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EXECUTIVE SUMMARY

Iy fadest two annual reports T have expressed the view thal there should be no
duminution in the quality of service provided to citizens just because there has been a
change in the method ol service delivery by governments,

countable for the actions of the contraclors it eng

services and citizens must retain the right to effectively

Governments must remain
wwes o deliver government
complain about poor service,
Morcover, governments necd Lo ke responsibility for complaints abou

delivery and take steps o ensure that any inadecuacies which are identilicd are

NOOU service

rectiited.

1he Tocus ol this review hgs been twolold. Fiestly, T have Tooked at the meuns by
wiich DEWRSE has managed the complaing hand E:|15 nrocesses implemented by s
contractors. My review has been himited in that have not had the opportunity to look
at the specilic practices and procedures of individual JNMs,

[ have identified inadequacies in the review mechanisms that DEWRSE has put in
place lo ensure service delivery achicves the standards requived by the contracts. In
particutar, it is questionable whether there is any adequate rouline cxamination of the
INMs’ compluaint hundling per fonmncc.

[n order Tor me o be assuwred that the INMs are appropriately complying with the
requircments of the contracts, I would need 1o be satislicd that DEWRSB  has an
adeqguale procesy Tor revicwing the complaint handbng processes thut cach JNM has
implemented. As DEWRSB has provided only limited documentation about the
JNMs' performance, | cannot form any opinions about the way in which JNMs deal
with complaints from its customess.

[ the second element of the review [identificd o number of weaknesses in the way in

which DEWRSR's Victorian CSS munuges complaints it receives ubout Job Network

activities,  In my opinion, the Victorian CSS™ performance does not meet the
objectives of the best practice modei for complaints handling in some respeets.

In particular, Thave cited several exampics where the complaints process has not met
the tests ol responsiveness and clfectiveness. The complaint records show
shortcomings in the investigation ol compluints, recording o outcomes  und
conununication of results (o the complainants. T am not satisfied that the system of
review hay identificd or rectificd the apparent inadequacics.

I acknowledge, of course, that I have examined only a relatively smalt part of the Job
Network complaint handling processes and that that part related only to the Victerian
CSS and then only o complaints made during the first contract period. I note also
that DEWRSE hag agreed to take certain actions which will address my concerns.

It is essential that my Office has confidence in DEWRSE’s ability o manage
complaints il T am to continue to reler complainants o DEWRSE, or to JNMs, for
initial assistance in dealing with their gricvances. As my investigations to dale have
ratsed some concerns and have been inconciusive in a number of respects because of
poor documentation in the Victorian office of DEWRSE, T will review the complaint
handling practices again al an carly date. U is my intention lo ecxamine the practices
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~of CSSs in other States after DEWRSE has had an opportunity 1o implement th
changes DEWRSE has proposed in response to this report,

DIEWRSDB Response to the Ombudsman’s Views

DEWRSE does not agree with my view that there are significant inadeguacics in the
manugement of complaints by the Victorian State office. Taccept that DEWRSDE 15
confident that the Victorian State office’s management of the process and the quality
ol assistunce provided to jobscekers is very sutisfactory; but, regrettably, the
information made available 1o me does not demonstrate that the processes in Victoria
wre aperuting elfectively.

DEWRSB notes that they bélieve that few clients have complained to me about the
assistance provided to them through the Customer Service Line and concludes that,
generally, clients in Victoria and elsewhere are satisfied with the quality of service
they receive. While complaints to me arc one [actor to be taken into account in
assessing clicnt satisfaction, 1t is relatively minor and a tow number of complaints
does not atlow a conclusion that chients are satisfied.

DEWRSE has responded very positively Lo my recommendations and [ am confident
that the actions taken wilt result in an effcctive complaints handling system.

-

o
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The investigation

i 1997, thisy Olfice produced a report Gitded, "A Good Practice Guide for Effective
Complaint Flandling’. The aim ol this report was to describe the essential elements of
an effective complaints handling svstem and provide a maodel which could be used us

@ reference for agencies sceking to amplement or develop their own complaints
systems.

B

I the foreword to the tatest release of the report, Tsignalled that [inte

nded o intuate
a number of own motion investigations to determine the adequacy of agency
complaint handling processes.  The purposc of this investigation 1s to review the
complaint handling process implemented by DEWRSE as part of 1ts management of
the Joh Network Program,

Methodology

DEWRSE has established o framework for the manugement of complaints about the
employment services it is required to deliver. I have analysed this framework by
reference to the documentation that supports the process including the Employment
Services contracts, Code of Conduct, information disseminated o INM providers,
internal guidelines provided to complaints staff, training materials and presentations.
The complaints process has two distinet parts. The lirst tnvolves the receipt und
munagement of complaints by the Job Network Members (JNMs) divectly. The
sceond arcn of complaint handling s munaged by DEWRSE which has sct up
Customer Service Sections {CSS) in cach State region.

I have attempied to assess the implementation of the provesses DEWRSD has devised
for cuch purt of the compluints mechanism,

[assessed the elfectiveness of the management of compluints by CSSs by reviewing a
sample of complaints received by the Victorian region CSS. DEWRSB provided data
for complaints received by Victorian region during the operation of the first
Employment Scrvices contract, We identified the thivty INM sites with the most
complaints recorded on the DEWRSE database and sclected seven sutes from that {ist.
We chose three randomly and we selected the remuining four because they had been

the subject of Quaiity Audits. The DEWRSE databuse recorded 1035 compluints ubout
the seven sites selected,

Among the information DEWRSE provided was complaints data received by the CSS
about Centrelink, My understanding s that the CSS and Centrelink liaise on such
complaints. T have not considered the handling of these complaints in this
investigation,
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_ Limitations

My review of the first stage of the process was the more problematic, 1 have not
cxamined  complaints  handling  processes  implemented by individual  JNMs.
DEWRSB contends that 1 have no jurisdiction o investigale the activities of private
enteiprises notwithsianding they are engaged by an Agency to deliver services which
form part ol the Agency's core business aclivity.

The contracts between DEWRSEB and the JNMs do not contuin @ provision which
zives my Office the power o review the uwctivitics of the JNMs, 1 note that the
Austratian Nuational Audit Office has the power, by virtue of section 32 ol th
Auditor-General Act 1997 1o obtain such informuation and .that this power is
specifically referred w in the Emplovment Services Contracts.'

v

P

Although Thelicve itis arguable that my jurisdiction does extlend to an examination of

the activitics of privale contractors that we providing government scervices, | decided
not to chalienge DEWRSDE's view,

Accordingly, | did not have access to information such as JINM compluints registers,
numbers of complaints received by INMs and records refating to the way in which
complaints were handled or the outcomes of the nvestigation of the complaints,

[t remained necessary for me 1o satisfy mysell thut the end users of the government
services do have adequate access to an appropriate complaint handling process,
regardless of whether the service is provided directly by a government ageney or by
private providers. [ attempied o do this by reviewing the processes relied on by
DEWRSE to manage the performance of the JNMs. This included an cxamination ol
the means by which DEWRSB provides uaining on complaimt handling to JNMs, the

suditing which DEWRSH conducty of individual INMs und the leadback it reccives
from its cuslomers.

Although DEWRSB has procedures for managing JNMs' compliunce, it is not
apparent from the information provided by DEWRSHE that the JNMs were complying
with their obligations under the Code of Conduct to provide an appropriate complaints
process. Later in the report I discuss the imited information that DEWRSE was able
to provide Lo me.

“Clause 13.6 of Conlract 1 and Clause 14.6 of Contract 2.

5



Commonwealth Ombudsman review of DEWRSB complaint handling process for Job Network

Good Practice Model -

The reasons for implementing un effective complaints handling system were
canvassed m the Effective Complaint Hundling Guide. In essence, the public seclor is
accountable to and owned by the clicnts 1L services.  Client satisfaction is o key
objective of public scrvice providers.  An cffective means ol measuring client
satisluction and improving future service delivery s through the establishment of
cifective complaint handling processes.

