Victorian Charter of Human Rights and Responsibilities Act 2006 (‘the Charter’) took effect on 1 January 2008.  The Charter creates an obligation on public authorities to give proper consideration to, and act in a way that is compatible with, human rights.  In keeping with the aims and obligations of the Charter, Corrections Victoria continues to assess and, if necessary, amend legislation, regulations, policies, procedures, and frameworks, including this Manual, to ensure compliance with the provisions of the Charter. It has also established a process whereby a human rights assessment is built into the development of new proposals. 

It is expected that, in carrying out their duties as referred to in this manual, staff will comply with their obligation to comply with the provisions of the Charter to ensure that all prisoners are accorded appropriate human rights.  In this respect section 38(1) of the Charter provides, ‘…it is unlawful for a public authority to act in a way that is incompatible with a human right or, in making a decision, to fail to give proper consideration to a relevant human right.’ 
The Charter sets out twenty human rights that ‘Parliament seeks to protect and promote’.  Those most likely to be relevant in the sentence management context are:

	Recognition and equality before the law
	Protects the right of all Victorians to enjoy their human rights free from discrimination and provides the right to equal protection of the law without discrimination.  

	Right to life
	This one of the most fundamental of all human rights and is concerned with the protection and preservation of life, including a positive duty to protect the lives of persons in our care. 

	Protection from torture and cruel, inhuman or degrading treatment
	Protects the right of all Victorians to be free from torture or treatment/punishment that shows a lack of respect diminishes dignity and causes feelings of fear, anguish or inferiority that is capable of humiliating or debasing the person. This includes a positive duty to take steps to prevent or minimise this occurring.

	Freedom of movement
	Protects the right of people who are within Victoria lawfully to move freely within Victoria, to choose where to live and be free to enter and leave Victoria. 

	Privacy and reputation
	Protects the right of Victorians not to have their privacy, family, home or correspondence unlawfully or arbitrarily interfered with or to have their reputation unlawfully attacked.

	Freedom of thought, conscience , religion and belief
	Protects the right of Victorians to internally hold certain thoughts, beliefs or positions and demonstrate their religion or belief in worship, observance, practice or teaching. This includes protection from being coerced or restrained in a way that limits this freedom.

	Protection of families and children
	Provides that families are to be protected by society and the state and recognises that children are entitled to special protection. The best interests of the child needs to be considered in all actions affecting the child.

	Cultural rights
	Protects the rights of Victorians from being denied the right to enjoy their culture, religion or language. Including the recognition of distinct cultural rights for Aboriginal persons.

	Right to liberty and security of person
	Protects the right to physical liberty and security. It also sets out the minimum rights of individuals who are arrested or detained to minimise the risk of arbitrary or unlawful deprivation of liberty. 

	Humane treatment when deprived of liberty
	Requires that all person detained be treated humanly and with dignity. That the conditions under which prisoners are held should conform to internationally accepted standards. This right also requires the segregation of unconvicted and convicted prisoners. 

	Rights of Children in Criminal Proceedings
	Recognises that children in the criminal justice proceedings require additional special protection. Requires children be treated in a way that is appropriate to their age, including the provision of treatment, education and assistance if imprisoned. 


Charter rights are not absolute. A number of the rights contain specific limitations or expressed exceptions that qualify the scope of the right. In addition, section 7 contains a general limitations clause that is applicable to all rights. Under section 7 a right may be limited if the following conditions are met: 
· The limit must be provided under law;

· It must be reasonable; and

· Its imposition on the right must be demonstrably justified.

The procedures outlined in the Sentence Management Manual are all based on legislative requirements. For example, the ability to classify or separate a prisoner is provided for in the Corrections Regulations 2009.
However, even when the Corrections Regulations allow for the limitation of a human right, the Charter still requires duty holders to consider if the application of the Regulation or policy is  reasonable and demonstrably justifiable in the individual case before them. This involves a balancing exercise whereby the needs of other rights holders, including other prisoners and staff  are balanced against the rights of individuals. Decision-makers are legally required to take relevant Charter rights into account when making a decision.
In determining whether a limit is reasonable the Charter directs that certain factors must be taken into account, including the nature of the right, the importance of the purpose of the limitation, including whether any competing rights are relevant, the nature and extent of the limitation, and its purpose and if there is a less restrictive means reasonably available to achieve the purpose that the limitation seeks to achieve. 
Basically in determining what is reasonable, and in order to balance the rights of the prisoners with those of others, staff must consider the nature of the right(s) being limited, the reason for the limitation, including whether the limitation is necessary to protect other rights and whether there is an alternative, least restrictive option that can be adopted.
While some rights will be restricted because a person is imprisoned, the fact that a person is deprived of liberty does not void all rights. The usual Charter tests for determining what is a reasonable limitation on rights will apply.
2.2 Correctional Standards

The National Standard Guidelines for Corrections in Australia constitutes outcomes or goals to be achieved by correctional services rather than a set of absolute standards or laws to be enforced. The guidelines were drafted to reflect the United Nations Standard Minimum Rules for the Treatment of Prisoners. Corrections Victoria is a signatory to the guidelines, which are cross-referenced in both the Correctional Management Standards for Men’s Prisons in Victoria and Standards for the Management of Women Prisoners in Victoria. These Victorian Standards focus on the outcomes and outputs to be achieved by public and private prison operators. They also contain standards for the classification and placement of prisoners. The Sentence Management Manual has been developed in line with the Correctional Standards.
2.3 Commissioner’s Requirements

Commissioner’s Requirements are issued when specificity is required to ensure the consistency of correctional practice across the whole prison system. The Sentence Management Manual is a Commissioner’s Requirement. 
2.4 Deputy Commissioner’s Instructions

The Standards and Commissioner’s Requirements are put into practice through Deputy Commissioner’s Instructions (public prisons) and Operating Procedures (private prisons). 
2.5 Department of Justice (DOJ) Risk Management Policy

The purpose of the Department of Justice (the department) Risk Management Policy is to articulate the department’s commitment to the management of risk.
The department executes its risk management activities in compliance with the following:

· Financial Management Act 1994 and Standing Directions of the Minister for Finance

· Victorian Government Risk Management Framework

· International Standard on Risk Management, ISO31000:2009.

In order to effectively and efficiently acquit its responsibilities, the department will:

· ensure it has in place robust governance frameworks to guide and assess the compliance of risk management activity across the department

· ensure it has in place the necessary processes and tools to assist business units and divisions in complying with legislative obligations

· enable a culture of success by developing expertise and capability across the department

· utilise risk management capabilities to identify opportunities for innovation and business improvement

· work with other government departments to develop a whole of government view of risk

· make risk insightful by delivering forecasting capabilities, which will allow the department to accurately predict, and where appropriate act upon, future risk exposures.

The department will ensure that, as far as reasonably practicable, the department’s operations do not place people, property, or the environment at unacceptable levels of risk or harm.
The Sentence Management Manual provides a comprehensive framework of polices and procedures for identifying and managing the risk associated with the classification, placement and management of prisoners. It directs how staff will identify and assess areas of risk in determining prisoner classification and placement. Inherent in this process is that risk will be mitigated to an acceptable level by the appropriate classification, placement and management of prisoners. Given the increased risks associated with certain categories of prisoners, the Manual identifies a hierarchy of decision making, ensuring that the level at which the decision is made is appropriate given the level of risk. This is consistent with the requirements of the DOJ Risk Management Policy.       
3. The Sentence Management Division
The purpose of the Sentence Management Division is to identify prisoner needs and match them to correctional resources.  The objectives of the Sentence Management Division are to:
· manage the movement of prisoners through the system and put in place strategies and procedures to effectively manage demand

· reduce re-offending by ensuring case management and program delivery that engages prisoners in positive behaviour change