An oclfective complaint handling process is chaueterised by u number of leafures,
The preferred model is one which is hicrarehical in structure, AL the Towest level,
customer service staff are availuble to receive, record and resolve complaints. The
majority of complaints should be capable of resolution at this level.

The sccond level comprises an internal investigation unit or senior officer which s
independent from the initial decision making process. This fevel is also responsible
for analysing the recorded compluaint information and identifying wends which may
mdicale systemic faults,

Acthe third level is o complaint review mechanism cxtemal w the agency which can
independently review those complaints that cannot be resoived within the ageney and
recommend remedial action where appropriate.

The report identifics o number of features which are cssential o an elfective
compiaints system:-

There must be strong commitment for the complaints system throughout the

organization.

[t must be fair and appear to be fair to both clients und agency staff

e [t must be accessible to clionts and well publicised.

[Umust be responsive to clients i thal it is able o provide a imely service which is

also comprehensive,

fLmust be effective al two levels, Tirstly as u means of addressing individual

complaints and secondly as a review mechanism lor identilying systemic faults or

improving service delivery in general,

o ‘There must be accountability for the system.  This is typically achicved by
publishing information about the system and reperting on complaint information

received.

My investigation tests the DEWRSB complaint handling process against the above
crileria.
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The Job Network :

The Job Network Program commenced on | May 1998, It introduced a fTundamental
change in the government's management of fabour market programs.  The
responsibiiity Tor job placement and wssistance of persons registered for
unemployment beeelits was vansferred from the CES w0 o group of private,
comnmiunity and government organisations. These organisetions were selected on the
busis of o competitive tendering process. Their refationship with the Agency was
preseribed by the contraet that cach entered into.

There are a range of different services deliverad by the program. They are-

* Job Matching; matching referred unemployed persons with employers.

¢ Job Scurch Training: providing training o referred unemployed persons to
assist them in obtaining employment.

s Intensive Assistance:
unemployed.

« New Enterprise Incentive Scheme: providing
persons who wish 1o start their own businessces,

* Project Conlracting: assisting to il placements in regional focations where
short term labour supply shortages occur.

yroviding specialist training and assistance w fone wrm
| & g g

assistance to unemploved

Job Matching, Job Search Truining and Intensive Assistance form the bulk of the
services offered. Job Network members (JNMs) may offer some ov all of the services
at individual sites as stipulated by their contracts.

e first stage of the Job Network Program ended on 27 February 2000, Job Network
commenced on 28 Muareh 2000 with successiul tenderers enlering into contracts 1o
provide job placement and assistance scrvices for a period of three years.
Network 2 represented a significant expansion of stage onc.
increasced from about 1400 o in excess of 2000.

T
2

Job
INDM sites were

The contracts Tor both the first and sceond stages of Job Network include o Code of
Conduel which establishes the minimum standards that INMs are required to apply in
their dealings with customers of the program. Each Code of Conduct provides for the
establishment of a complaints system. JNMs are required Lo establish an internal
complaints process and promote the Agency’s system of review. I understand that the
CES did not have a {formal complaints handling process.
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-

The Structural Framework for the Job Network Complaint
Handling Process

There are two parts to DEWRSB's ifnternal complaints mechanism,  The (irst
concerns the processes implemented by JNMS 1o manage complaints it receives. The
sccond relates to complaints received directly by DEWRSE. The framewaork tor each
part is good in most respects. Bach is considered betow.

JNM Complaints Process

The Contract

The provisions of the lirst and sccond Job Network Employment Services Contracts
we ddentical insolar as they relate to the application ol o Code ol Conduct and the
obligutions of INMs to manage compluints.

Clause 7 of contruct one und clause § of conlract two requires the INM o comply
with the principles and scrvice standards set out in the Code of Conduct which is
attached as a scheduie to the contract. JNMs are required to display and make
avatiable to clients the publications about the Code which DEWRSE supplies.

Clause 16 of contract onc and clause 17 of contruct two sets out the obligations of
JINMs in retation to complaints management. The INM s required to:

establish a compluaints process,
o maintain a compinints register
e publicise its complaints process,

« reler elients dissatislicd with the oulcome of the intermal compiaints mechanism to
DEWRSE's compluints handling unit;

e nrovide DEWRSE with particulars of its complaint handling process il so
requested; and

9

atlow access to the complaints register and other related materiad,

Clause 12 of contact Lwo requires JNMs 10 assist DEWRSB (e monitor and assess the
standard of service delivery being provided by JNMs, It gives DEWRSEH the right to
unhindered access to Job Network information to lacilitaie this task.  The rights
afforded to DEWRSB in this vegard are different to those in the {irst contract in that
DEWRSE is requived o give reasonable notice and have regard to a JNM's security
procedures when sceking access, cxcept in circumstances where o breach of
Commonwealth Taw is being investigated, DEWRSE has advised that this is not a
limiting provision us ‘reasonabie prior notice’ depends on the circumstances and such
notice could be in writing, two weeks in advance of the time of the proposed visit, or
it could be a knock on the door immediately before entering.

B U TR
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The Code of Conduct

The Cedes of Conduct attached 10 cach of the contracts contain sc
the }\\fi% obligations in relation to complaint handiing,  There
difference in the obligations specified in each of the codes.

ctions specifyin

<

15 o significant

e

The Code attached to the first contract takes thc INAMs ebligations with respect w
complaint handling no Juthu tmm what i specificd 1o clause 16 of the contract, The
INMUds required o estabiish o complaints process, muake available to clients
information about the process and refer clients o the Ageney where they are

dissatisficd with the outcomes of compluints dealt with micrnully.

the Code anncxed o the Job Network 2 contract contains improvements on the
version of the Code included in the first Job Network contract. 1t is more preserptive
and requires INMs Lo,
» display poster and booklet material provided by DEWRSE ubout the Code;
establish and maintain an internal complaints system;

ensure implementation of the principles established by the Code by providing such
things as appropriate staff training, explaining the Code to clients at first contact,
responding to complaints, ensuring complainants are not disadvantaged, advising
clients about how (o chamﬂo to anot hcr JNWL A they are not satisfied with the
service provided and referving clients to DEWRSE s complaints system where the
compiaint cannot be resolved Sdllb[dhl()l iE by the JNM;

make avalable to clients informatien about the complaints mechunism including
the DEWRSEB process and the availability of other agencics which it may be
appropriate to divect a complaint to; and

» cooperale with DIEWRSEH stalf investigating complaints,

Both Codes contain provisions for the investigation of complaints by DEWRSE and
appiication ol sanctions where appropriate, Investigation is to be conducted through
the process of quality audit. This process is analysed later in the report.

Where a JNM fails to implement changes recommended by a quality audit, DEWRSB
may impose sanctions which range Irom temporarily suspending referruls 1o
lerminating the contract,

10
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- Guidelines, Practice Manuals artd Training Material for JNMs

DEWRSB publishes o Members Information Guide which is provided to all JNMs,
Chapter four of the G i('L headed Service Standards, describes the Code of Conduct

and reguirements refating o internad complaints handling. The Guide stipulates the
process SNV are a'cqmsc,cl o introduece, which includes:

provision of wy internal compiaints handling mechanismy;
recording of compiaints which can be accessed by DEWRSEE upon request (and
subject to notice being given in accordunce with ¢

Cialisg iﬁ 2 1
contract): and

22 of the seeond

o designation ol a complaints oificer who is independent of client service swff
INMs wre required 1o inform clients of their rizht w compluin to DEWRSRB's
complaint unit and to make available information about this process. The Activity
Agreement a jobsccker enters inlo when Nivst referred to the INM sile containg a
desceription of the complaints process.

DEWRSE publishes o number of pamphlets and posters which principle 4 of the Code
of Conduct obliges JNMs (o display at their oflices, The adequacy of availability of
such muateriad at o INM site is considered al monitoring and Quality Audit visits, The
pubrlications reler w the Code of Conduct and advise clienis of their right to contact
the DEWRSD customer service tine if a complaint cannot be resolved with the INML

There is a separate pamphlet which reproduces the Code of Conduct. describes the
Complaints Process und the sanctions that may be applicd for breach of the Code.