· provide a system that delivers the highest standards of safety and security for the Victorian community, offenders and prisoners 

· ensure that all practices are delivered to the highest standards of governance and professionalism, and are consistent with best practice.
There are four sub branches within the Sentence Management Division:
· Sentence Calculation and Warrant Administration Unit

· Sentence Management Operations

· Major Offenders Unit

· Systems and Planning.
3.1 Sentence Calculation and Warrant Administration Unit 
Sentence Calculation and Warrant Administration Unit is responsible for operating and maintaining the internal records system at Corrections Victoria through:
· ensuring that imprisonment orders comply with sentencing legislation 

· maintaining quality assurance including the maintenance of paper and electronic records in relation to court appearances and the sentencing and remand of prisoners

· ensuring that the interpretation of sentencing decisions stated on imprisonment warrants accurately reflect the intentions of the judiciary

· providing professional sentencing advice to stakeholders including all Victoria courts, Judges, Corrections Victoria staff and other government departments.
3.2 Sentence Management Operations

Sentence Management Operations is responsible for the classification and review of prisoners. This includes:
· classification and review of sentenced and remand prisoners and prisoners separated in high-security / management units throughout the state

· assessments to determine security rating, broad program needs and placement

· creation of a sentence plan to ensure that a prisoner is managed in a consistent and coordinated manner throughout a sentence
· management of the interstate, international, parole and mental health transfer program

· coordination of the Sentence Management Panel.
3.3 Major Offenders Unit

The Major Offenders Unit is responsible for the management of risk and coordination of a whole-of-sentence approach to major offenders. This includes:
· administration and provision of briefings and advice to the High Risk Management Advisory Panel and to the Corrections Victoria Executive Committee
· organisation of Sentence Management (Major Offenders) Panels

· provision of case management support to prisons between panel meetings, providing advice and support to the responsible prison to direct attention to the specific risks and requirements of the individual major offender
· prison unit liaison for management of high-security units to provide a consistent approach to the prisoners and maximise the effectiveness of the opportunities within the environments

· management of information and briefing in relation to Major Offenders

· routine and case specific liaison with Victoria Police and Corrections Victoria Intelligence Service (CVIS)

· preparation and management of the Major Offenders Lists (one for prisons and one for Community Correctional Services [CCS]).
3.4 Systems and Planning 

Systems and Planning is responsible for central coordination of the functions of the Offender Management Framework.  This includes:

· completion of the Victorian Intervention Screening Assessment (VISAT) to identify the prisoner’s risk of re-offending 

· maintenance and updating operational procedures relevant to the Sentence Management Division
· training and supervision of the Offender Management Supervisors and the provision of support and training in VISAT and Motivational Interactions across Corrections Victoria.
4. Offender Management Framework 
The Reducing Re-offending Framework (2004) describes how Corrections Victoria will achieve its mission through assessing, treating and managing offenders in order to reduce their risk of re-offending.  This relies on effective offender management by all staff to maximise opportunities for offenders to change their behaviour.

The Offender Management Framework (OMF) documents a number of practice principles that are based on ’what works’ literature. These practice principles ensure that the offender management principles are linked to evidence-based theory and enable a consistent system-wide approach to offender management. It is essential that staff involved in the functions of sentence management are aware of the OMF aims, theories, theoretical and practice principles. 
The aims of the OMF are:
· to maintain a safe and secure community

· to motivate offenders to engage in and continue with programs and services

· to identify and monitor offenders risks and needs, and

· based on these risks and needs, co-ordinate and prioritise offenders’ and prisoners’ access to appropriate programs, services and activities.

Full details of the OMF can be found in the Offender Management Framework – Achieving the Balance.
4.1 OMF Theories

Three theories underpin the OMF:
· The risk-need approach is a psychological theory of anti-social behaviour that focuses on preventing re-offending and protecting the community (i.e. a risk management approach).