The Compluints Process incorporates three stages;

Stage 1

The first slage encourages the complaining job seeker or employer W ruise the
complaimt with the JINM who is required to provide an internal complaints handling
mechanism,  JNMs are required w rcassure compluinants that they witl not be
prejudiced in any way because they have made o complait, JNMs wre reguired 1o
Keep aregister of compluints, which is availabie for fnspection by DEWRSE oflicers,

Stage 2

The process for making a complaint directiy 1o the DEWRSE Job Network Customer
Service Linc s described.  The free call number is advertised in the pamphlet.
Complainants are advised that they may contact the Customer Service Line if they are
dissalisficd with the handling of & complaint that was made to a JINM or il they do not
wish to complain to the INM. They are reassured thal no disadvantage will result
from their election to contact the Customer Service Line

11
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Stage 3

Advises complainants that they have o statutory right o complain 1o other
organisations, including the Commonwealth Ombudsman, i they ure not satisficd
with the service provided by the DEWRSB complaints mechunism. Complainants are
further advised that they can contact such organisations from the outset

il they do not
wish 1o utilise the internal complaints processes.

Training

Training is provided to JNMs in o number of ways. A formal presentation was
delivercd as part of a three day information session at the commencement of the lirst
and sceond rounds of the INM contructs. The presentation includes o dcscri;)mm of
the Code of Conduct and the obli tgations placed on JINMs to manage complaints, The
training is not compulsory but is encouraged by DEWRSE and DEWRSE informed
me that JNMs wre keen o attend and that, in Victoria at leust, all JNMs were
represented at the training provided at the beginning of both contracts, The luck of
compulsion reflects DEWRSD s philosophy in muanaging the Job Metwork scheme, ic

that the focus should be on measurement ol outcomes rather than prescription of
processes.

DEWRSE has developed un internet page which provides information about how o
establish un effective complaints handling process. The minimum requirements for
complaint handling process are set out here. They arc:-

o that JNMs publicise the existence of a complaints process;
o (that JNMs establish o complaints register,

The type ol complaints process that cach INM cstubiishes is not prescribed,
DEWRSE, v its internet web site dealing with Practice Improvement for JNMs,
refers to the Ombudsman’s Good Practice Guide and the Standurds Australia standurd

on complaint handling as the models upon which o base an clfective complaints
handling process.

[n my opinion, the wraining package DEWRSB provides to JNMs is adequate.
Although [ accept the DEWRSE assumption that JNMs can do the job they are
contracted to do, in my 0p£nion DEWRSEB should consider making it mandatery for
particular INMs to attend training i DEWRSD ascertaing that such INMs have not
complicd with their obligations o provide adequate complaint handling processes.

12
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DEWRSB's Management Phiilosophy
There are two wavs in which the delivery of services by contractors can be managed.
The first 15 to presenbe the specitic activities the contraclor is required to perform in
the contract.  Allernatively, the contractor can be allowed o develop its own
processes, provided i1t delivers a standard of service which meets certain expectations
or benchinurks which are prescribed in the contract,

b uccordanee with Government policy as stated v the Ministenal discussion paper

Reforning Enployient Assistance DL\-‘f’RSE mmpiemented this second approach.

The contruct docs not prescribe the type of complaints process that cach INM is w
mmplement. The three stape process desceribed in the Code off Conduct
specifically omited from the final draft of the second contract,

(0 some extent, prescriptive inonature,

WALS
perhups because iU s,

The focus of the DEWRSE approach is to implement processes to monitor the

performance of the JNMs to cn:,mc that the JNM's deliver a service which meets the
requirements sel out in the contract.

The Prescriptive Approach

EWRSE could huve clected o deseribe in some detail, the compiaints handling
process that cach contractor was required 1o tmplement. In general

lerms, an
appropriale provess might contuin requiremoents that:-

e the compiuings process is adequately publicised:

s compiaints are documented in writing upon rcccipi:

s complaints are referred o a des g nated oflicer of the JNM

o the issues raised are investigated by that officer

o the results of the investigation are commuunicated o the compluinant;

o ume standards  are p;'escribcd for the determination of compiaints  and
communication o the complatnant;

e sieps are tuken to rectifly procedural inndequacics identified by specilic complaints:

* npia s are recorded in o register; and

e complaint data is conveyed o DEWRSD,

There wre advantages 1o o prescriptive approach in that it clewly identifies the
responsibilities of the contractor and provides the principal with a checklist against
which to measure performance. Disadvantages include that i is less Tlexible than an
approach based on assessment of outcomes and it may be inappropriale to prescribe
one set of practices for a diverse range of service providers, many of which may have
unique sets of objectives and obligations Lo customers.

An Qutcomes Based Approach

The alternative approach is to focus on the objectives sought o be achicved and
measure performance by monitoring the outcomes of the processes implemented.
This appeurs 1o be lhe approach favourcd by DEWRSB. The Ceode attached Lo the
first contruct contained minimal prescription about whal o JNM was required lo do

13
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about the compluints it received. The second Code 1s somewhat more prescriptive bul
stilt does not describe a complaints process that INMs are reguired to implement.

There are arguments for and against the prescription and outcome based approuches to
management of the provision of services by third partics and [ do not intend to
cxpress o definitive view about which is more cffective, T an oulcome based
approach is adopted, however, iU is imperative that the Agency ensures that the
contract clearly establishes the standards of service thal the contractor is required o
meet and implements effective processes for the monitoring of the contructor’s
performancee,

tn my opinion, the obligations which the contractor should huve been required to meet
in effectively managing cofplaints received from its customers are betler identificd in
the second contract mrangements than those in the first contract arrangements. The
provisions contained in the second Code of Conduct convey a more comprehensive
message about the outcomes that INMs are expected o achiceve in delivering this pa
of the service.

The elfectiveness of DEWRSE s review ol JINM performuance is considered below.

14
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- Management of the Compldints Process

Mouitoring Visits

Monitoring visits are conducted by the Coniract Managers Branch (CMB). Th
authority to conduct monitoring visits 15 contained n chawse 1L of

[

he
of the first

Employment Services Contract and clause 12 of the sceond contract.

.

DEWRSE provided an extract from the Contragt Manaeers Handbook™ wiiel
! =

- .
O adiatis

the process o be implemented by CVB stalt in conducting a menttoring visit, Prioy
to conducting a monitoring visit, contract managers are advised Lo consuit oiher areus
of DEWRSE (o gain somc insight into the aclivities of the INM subject of review.
Arcas 1o be contacted include:-

“Investigation and Compliance Units and SEMORE (the system that stores
mlormation uboul revicw and compliaint information relating o Job Neowvork)”

The Handbook describes a monitoring plan o assist in the monitoring process.
Appendix 9 of the Monitoring Plan relates to Code of Conduct issues. The appendix

provides a checklist of various inquiries that should be made to measure compliance
with the Code and assess the overall standard of service delivery by a JNM,

The cheeklist relating to principle two of the Code, access 1o a complaints process,
mcludes the foltowing:-

L

s material clewrly accessibic o clients on DEWRSE's complaints, querics and
feedback process?

Fave records of complaints, querics and {eedbuack been recorded?  Has the issue
been satisfactorily resolved?

Number of external complaints, eg. from Ombudsman?

Is matenal clearly accessible to clients on the Job Network member’s internal
complaints handling process and, if so, easy to understand?

Have records of received complaints been recorded?

Has the Job Network member directed job seckers and employers to the DEWRSB
complaints, querics and feedback process?

Flas dny assistance been provided to o chient to prepare aowritten complaint?

fn my opinion, the checklist provides a sound basis for measuring the performance of
a JNM in relation (o its complaint handling obligations.

[ am advised, however, that the Victorian CMB subsequently moved away
from ils position of conducting monitoring visits in the manner cutlined in
the HMandbook because of the time and resources required to perform such an
extensive review. Each state CMB developed its own program based on the
risks it identified to the business it was managing. New programs were
devised by the Victorian CMB in August 1999 and May 2000. Neither of these

*Ist Edn, March 1999 chapler 4
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Droprams focusos on the cm‘npiamts process because, T am advised, it s not
considered a significant risk in the management of the JNMs.