· The good lives model is a broader psychological theory of anti-social behaviour.  Its additional focus is on enhancing offender skills to prevent re-offending (i.e. a self management approach).  The risk-need approach and good lives model are complementary.

· Therapeutic jurisprudence is a legal theory with concern for the well-being of individuals within the criminal justice system.  It highlights the importance of correctional staff in engaging offenders in pro-social ways.

Developing services based on these three theories provides a correctional system that cannot only protect the community by reducing anti-social behaviour but also addresses individual offender needs by increasing pro-social behaviour and well-being.

4.2 The Framework

The OMF provides a number of practice principles that are underpinned by a number of ‘what works’ theoretical principles. 
THEORETICAL PRINCIPLES
PRACTICE PRICIPLES
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4.3 Theoretical Principles

The Theoretical Principles are:

· Integrity – a theory and evidence-based approach to programs, services and activities.

· Risk – more intensive interventions are applied to higher risk offenders and minimal services to lower risk offenders.
· Need – areas directly related to offending should be targeted.

· Responsivity – programs are to be delivered in a style and mode that offenders respond to and engage in.

· Internal responsivity factors are within the offender such as motivation, learning style, age, gender, culture and various barriers to participation.

· External responsivity factors are the environmental interaction between the offender and the staff and/or setting.

4.4 Practice Principles
Practice Principle 1: Maintain System Integrity
The integrity principle ensures that programs are continued to be delivered as it was planned and designed, so that it meets its objectives. The components of this practice principle are:
· Offender management processes are evidence-based and linked to theory.
· Staff members are properly trained, supported and mentored.
· Quality assurance processes are in place to ensure offender management practices and processes are monitored to identify areas of achievement and opportunities for improvement.
· Offender management practices are evaluated.
Application of Practice Principle 1:
· The Sentence Management Manual is supported in practice by training, mentoring, supervision and peer review of staffs’ compliance with procedures and decisions.

· Regular Sentence Management Division meetings and workshops provide a forum in which staff may discuss procedural issues and seek clarification in a collegiate environment. 

· Offender Management Supervisors are located in each prison to support application of the Framework by custodial staff.
Practice Principle 2: Manage Risk & Target Intervention Needs

These principles generally focus on offending behaviour however; Corrections Victoria has adapted the risk principle to other forms of risk. In order to abide by these principles the following practice principles must exist:
· Offender management processes are based in accurate and up-to-date information.
· Offenders have access to an adequate range of services, programs and activities to accommodate their identified needs.
· Level of services and programs are matched to level of risk (includes risk of re-offending, to staff, escape, self harm etc).
· Staff members monitor offender’s progress on goals.
Application of Practice Principle 2:
· Classification decisions are based on accurate and up-to-date information gathered from a wide range of sources. 
· Classification decisions are based on the assessed risk and needs of the prisoner and are designed to facilitate access to services and activities to address their identified needs. 
· There are a range of regimes that provide restrictions based on the risk the individual poses to the correctional system. 

· Sentence Management Panels, Case Management and Review Committees and other panels provide a mechanism regularly reviewing the progress of prisoners. The frequency by which a prisoner is reviewed depends of the level of risk they pose to the correctional system and level of restrictions imposed on them.
Practice Principle 3: Increase Self Responsibility

This practice principle is about developing practices that facilitate learning and subsequently lead to changed behaviour (individual factors that must be considered include treatment motivation, learning style, age, gender, culture and various barriers to participation). Therefore, the following principles must exist:
· Staff, services and programs are responsive to offenders’ learning styles and abilities.
· Offenders are assisted to have responsibility for developing and implementing plans and meeting goals.
· Offender management processes are individualised

Application of Practice Principle 3:
· Classification decisions are based on a detailed individual assessment.
· Prisoners are actively engaged in the classification process and encouraged to take responsibility for the development of their Sentence and Local Plans. 
· Staff are required to use interpreters and specialist staff to enhance engagement.
· The role of the prisoner in this degree of self-determination is explained by Sentence Management staff and fostered through the sentence.
Practice Principle 4: Provide Constructive Environment
External responsivity factors are the staff and setting characteristics such as the method of service delivery and the interaction between the offender and their environment.  These include:
· Staff, through their interactions with offenders, maximise the offender’s opportunity for rehabilitation thereby reducing the risk to the community. 