DEWRSDE provided monitoring visit reports for the seven INMs whose complaint
material was reviewed, Those reports ostensibly conducted in accordance with the
procedure deseribed in the Handbook did nol appear to scrutinise the complaints
nrocess o the extent recommended in the Handbook, The worksheels contain the
foiflowing questions:-

o {5 there a complamts mechanism process avariable: and

« 15 the complaints mechanism process expluined w jobsecekers

Initial site visil records contain an additional guestion:-
¢ What stall are there Lo provide the services.

None of the information identified in the checkiist is recorded as having been
reviewed. In one instance there is a note that the complaints register was sighted but
no comment is recorded about the adequacy or otherwise ol this record. In all but one
report there is no indication that DEWRSB s compluints data has been referenced.

In one report it is recorded that the INM has no compluints recorded abeut it on the
DEWRSE dutabase, This report is dated 20 April 1999, T have some concerns about
the accuracy of this statement given that the data provided to my investigalors records
that the JNM had twenty cight complaints recorded about 1t on the DEWRSB
database at the end of the fivst contract period.

Opinion

In my opinion the process described in the Handbook provides a suitabie guide for
DEWRSE staff when reviewing the adequacy of complaints handling by INMs. Tam
disappointed that this process was not implemented and that the Victorian region
CMB subscquently elected not to review JNM complaint handling procedures during
monitoring visits,  This is contrary to the assurance given to my Office by
DEWRSB's Cuanberea Ollice that monitoring visits were an antegral part ol the
complaints review process.

DEWRSE has advised that their Monitoring Framework now inchudes a requircment
thal JNMs’ comptaints handling procedures will be monitored routinely al all initial
monitoring  visits undertaken for the second contract INMs. [ note that the
Framework provides oy o risk management assessment Lo determine national and
individual INM monitoring priorities for subsequent visits.
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Recommendation

That JNM compluints processes be reviewed by CMB sl at monitoring visit
i g

BRIV E RN

following the ¢ gusdqmcs sctout In Chapter 4 of the Contract ;\’LlnllgCi'S’ Fandbook.

Quality Audits

The pri[\ci[ b mechanism avatable to DEWRSEB (o manage and mfluence the
complaints handling activi L;u 0[ the JNMs 1s the quality audit process. According to
the DEW RSB Customer Scrvice Unit Guidelines;

“The Quality Audic process is designed o determine whether service
providers are complying with the minimum standards of behaviour set ouwt in
the principles and commiuiments of the Code of Conduct.”

DEWRSE produces o document titled "Guideiines lor Undertaking a Quality Audit’
which sets out, in some detail, the process (o be implemented in conducting a Quality
Audit. The triggers lov undertaking a Quality Audit are identilicd as:-

multiple complaints received about the same or similar matters relating o the
quality ol service provided by a INM,; or

» the JNM fails to comply with a request to fix a previously identified breach of the
Code; or

¢ s partofl a programme of random QA visits.

Prior to conducting the Quality Audit, customer scrvice stdl meet with contract
management representatives o discuss the proposcd audit. The Tocus of the audit is
discussed and the INM s notificd thal itis Lo oceur,

The Quality Audit is carvied out by a team of two or tuee individuals, stalfed from
the €55 und CMB.  The Guidelines contain an extensive st of questions and
inquiries designed to address cach of the principles contuined in the Code. These
guestions form the basis ol the audit. It is not expected that all aspects of the Code
will be examined, Rather, the auditors are (o identify those aspects of the Code which
the INM may not be adhering to as indicated by the nature of complaints received.

Upon completion of the audit, o report is to be issued to the JNM which records
conclusions and recommendations Tor change. The INM is expected o implement
recommendations within an agreed time rame,  Faillure o make suitable progress in
the impiementation of recommendations may resull in action being laken against the
JNM whieh, under the new contract, can include termination of the contract,

DEWRSE advised that the Victorian region conducted six Quality Audits wh ch

covered several of its 321 sites during the first contract period. A number of these
audits were on multiple sites managed by the one provider.

17
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Aunalysis of Selected Quality Audits

DEWRSE had conducted Quuality Audits on four of the seven INM sites whose
complaint materisl was reviewed by my Oltice.

Of the Touwr audits conducted, in one instance the INN did not receive o report of the
audit until seven and a hadl months alter ¢ had been curried out. This is particularly
disconcerting given that some of the inadequacies identificd in the report include
serious 1ssues such as failure W record compluints iy o complaint regisier and other
matters not relevant to complaints issucs.

[n a second instance, o draft avdit report was provided to my Office for un audic whi
was conducted [ive months prior. This report also identifics significant inadequacies
on the part of the JINNM which have not, as yet, been communicated (o its management.
DEWRSE advised that the issues arising from the audit have been discussed with the
JNM notwithstanding that the formal recommendation process has been defayed
pending resolution of matlers reluting o the naplementation ol an cxpanded service
detivery network lor that JNM,

The extensive delay in reporting on these Lwo matiers, in my opmion, significantly
undermines the credibility of any criticisms or recommendations that may be
contained in the reports. Tt also aliows for a perpetuation of service delivery failures
until the JNMs  concerned  receive the reports and introduce  sivategies for
improvement.  DEWRSE acknowledged that the delays are unacceptable and
explained that there were extenuating cucumstances.  DEWRSE has introduced
procedures to ensurc such long time delays do not occur in the futurc,

The methodology adopted in preparation for cach of the Quality Audits reviewed was
stmifar-

A random samplie of job scekers was chosen and they were asked questions about
various aspects of the service they reeeived;

o complaints data for cach of the INMs was revicwed; and

the issues to be canvassed during the audit were sclected on the basis ol
information elicited from the jobseeker surveys and complaints data,

The conduct of the audit involved:-

Representatives o the JNM were asked  questions about the practices and
procedures implemented to satsfy the principles enunciated in the Code of
Conduct; and

¢ the liles relating to the surveyed jobscekers were revicwed.
Opinions

Of the three Quality Audits that addressed principle 2 of the Code (access to a
complaints process) only one andit report provided any detailed information about the
type of complaint mechanism that the INM had introduced. In my opinion it is
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essential that some consideration be given o the adequacy ol the complaints
mechanism tat the JNM hus introduced as a starting point [or review, If the process
iy approved, the auditors cun then attempt Lo assess the extent (o which it is being
implemented. 1 the process is delicient, recommendations can be muade (or change.

Apart from the above criticism. the methodology is basically sound.

However, in
practice, iU is my opinion that teo bittle attention was paid o a revie

woof the file
muateriad - the emphasts of the rovicws iocused on the information provided by INM
staff without aucm‘ te reference o supporting documentation. More emphasis should
be placed on testing the assertions of the JNM site stalt against the records contained
an fies and in other documents such us the complamts register. Where compluints
are recorded in the register, these liles should be reviewed W assess the processes the
JNMmplementy to manage and resolve these complaints.

DEWRSE has advised that the procedures have been changed 1o ensure that adequite
attention 1s paid to supperting documentution. The Victorian State Office adopts a
three stage approach to information gathering which includes job sccker survey,
interviews with INV staff and file review,

in my opinion, the sample size of surveyed jobseekers was oo small 10 assist any
assessment of the efficacy the complaints hundling process.  n two ol the audits,
fifteen jobseckers were surveved to obtain mformation about their vicws of the JNMy
service delivery gencrally, In the third and Tourth, fourteen and ten respectively were
surveyed. Rather than rely on the resuits of a survey designed 1o obtain information
about client sadslaction with service delivery gencrally, in my opinien, it would he

preferable to survey some jobscekers {from whom DEWRSE and/or the JNMs had
reecived complaints

Of the three audits completed, there was Tollow up to conlinm compliance in onty one
insiance. In the second case, DEWRSE appewrs to have uccq cd the assurance of the
contractor that recommendations had been impiemented. (It s acknowledged that that
contractor was net offered a contract under Job Network 23 As the third report wus
only recently produced, it is not unrcasonabic that no turther review has occurred.

Notwithstanding the reservations expressed above, cach of the audit reports identified
significant inadeguacics in a mmber of aspeets of the JNM's comphiance with the
complaint handling requirements of the Code of Conduet, Quality Audits we an
important comphiance ool and present DEWRSE with the opportunity to ensure that
its contractors defiver o level of service to customers which meets community
cxpectations,  Although [ acknowledge that DEWRSE operates in an environment of
limited resources, in my opinion, the Viclorian region should commit greater
resources towards Quality Audit uctivities to ensure overall compliance with the Code

ol Conduct and particularly 1o Tollow up on recommendations that {lowed from initial
audits.

FRecommendaticns

. DEWRSE ensures that Quality Audit reports are prepared and forwarded to
the JNM within a reasonable time after co npletion of the audit and that follow
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up visits to ensure compliance with recommendations oceurs in a timely
manner, )

2 That, as a sterting point, auditors review and document the complaints process
gach INM has introduced. A view should be formed about 1ts adequacy and
recommendations for change made where appropriate.

3 Auditors place {ess relince on informuation provided by representatives of the
JNNL Grealer emphasis should be given w testing the assertions of INN staff
against documentary evidence heid on file and information provided by
external sowrces such ay jebscekers and cmplovers.

k. Auditors Tocus on files relating to clients who have complained about JNM
service delivery as well as randomly selecting files for review,

3.

That DEWRSEB commit greater resources to the curying out of Quality Audits
so that a larger number of more comprehensive audits can be conducted.

o

DEWRSB Response to the Ombudsman’s Recommendations

L. Quality Audit reports will be provided to JNMs within stipulated time frames
and State Offices will be required to report on their comphance with these time
frames.

2.3 &4 Staft undertaking Quality  Audits  will ensure that an adequate
examination of job secker files is undertaken to corroborate ancedotal informution
provided by INM representatives. Staft will ensure that the [iles of 2 sumpic ol job
seekers who have made a complaint to the Customer Scrvice Line are included in the
sample for examination,

3. In addition to measures aiready in place to monitor INMs™ internal complaints
hundling processes, all JNMs™ complaints handling processes will be monitored by
Departmental contract management stal in routine visits that will occur in March -
September 2001, FN#s will be required to improve their processes if they are found
10 be unsatisfactory

:
o
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Survey Information )

'i'hu second principad means by which DEWRSE evaluates the performance of JNMs
through client surveys. A jobsceker survey was undertaken in May and June 1999,
Ihu survey was conducted by an independent consuitant and involved a telephone

survey of approxinately 13000 jobscekers who had used Job Network in the pre

VIOUS
teeclve months,

There were Tour questions in the survey which related (o the complaints process.
[5\\_\ WO -
o Didvouever fecl ke nu'\.‘lu 4 complaint about the Job Network mcwbc*"

i

\
s Have vou actually made a compiuaint about the Job Network member
Was the complaint you made dealt with quickly and cfficiently?
Flow satisficd were you with the way in which youwr complaint was resolved?

*

My investigators were provided with survey results for the complaints aspect relating
o JNM organisations operating in Victorin about which the most comptaints had been
recetved. The results indicate a high degree of satislaction with the pz'owrnm 90 of
the 902 jobseekers surveyed answered yes Lo the Tirst question. That is, less lhm Q4
cven felt tike making o complaint about a JINM. OF these, only scvunu,n, rLS%,
actualiy made a complaint.

The responses, however, do indicate o refatively high degree of dissatisfaction by
jobseekers who did make a complaint. Only seven of the seventeen complainants, or
419%, considered their compiaint was dealt with quickly and efficiently. An identical
number was satisfied with the way in which their comp‘.uim was resolved. Eight of
the seventeen complainants, or approximately 47 were cither dissatisfied or very
dissutislicd with the resolution of their complaint”

This is obviously [ar too small o sample [rom which o draw any real conclusions.
However, it is significant that the majority of those who responded to the complaints
handling scgment of the survey expressed dissutisfuction with the muanagement and
reselution ol complaints by JNMs,

DEWRSE acknowledges that fTuture customer satisfaction surveys should

also
measure jobsecker sutisfaction with DEWRSB’s Job Network complaints process.

*One complainanl’s response was recorded as ‘Don’t know” and there was 1o response
recorded for another.
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Limitations on Availability of Information

[is not possible for me to give any opinions about the adequacy of JNMs in
muanuaging complaints because T owuas not able to review the processes which the
various INMs have implemenied. Tt by DEWRSEB's view that the activitics of
contractors are ouwtside the jurisdiction of this Office.

My investigadors didd aitend at one INM siie with officers from DEWRSB. The

a:omp%uims handh cess for this site was discussed 1 some dewai, The site

hger ex Huned feutnres of the compluints process they hud introducad. I
= I

H\L[ l

ymotion and display of a complaints process - DEWRSE pumphlets and posters

were prominently displaved and readily aceessible by INM customers. There was
eference to the complaints process in the activity agreement which was signed by
ihL jobsceker at the commencement ol the relationship with the JNM:

o training ol stall - the provisions of the Code ol Conduct were explained al
mduction training for new s, There was ongoing traming ubout the compiuints
process;

e development ol a standard complaints form; and

e muaintenance of a complaints register,

a Pro

My investigators did not insuem files or review individual complaints.  Thev did
mspect the complaints registe and noted that it recorded thice complaints only, the
Hiest dated 16 December 1999, The manager advised that the register wus commenced
i July 1999 and was u compiete record of all complaints received,

According o DEWRSEB records, nine complaints were received by the CSS ubout this
INM site. The complaints regisicr does nol record all these complaints and it is
probable that a significantly farger number of complaints were received which did not
progress beyond communicuation to the JNM. This complains register, therelore, did
not constitite a complete record of complamts reecived by the INML in my opinjon,
this consa tutes a breach of the JNM's contractual obligation to maintain a complaints
register.” DEWRSRB has undertaken to consider my suggestion that JNMs should be
required to record 1n their complaints register details of those complaints whiclh have
been directed to DEWRSB’s Job Network complaints process; but they advise that
they will need to weigh resource implications against benelits 1o JINMSs’ practices that
could flow from such an cnhancement. iU is not cvident to me what resource
implications DEWRSE is contemplating; but [ assume that the reference is 1o the cost
- of checking whether INMs have recorded such complaints.

This INM had never been the subject of o Quality Audit but @ number of monitoring
visits had been conducted. There was no inspection of the complaintls register during
these monitoving visits. At the meeting the JNM site manager admitted a general
reluctance to record complaints received by the JNM in the complaints register
because of a concern that a record of a large number of complaints might cause
DEWRSE lo draw adverse conclusions about the JINM's performance.

*Clause 16.1 of Conlract 1 and clause 17.1 of Coniract
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DEWRSE advised that compliance with the obligation of JNMS to properly maintain
complaints registers has been recently monitored in the inital monitoring visits for the
Employment Services Contract 2000-2003 and will be rouwtinely monitored at ali
Quality Audit visits in future,

Recommendation

6. That DEWRSE cnsure INMy are properiy maintwning complaints regisiers.
Inspection of compiaint registers be carrted out during monitoring visits and
Quality Audits. Complaint registers be audited by comparison between entries
in the register to the record of compluints recerved by DEWRSB's €SS and
information uboul "complaints identificd from other sources such as [lile
revicws and cuslomer surveys,

DEWRSB Response to the Ombudsman’s Recommendations

in addition to menswres aleady in place to monitor JNMs™ internal complaints
handling processes, all INMs' complaints handling processes will be moenttored by
Departmental contract management staff in routine visits that will occur in March -

Septernber 2001, INMs will be required to improve their processes if they are found
to be unsatisfactory.
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DEWRSB Customer Complaints Service

DEWRSB has established o complaints unit called the Customer Service Section
(CSS) for cach of its regional offices. The unit manages complaints received from
Job Network clients within its territory.  Guidchines have been developed for the
management and operation of these units, The Guidetines were distribured a1 the tme
the Job Network Program commenced.