· Staff members ensure expectations of offender management processes are communicated to the offender.
· Staff members deliver a consistent system of rewards and sanctions.
· Processes are in place to ensure the offender can access and complete programs.
· Staff support processes of progression and enhance continuum of care.

Application of Practice Principle 4:
· Classification decisions are fully explained to prisoners and this discussion is comprehensively documented. 

· There are a range of regimes that provide restrictions based on the risk the individual poses to the correctional system. Prisoners are advised of the behavioural expectations required to process through these regimes. 

· Prisoners are regularly reviewed to ensure that they are accessing the recommended interventions.
· Prisoners are regularly reviewed to determine whether they are suitable to progress through the system.

· All staff are responsible for ensuring that information in relation to the risk and needs of prisoners and offenders is recorded appropriately to enable sharing of critical information between business units to enhance the continuum of care.  
5. Sentence Management Function
The sentence management process is based on a two-tier system:
· The Sentence Management Division provides a centralised system responsible for the individual assessment and classification of prisoners. The unit also provides a review and oversight function of the management of prisoners across the system.

· Each prison location convenes a multi-disciplinary Case Management and Review Committee which is responsible for the implementation and monitoring of Local Plans for each prisoner, reviewing and monitoring the progress of prisoners at each location, and providing information and recommendations to the Sentence Management Division in relation to classification.

Sentence management is an on-going process of identifying prisoners’ needs and matching them to correctional resources, with the objective of placing and managing prisoners appropriately.  It is a process of balancing security, management and needs of prisoners, the community’s need for protection and the efficient and effective operation of the correctional system.  It is critical that the prisoner is an integral part of this process and is encouraged to actively participate in the discussions about their own placement, goals and objectives to ensure that the negative effects of imprisonment are minimised and self-responsibility is encouraged.

As a process, sentence management continues for the duration of a prisoner’s contact with the correctional system and therefore it must change as both the needs of the individual and the organisation change.

5.1 Guiding Principles of Sentence Management
The following guiding principles of sentence management have been developed in line with the OMF practice principles. 

Managing Risk
Corrections Victoria is responsible for the safety and welfare of prisoners, staff and the community.  In this context, safety and welfare includes the protection of; the community by minimising the risk of escape, and staff and prisoners through minimising assaults and self harm. The sentence management process must be sufficiently responsive to balance the needs of the individual, the community and the system.

Addressing Needs

Prison providers are required to provide for a broad range of prisoners’ needs. These include offence and offending behaviour related needs, health, welfare, psychological, religious, industry, educational and vocational training needs. The sentence management process must be responsive to these needs and take them into account in assessment and decision making.

Graduated Release
Effective correctional management through the sentence management process requires that prisoners are held in the lowest level of security appropriate according to their level of risk and need. Prisoners initially classified as high-security are expected to work their way from higher to lower security levels to enable release from the least restrictive environment possible.  Prison providers are required to implement this into their management of prisoners.

Impartiality

The Sentence Management Division seeks to implement the sentence management process in an impartial manner that the balances the best interests of the prisoner, the needs of the system and community safety.  

Openness

The criteria, as described in this manual and upon which placement decisions are made, are clear and well publicised.

Accountability

Decisions are comprehensively documented. Prisoners and prison staff are able to determine the processes and factors taken into account when making decisions from the documentation and can seek clarification from the decision maker.

Individual Focus
Prisoners are individually assessed in an interactive, motivational and engaging process in which the prisoner’s views about their needs and appropriate strategies for meeting those needs are actively sought and acknowledged.  Prisoners are empowered and motivated to recognise and change their offending behaviours.  
5.2 Flow Chart - Offender Management Prison Pathway

The following flowchart describes the prisoners’ journey from arrest to release. It identifies the key interactions that a prisoner could be involved in throughout their journey. 