The Guidelines wre divided into cight sections and set down procedures for

management of complaints, The topies covered inglude:-

» receipt of complaings;

» referral of compluints;

* investigation of complaints;
+ recording of complaints; and
o monttoring of complaints.

Section three of the Guidelines provides that complaints should be referred 1o the
respondent il they have not alrcady been made to the respondent exeept in certain
circumstances. These include situations where:-

acomplainant iy over-wrought and clearty could not handic Turther delays in
having the complaint looked at;

a complainant who clabms o history ol discord and disagreement with the
respondent;

where a complainant appears likely to drop the matier und remain disgruntled
rather than seeking (o resolve the matter direct with the respondent;

where serious allegations are made such as sexual impropricty: and/or

where it transpires that the complainant mevely wants information that DEWRSRE
15 able to provide.

The principle hehind this approach ts presumably tat, as the contract requires cach
JINM o estublish a complaints system, Uiy appropriate to invoke that process at (irst
instance.  In my opinion, there wre some diflicultics in adopting this approach as a
gencral rule. They we:-

e Where o complaint is aboul procedural issues vefaling to a decision, ity generally
appropriate o refer the complainanl back (o the decision muker for a
reconsideration of the original decision. The decision maker is being asked to
determine whether they have made an error in their application of the process.,

Where, however, the complaint concerns the manner in which the service was
delivered, it is, in my opinion, more appiropriate for the complaint 10 be resolved
mdependently of the oviginal decision maker. The complainant is critical of the

person rather than the process and o higher degree of independence needs o be
demonstrated.

Compluaints about service delivery are gencrally more serious in nalure. A review
ol the complaints information which wus provided by DEWRSD indicales that the
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mujor types of complaints about INMs relate to service issues such as stalf altitude
and behaviour, aceess o services and communication, I many instances, ey
have o significant effect on the retationship between the recipient of services and
the service provider.

The extent 1o which o contractor can provide an independent review system, or at
feast @ syslem which s perceived w be independent, Tor these tvpes of complaints
isoarguadle. In many instances, the organisations wre simall and there s minimal
separation between the case handlers and management. Turther, it may be
perceived thal motivations for business success might mmlluence o business

manager nat o implement a truly independent compluints handling process,

o DEWRSE has u direet relationship with s contructors and has overall
responstbility o its customers o ensure that services are provided which meet
certain standurds, 10 is, inomy opinion, inappropriate for DEWRSE o attempt to
shilt this responsibility, even al first instance, by transferring the management ol
complaints o JNMs except in the circumstances | have discussed previously.

Review of complaints duta provided by DEWRSE’s Victorian region office reinforces
the need for DEWRSE to retain ownership of service delivery type compluints, The
data records numerous tnstances (discussed below) where complainants are simply
referred to JNMs, comploints are recorded and no  further action tuken or
complainants are advised of the procedurces for changing service providers, In my
opinion, the guidelines should reinforce the accountability of the Department for the
complaints received about the level of service it is required to deliver, whether this
service is detiverad through an independent contractor or divectly by the Depaitment.

DEWRSE advised that its State effices manage complaints appropriately and provide
quality service 1o complamants: but underook o review (e Guidelines for
complaints handling to ensure that complainants are not routinely referred back to
their INM for resolution of o compluint. The guidelines will be amended o provide
that in moest instances the Customer Service Officer will contact the INM on behalf of
the complainant and seck 1o broker o resolution of the problem. Customer Service
Officers will also be requived to follow up complaints and to ensure that complainants
are satistied with the outcome.

A
[#3]
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Review of Customer Service Settion Operations

CSS Structure

My investizators conducted a review of operations al the CSS for the Victorien
region. The unit s stalTed by aomanager and Tour futl time customer service officers
who are wt APS 6 level The office receives, on average, between 220 1o 250
complaints per month, 35% o Q0% o which wre secking Tuther informution.
Navtonad figures record 3400 of complaints were choul INMs, 28% were general
mquirics about employment service detivery and T about DEWRSB 606% of
compluaints were from job scekers und 8% Trony employers.

Che CSS Halses regularly with the regional CMVB. The CMB s respensible for the
ongoing management of the contractual relationship between the contractor and
DEWRSB. They review the pa I ormance

) of INMs against industry average criteria
and conducl momioring visits on a periodic basis 1o ensure complinnce with the
contract. This muy include adherence o the Code of Conduct. The CSS pi'oduccs
reports for the CMB about complaints the CS5S5 hus reccived, briels the CMB prior to
monitoring visits being conducted, and mecets with the CMB weekly. An officer [rom
the CMB is present during Quality Audits.

Complaint information is disseminaled (o the National Office. The Employment
Services Market Group cotlects the national data in report form and provides these
reports Lo the Exceutive at iheir monthly mectings. Noleworthy compluints are
marked for the altention of the Exccutive. [ understand that DEWRSE's Exccutive
relies on information retrieved from SEMORE in its analysis of the process.  As
discussed later, in my opinion the information recorded on SEMORE may be
madequale as an analytical tool.

Complunt information is also disseminated Lo the Investigations and Compliance Unit
who use 1t to identify high risk providers and 1o conduct special investigations where
appropriate.  Complaints alleging Traud or other criminal activity are referred 1o
Investigations and Compliance Unitas w matter of course.

Customer scrvice officers advised my investigators thal the mualerity of complaints
were referred o INMs for thelr imital investigation. Where compluints were
managed by DEWRSE, they were generadly resolved by negotiation with the INM
sile manager and the complainant.

Maost Quality Audits were conducted at the discretion of the CSS, usually on the basis
of the number or seriousness of complaints. About 20% are conducted at the request
of DEWRSDE National Office and sometimes at the request of the Minister, On
average, one Lo two Quality Audits per month were conducted. The customer service

olficers spoken to advised that thcy were not able 1o conduct as many Quality Audits
as was desirable bcu usc of fuck of resourees.

DEWRSE adviscd that Quality Audits arc very resouwrce intensive.  Three people
always attend the site visit and Victorin State OlTice estimales that there is at least |
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week full ime by one equivalent ASL in the preparation stage and o further 3 o 4
. . N . . . - . . .
diays in foltow up, further discussion, analysis and preparation ol the report.

Recording of Complaints Data

Complaint imformation is recorded in the SEMORI d'z abase. The dalabase aiiows
for the recording ef information sboul the complainant, the organisation or individual

complatned abeul, the type of complaint and the cutcome or method of resolution.

Complaint and outeome Ly pe are coded to allow lor catcgorisation  The information

feeds o the National database, Repoits are then generated which record
P |

of compluints mude and the orgunisalions against whic i complaints are made.

X3

the tvnes

Victorian CSS sl udvised that they had some difTiculty coliccting relevant
formation from SEMORE becuuse of its national focus. The office compiicd their
own spreadsheet which they uscd more effectively o interrogate the data

During the course of this investigation, the National Office advised that they hud
same difficulty in cotlating complaint data retating (o individua JNM sites because
the database was not designed to provide such informaticn.  [n my opinion,
availability ol complaint data about individual siles 1s cessential o ensure proper
monitoring of activities and compliance with the Code of Conduct. It is
unsatisfactory that the Victorian CSS should have to collect data in a separate
datebase to enuble identification of inzlde( ke pcrfot'mtmcc ab individual sites,
Difficultics muy also result because of discrepencics between the Victorian and
National data.

Review of o sampic ol complaints records (as discussed in the Tollowing section of
this report) demonstrates significant inadequacics in the recording ol cot npim nt detatls
and outcomes, I aumerous instances where complaints were referred o individual
JNMEs Tor resolution, there was no record made of the follow up processes, outcome,
whal communication was had with e complainant or the extent w which the
complainant was satisficd with the result,  Inomy opinion, it is critical that this
mlormation be recorded in all instances.

DEWRSE advises that SEMORE was not designed o provide a compichensive
compluints  management system.  DEWRSB  acknowledged that the cuwrent
complaints date buse — SEMORE - has its fimitations and advised thal DEWRSB is
mvesting considerable rescurces into the design and development of a new data base
with enhanced capabilities.

Recommendations

7. DEWRSE should review ils data collection and retricval systems 1o ensure
compluints data about individual JNM sites is readily retrievable in an
appropriste report format.

3. Customer service officers should ensure that complaint records fully detail the

investigations conducted, follow up processes and outcomes of complaints.
This includes complaints that are referred to JNMs for resolution.  An
appropriate response may be for the designated complaints handler of a JNM
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to be required to notily the €SS who muay then record divectly onto the
database the nction that has been taken tn relation to o complaint refered to
the JINML

9. The SEMORE system should be developed to incorperate an appropriate
complaints management system.

DEWRSB Hesponse to the Ombudsman’s Recommendations

DEWRSE advised that o new enhanced custom-built date buse and management
mformation system is being developed o repluce the current Job Network complaints
data buse. -

The complaints record-keeping procedures will be improved to ensure that the records
fully document the investigation conducted and the outcome of the complaint.
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N

Analysis of DEWRSB's Complainis Process

During the course of the investigation, DEWRSE supplied records of C()mp‘uirt%
made against the thirty Job Network sites in Victoria about which it had recorded the
most number of complaints during the irst contract pertod. Quadity Audits were
conducted on four of these sites.

Porreview purposes, seven ol these siles were selected, The four INM sies subjecied

o Quality Audit were included in this sclection. Comment is pm»!dmi below on the
materiad relating to cach site,

Site 1

There were twelve complaints recorded about this site. Of these, seven concerned the
attitude or behaviour of one cuse manager. Each of these seven complaints were from
different job seckers, There wus no investigation by DEWRSE of any of these
complaints. Each was relerred to the JNN and there was no record to indicate that the
INM’s actions were followed up.

The maost serious of the complaits concerned an alicgation thal the case munager had
passced on information about v job sceker o an employer that caused the job sceker o
be dismissed. The outcome deseription on the SEMORE database records:-

“Advised jobsceker of other compluints avenues.  They may write o the
JNMLT

In my opinicn, this is o totaily inadequate response (@ a serious complaint. It s
arguable that the complaint is of a type which, wccording to the Complainis
Guidelines, is not appropriate to refer o the respondent in the first place. Scetion 3 of
the Guidelines sets out the circumstances in which a complaint should not be referred
to the respondent. This includes serious alicgations,

L appears that it was decided that 1t was appropriate to refer the complainant to the
INM and o advise him ol other complaints avenucs; but there is no information
recorded about what folow up activities were undertuken by DEWRSE o ensure that
the complumunt did contact the INM and thut the complaint was adequately
mvesligaled,  This is surprising as SEMORE records that the JINM had failed to
provide a ‘real explanation’.

A number of the compiainrs which were referred to the JNM for resolution simply
record that the complaint was resolved by referral to the site. There is no information
about how the complaint. was followed up, how it was rcsoivcd or whether the
outcome was communicaled Lo the complainant,

No Quality Audit hus been conducted of this site. This is surprising given that there
were seven independent complaints over @ len month period about th attitude or
behaviour of the one case manager. In my opinion this constitutes a systemic problem
which should have prompted @ Quality Audit. DEWRSB has since advised that the

29



Commonwealth Ombudsman review of DEWRSB complaint handling process for Job Network

number of compiaints about the site was being monitored und it had been identified as
i ;)Utc'uiul rget for o Quality Audict A Quality Audit has since been conducted on
the site and one other site of the JNM, \/1) mvestigalor examined the audit report and

noted thm it did inciude significant requirements for the INM W meet Lo improve its
complaint handling process and performance.

OF the cighteen complaints reccived aboul this silc ten were tor record onlve In one

mstance, a complainant u.i%c; i tat he had been wld by hig case manuger that he had
“no hope in hci%“ of getling work and that he Ich JNNE stalt were treating him ke “a
piece of rubbish™. The out come description field records:-

“Docsn’twant INM contacted cos (sic) T don twant trouble.” Likely to be re-
referred.”

In w second instance, the jobsccker complaing of verbal abuse by JNM
auidunce or encouragement and no real help with resume.
records:-

stafl, no
The outcome deseription

“Iogave information on Code oi‘ Conduct and complaints procedures,
Jobseeker prefers no investigation.”

Similar comments are recorded on the other complaints dealt with as record only.

Of the other eight complaints, four are dealt with by referral to the INM site with no
record us o whether the complaint wus subscquently resotved. In one instance, an
cmployer complained that he was continually receiving luxes from a JNM sceking
contirmation of employment of stall notwithstanding the employer did not use the
INM for recruitment. The employer expressed concern that the JNM was improperly
receiving payment for placement of registered jobscckn:“ The cutcome description
records  only that the INM manager was informed ol the complaint. There is no

indication that the complaint was investigated in any way or that the c,mpioy‘cr Wi
advised of un outcome,

Two of the remaining lour complaints alleged serious breakdowns between jobseckers
and JNM staff. [n each case the complnim was resolved by referring the jobseeker to
Centrelink to complete an application for change of service provider. There is no
record that an investigation ol the compiaint was conducted or that any attempts were
made to identify attitudinal problems of JNM staff that may alfect other jobscckers
registered with that provider.

Site 3
A review of the complaint records for this site sugeests that, in some instances,
DEWRSD complaints stafl have adequatety responded to com1 iaims For example,

inresponse o a complaint by a jobseeker that his INM had nol referred him to cnough
jobs, the CSS contacted the INM and discussed the complaint wmh the provider. The
provider responded that the jobsecker had been referred to a number of jobs. The
provider underiook to contact the jobseeker and offer further assistance, The CSS
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subsequently contacted the jobsecker and confivmed that he was sl
weome. B

sfied with the

[n another instance, o jobsecker registered {or intense assistance complained that her
JNM was requiring her to attend o course which conflicted with times she was
required 1O swork in a part tme cupucity. The €SS contacted the INM who advised
the jobsceker had not informed them of her difficulty, The JNM was confident the
conliict could casily be resolved and undertook to contact the jobseeker. The CSS
subsequently contacted the j("b%CU\c' o advise of the INNs response. Towoukd have
been desirable for the jobsccker to have heen contacted 1o confirm that she was
contucted by the J\.\l and the complaint was resolved, Tlowever, the CSS

at deast
ok some steps to iny learull and reselve the complaint,

O the twenty three complumts received by the CSS aboul this JNM site, seven were
not actioned and five were referred W the site with no record of uny foltow up o
mdication as 1o whether the complaint was reseived. Somce examples include:-

. A jobsecker applied for a job on the closing date and was told the job was
already gone. She savs the stalf are dismissive and will not spend o minute to
help.  The outcome description vecords “No need for further immediate
action.”

L}

A jobsceker complained of constunt rudencss which she was finding it
difficudt to cope with, The outcome description records that, at this slage, the
jobsecker intends o attempt to resolve the probicm internally and will
recontact il no progress is made,

A jobsceker compluined that he had been required 1w sign an intensive
assistance agreement with no discussion or negotiation and il he failed Lo sign
it he would be breached. The complaint was referred to the site manager.
There 1s no record about how the complaint was dealt with or whether it was
reselved.

OF particular concern is a complaint from a jobsecker that his former landiord
received a telephone call from an employee ol the JINM who disclosed confidential
information o the landiord. The outcome description records:

S will be advised by letler that we have registered his complaint and will
investigate it if he consents 1o us contucting the JINML

A review ol additional documentation supptied by DEWRSB established that this
complaint was refarred from Centrelink which received the initial written complaint
and that DEWRSE did write to the jobseeker seeking confirmation that he wished
them to pursue the complaint, In the absence of a response, no further investigation
was conducted and the complaint was closed.  Given the serious nature of the
complaing, in my opinion, it warranted further invesligation even in the ahsence of a
responsce lrom the complainant,
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Site 4

There were twenly one complaints recorded concerning his site. Little investgation
was conducted about any of these complaints. In ten instances the complaints were
taken Tor record purposes only. They included complaints sbout inaction by the JNM
i ovelerring jobseckers for work, complaints about the type of work offered, and tack
of aceess o lacilitics. o one instance, a jobsceker complained initiadly about being
required (o attend an interview \\Iu,n the wdvertised positon had already been fitled
and then compluined again two months tater because the JNM had only then
contacted him to L.d(f”“m the oviginal complaint. The dwabase cntry records the
jobsceker’s attiude o the management of the initial complaint:-

“The matter was never satisfactorily sorted out and pow she (JNM case
manager) is wening the blame for the problem back on him (the jobsecker),
He was hied to und is not going 1o use the JNM again.