6. Framework for the management of prisoners in high-security and management units
6.1 The role of high-security and management units

Corrections Victoria has developed policies and procedures to safely accommodate prisoners accommodated in high-security and management units. The policies and procedures are consistent with the OMF.

Within the Victorian prison system, a small minority of offenders require placement in units that provide high levels of supervision and separation in order to ensure their safety, the safety of others and effective control of the prison system. 

This cohort of prisoners can include; prisoners with extensive gang contacts, those charged with serious criminal offences such as terrorist related and organised crime offences, and prisoners who are providing evidence as Crown witnesses in high profile cases.  

The effective management of this group of prisoners is an ongoing process of negotiating a balance between competing requirements – control and necessary restrictions versus rehabilitation and meaningful activity; unit rules and procedures versus individual needs and incentives; and segregation versus human contact. 
The potential for negative and damaging impacts on individuals (including both staff and prisoners) in highly restrictive environments such as high-security and management units is significant. Such risks require a strong policy framework, an awareness of potential unintended consequences, and measures to minimise these risks.  
6.2 High-security and Management Unit Models

Models for managing prisoners in high-security or management units range across extremes: from an environment of total isolation, segregation and extended periods locked in cell with minimal human contact, to freedom of movement, access to programs, services and others but inside a highly secure section of a prison. Each of these extremes has its advantages and its disadvantages – shown in the table below.

	Model
	Advantages
	Disadvantages

	Total isolation

· Segregation and isolation

· Solitary confinement

· No interaction or communication with other prisoners 

· No physical contact with other prisoners

· Supervised by multiple custodial officers outside of cell

· Locked down for extended periods – minimal out of cell hours 

· No access to programs or support services 

· Minimal or no access to amenities 

· Highly institutional and ‘un-normalised’ environment 

· No meaningful activity
	· No risk of prisoner on prisoner incidents 

· Reduced safety risks for staff given reduced physical contact with prisoners (conversely, increased tensions may lead to increased safety risks when contact does occur) 

· Minimal opportunities to introduce contraband 

· Reduces opportunities for prisoners to influence other prisoners

· Highly controlled environment 


	· Mental health deterioration

· Physical health deterioration 

· No incentive for prisoners to behave or progress 

· No opportunity for prisoners to engage in rehabilitation 

· Hampers preparation for release

· Interactions between staff and prisoner are mainly adversarial – creates an ‘us’ versus ‘them’ culture

· Potential for increased tension leading to serious incidents

· Limited staff satisfaction causing difficulties in attracting quality staff

· Minimal human contact leading to deskilling of communication skills, therefore making it harder to adjust on their eventual return to a mainstream environment or the community
· Prisoners believed to be ‘management problems’ are likely to become a self-fulfilling prophecy (long term placements could result in perpetuating instead of preventing violent behaviour)

· Potential for Stockholm Syndrome between staff and prisoners, which could lead to staff corruption 

· A reliance on static security systems 

· Creates an environment of ‘no hope’ and reinforce prisoners’ perceptions of unfair treatment, leading to an increased risk of radicalisation  

	Freedom within a high-security environment

· Allows the same freedom as other prisoners but within a secure section of a prison

· Incentivised regimes based on behaviour


	· Segregation from the mainstream prisoner population

· Increased human contact and socialisation which will ease transition back into the prisoner population or release

· Opportunities to address offending behaviours and engage in meaningful activity 

· Access to support services 

· A more ‘normalised’ environment 

· Increased interactions between staff and prisoners 

· Utilises both static and dynamic security systems 

· Creates an environment of ‘hope’
	· Increased risk of access to contraband items 

· Increased risk to safety of staff and prisoners

· One dangerous prisoner can create a serious incident which impacts the management of the entire unit

· Difficult to monitor and manage prisoner relationships and alliances 

· No segregation of prisoners within the high-security unit




6.3 Prisoner Association
Corrections Victorian endeavours to accommodate prisoners in environments where they are able to mix safely with other prisoners. It is acknowledged that for those prisoners who present a significant risk to the Correctional system, either due to an assessed risk to themselves or the risk they pose to others, it may not be possible for them to have physical contact with other prisoners. 

This does not mean that the prisoner is excluded from human contact; the prisoner will still have routine contact with custodial and non-custodial staff, service providers (such as medical staff, education staff, chaplains etc), professional and official visitors, volunteers and his or her visitors. 

While this could be seen as a form of solitary confinement, Corrections Victoria does not impose these restrictions as a punitive measure and restrictions are only applied when there are no other appropriate options available. 

6.4 Guiding principles

The preferred approach to managing prisoners in high-security and management units is to provide an environment that balances the need for high level control and supervision while promoting wellbeing and maximising rehabilitation opportunities. The following principles inform the management of prisoners classified long-term in high-security and management units in Victoria:

	1. 
	Restrictions placed on prisoners in high-security and management units should be no more than are necessary to maintain safety and security based on an individual assessment of the prisoner’s risk(s).


In this context managing a prisoner’s risk(s) refers to the risk a prisoner poses to others (prisoners and staff), risk to the community (escape), risk to good order (for example through drug trafficking) and any risk to their own safety. 

A key classification principle is to accommodate prisoners within the least restrictive environment necessary to ensure safety and security for themselves, other prisoners, staff and the community. This is balanced by a range of other placement considerations and prison system needs (for example, rehabilitation requirements and system constraints), with the need to maintain safety and security being paramount.  

The ongoing placement of prisoners in high-security and management units is based on an individual assessment considering all available information - including intelligence information and, critically, discussions with the prisoners themselves. This assessment of risk and the prisoner are to be reviewed regularly. 
Corrections Victoria operates an Incentive Based Regime model within high-security and management units.  This model provides hierarchal regimes in which incentives may be accessed or withdrawn, depending upon the conduct, attitude, behaviour and responsivity of the prisoner. This enable Corrections Victoria to match the restrictions imposed on prisoners to an assessment of their risks. 
It is acknowledged that, even with the flexibility of Incentive Based Regimes, system constraints or the need to maintain the security of the system may result in more restrictions being imposed on individual prisoners than necessary to manage their risks.  In particular, this may occur in relation to the amount of out of cell hours provided to an individual prisoner having regard to the needs of other prisoners within a unit.  

	2. 
	High security and management units should provide regimes that are flexible enough to manage a range of prisoner groups. 


Managing prisoners in a high-security or management unit is a complex task and requires particular regimes to be attuned to the very specific issues and circumstances of each individual prisoner in the unit. 
Some prisoners are very limited in their options to mix or associate with other prisoners. There are also a small number of prisoners who, for their own safety, cannot mix with any other prisoners (inside a high-security or management unit or elsewhere in the prison system). This may be as a result of their behaviour or simply due to the prisoner having significant protection needs. 
Incentive Based Regimes provide the necessary flexibility within high-security and management units to accommodate and manage prisoners in regimes ranging from solitary confinement to small, contained communal living. 

	3. 
	Custodial staff should be in a position to monitor and manage tensions within the high-security and management environment through purposeful interaction with prisoners.


The effective management of prisoners in high-security and management units involves a combination of electronic or static monitoring and person to person interaction. A system that uses the benefits and intelligence from good dynamic security is likely to be more effective than one which relies solely on physical security measures. 

Security issues are clearly a focal point in high-security and management units. The strict supervision of all prisoner movements and interactions, as well as controlling materials, information and people entering or leaving the unit is crucial to the orderly and safe operation of the unit. However, regimes which focus only on control can create an environment that is anti-therapeutic and likely to create an ‘us’ versus ‘them’ culture between staff and prisoners.  This can create resistance on the part of the prisoner. 

The role of unit staff in high-security and management units includes supporting and monitoring the prisoner’s Local Plan. This requires staff members to engage and interact directly with the prisoner to develop and maintain a knowledge of behaviours or factors that may compromise the safety of staff or other prisoners. As part of this process, staff members must observe, speak with and interact with prisoners in a meaningful way regularly throughout the day.

Nevertheless, prisoners should be afforded the opportunity to relax in their environment.  Care should be taken to eliminate or minimise antagonism between officers and prisoners, based on real or perceived intrusions into private space.  Given the closeted and restricted environments of high-security and management units, meaningless interaction with staff or staff in near proximity without purpose can amount to an intolerable closeness for both staff and prisoners.

	4. 
	Where possible, high-security and management units should minimise social isolation.


While it may sound contradictory, a separation environment should aspire to minimise social isolation and have flexible capacity for degrees of segregation. Small units or separate sections within units offer greater flexibility than large units (which restrict the opportunity for prisoners to mix or have time out of cell).  This form of small group segregation can also offer differing levels of control and incentives for prisoners to progress.

Prisoner interaction with staff, other prisoners, volunteers, and professional and personal visitors should be maximised wherever possible.  The frequency of such contact, and the conditions under which it occurs (for example, physical, visual or aural) should be based on an assessment of the risks and benefits of such contact.

Staff should have regular contact and discussions with prisoners for example, during searches or, at a minimum, in more meaningful activities such as case management discussions. Maintaining positive relationships with prisoners is imperative to recognising and managing emerging conflicts and tensions, but also in enhancing or maintaining prisoner’s social skills - to prepare for transition into step-down regimes or re-entry to the mainstream population.

	5. 
	Management of the high-security and management units should provide an environment conducive to physical, mental and psychological health within the constraints of needing to maintain a secure and safe environment.


Owing to the need for enhanced access to mental health and clinical services within the restrictive environment, Corrections Victoria has a team of clinicians who take an active role in supporting prisoners accommodated in high-security and managements units. Their role includes assisting prisoners with coping skills and providing self-paced self-help programs.

Clinicians also contribute to the sentence management process by providing advice in determining suitable management regimes for individual prisoners based on the needs of the prisoner and the system.

All prisoners have access to medical and psychiatric treatment within the corrections system.  Psychiatric services of doctors and nursing staff are available through the contracted local medical provider.

	6. 
	Management of the high-security and management units should aim to provide access to program and educational activities and work.


What high-security prisoners do all day should be the result of deliberate consideration and planning. The purpose of delivering programs and education in high-security and management units is to offset the impact of separation; to assist prisoners in reintegrating into less restrictive environments, when and where possible; and to prepare the prisoner for reintegration into the community. 

Placement in high-security and management units alone should not preclude a prisoner’s access to education, work opportunities, exercise and other programs. Limits will be imposed based on what can be provided safely in these environments and based on an assessment of the prisoner’s individual risk and needs. In addition, the delivery of group-based programs is problematic in high-security and management unit environments, which in turn limits what can be provided. 

	7. 
	The management of prisoners in high-security and management environments should be governed by a robust, thoroughly documented and ongoing risk assessment process (of individuals and groups) with a strong governance framework. 


The management of prisoners in high-security and management units involves a wide range of functions including placement and accommodation, supervision, intelligence gathering and sharing. The need to monitor associates and enemies of prisoners, who often change allegiances, requires constant vigilance. 
It is essential that the decision makers have access to accurate and up to date information.  Therefore, the appropriate sharing of information and development of enhanced intelligence partnerships is an integral component of a strong governance framework. 

Corrections Victoria convenes and contributes to a number of panels and committees to bolster and support decision making where it relates to the highest risk prisoners, including those in high-security and management units. The committees and panels comprise of a range of key stakeholders and have detailed terms of reference, outlining the frequency of meetings and decision making process.  
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