Three complaints were relerred 1o the JINM site Tor resolution. There is no record that
these complaints were Totlowed up, that any investigation took pluce, the complaint
was resobved or a response was communicated to the complainant,

[n two instances, jobscekers complained aboul inuction on ihc part of the JNM. Their

complaints were not investigated. They were advised of the process available for
changing JNMs,

One complaint concerned o jobsecker who believed he was being discriminated
against because of his age. The outcome description records:-

“JS advised that his complaint will be investigated in conjunction with his
previous concerns about the Job Network.™

No record ol the jobsecker's previous complaint was provided. Nor was there any
record ol what investigation was conducted into this complaint, whether the complaint
was resolved or what further communication, if any, occurred with the jobsecker.

Site 5

Of the twenty complaints received about this JINM site, the records indicate [ive were
managed in what could be considered to be a satisfactory manner. Some examples
include:-

° A jobseeker complained that he was referred for an interview with another
agency bul wus ;ldvi%cd soon after attending that no job was available. The
CSS contacted the INM, conlirmed that o mistake bad been made and advisced
the jobsceker and the contract management branch.

] A jobsecker compluined that he had not received $300 in expenses payable o

him by the JNM. Inquiries with the site manager established that the
jobseeker waus entitled o the payment and it was 10 be paid within a week,
Reasons {or delay in payment were ascertained. The jobseeker was advised of
the resuit.
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fn cight instances, a record only was taken. They include complaints of rudeness by
INM stalt, allegations of discriminatidn on the busis of age, fatlure o provide Lraining
and tack ol assistance to [ind employment. In many instances, e entry records that
the complainant was prepared to Tottow up the complaint with the JNM directly or
Just wanted the complaint noted.

Two complainty were referred o the JNM sie withour any appurent foilow up or
contact with the jobsecker,

Two compluints, concerning fuilure by the INM o roturn calls, were appronriniely
dealt with by referral to the site.

The three remaining compliints were investigated 1o some extent but the record docs
nol indicate that a resolution wag recached,  In one instance, a complaint about u
jobsecker's right o be relerred o the particular JNM was referred o the Contract
Muanagement Branch for resolution. The Contract Management Branch was to advise
the jobseeker of the oulcome of their investigation, The fast enury in the outcome
description lield recovds:-

“CVB stiit had no news 31 March.”

Site 6

Of the thirty one complaints recorded against this INM site, many concermned serious
issucs such as rudeness, lack of assistance and, i two instances, threalening or
intmidating behaviour. Eighteen were dealt with as record only or with minimal
imvestigation. Some examples include:-

A jobsceker complained that he was not given a copy ol his activity
agreement, waited three weeks for o meeting with his case munuager and hus
heen given fitde help after that, The outcome description records that the
complaint was not investigated, the jobsceker wants to deal with the complaint
himsell and knows the complaints methods available,

A jobsecker complained she was being discriminated against and had been
advised she needed psychiatiic evaluation,  Her complaint was resolved by
reccommending she link with another provider,

A jobsccker who complained about stal! rudeness was sent a Hist of allernative
providers.

A jobsccker complained about numerous matlers inciuding quality of training
provided by the JNM under the Job Training Scheme. No outcome description
is recorded.

. A jobsecker complained that he had requested the JNM send his resumes 1o
thirtcen employers who were seeking staff through the JNM.  When he
attended a week later he discovered the resumes had not been sent.  His
complaint was not investigated on the basis that, when he was asked if he
wanted it investigated, he considered there was no point in doing so.
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Site 7

Thirty nine complaints were received about this INM site. OFf these, 12 were not
invesligated or referred but noted as for record only. Two complaints concerned
aflegations that the site had sought to clatm payvment for placement when the
Jobseeker had found work independentdy.  They were referred to the Contract
Management Branch. In one instance there is no record of whether the complaint was
myvestizated or i the complainant was advised of the outcome.

[ the second instance, T subscouently received o Tarther record Trom the CMB that
mdicated they had Tully investigated the complaint and established that the JNM had
acted inappropriaiely. The record noted that wn explanation had been sought from the
JINM, efforts were 1o be made o recover the placement payment paid to the JNM and
there was Lo be u caution issucd that such behuviour would be taken into account in
performance assessment, This outcome should have been recorded on SEMORE,

[n two nstances, where the jobseekers complained of rudeness and lack of service,
they were advised of the process lor ranslerring to another provider,

In two other instances, one complaiming about a total lack of effort by the JINM site,
there is no outcome recorded.

In six ol the complaints, the mutter has been relerred to the JNM site. There is no

recovd ol what investgation was conducted, how the complaint was resolved or

whether the complainant was informed.

Some complaints appear, from a review of the records, to have been muanaged in a
satisfactory manner. For example, a jobsceker made a complaint about the attitude
and behaviour of his case muanager. The CSS consulted the INM site manager and the
case manager.  Some futlures in both the case manager’s attention to the jobsecker
and the jobseeker’s attitude to the process were discovered and atlempts were made 1o
bring the partics to middle ground. The oulcome of the investigation was cxplained to
the jobseeker.

Management of other complaints was Iess satisfactory. Forinstance:-

A jobsecker who was keen o commence o reading course was told by his case
manager, “don’t call us, we'll call you.” The complaint was nol investigated
or even relerred o the INM site, The jobsceker was udvised 1o discuss the
muatter with his case manager,

A jobsceker complained that he is receiving no support from his case manager.
He has a physical disability but has been referred (o jobs he is not capable of
performing. The outcome description records that the jobsecker is (o seek to
resolve the malter with the case managet himself.

* A complainant called secking particulars of the manager ol a JNM site so that
a written complaint could be forwarded, The CSS provided the information,
The record does not indicate that any attempt was made to elicit informatien
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about the complaint from the complainant or that the CSS was interested in
vesolving the complaint, )

A jubsceker complained ubout the quatity of training provided by a JNM site
as part ol its fob seeker taining program. There was no investigation ol the
complaint or referral (o the INM. The outcome description records that
“These comments arose via a DEWRSE jobseeker survey.”

Further Materials

Initially, DEWRSEB provided duatabase printouts ol recorded complaing.  Upon
reguest that they provide afl information concerning the compluaints being reviewed,
further documentation including handwritien notes recorded on a form titled “Job
Network Customer Service Feedbuck Pro Forma” and database records relating 1o the
jobsceker were produced for o number of the complaints. In most instances, the
accompanying documentation contained no lurther information than was recorded on
the database. Inoa o small number of cases, the documentation recorded thut further
action had been laken which was not recorded on the database.  The lurther
information wag laken into account in our analysis ol the management of complaints
received by the CSS.

Opinion

An anaiysis of the complaints information reveals significant inadequacies in the
management of complaints by the Victorian CSS:-

o “The general practice appears o be to reler complamis to the INM and then leave it
to the INM (0 resolve, There we numcerous instances where there is no indication
on the record about what action was aken or whether the complainant was advised
of the outlcome of the compluint,

Another practice is 1o treat the complaint as o record only because the complainant
indicates that he does not want to take the complaint further. T am sceptical that a
person who has made the effort to complain would be satisfied that the complaint
be recorded only or could not be easily persuaded that the complaint should be
further investigated.  In any case, where a complaint s serious, it will often be
appropriate o investigate cven though the complainant docs not support this course
ol action because the activity complained aboul may impact en other customers of
the JNM in question.  Such information may provide DEWRSB with the
opportunity to identify systemic issues which can be investigated lfurther, perhaps
as part of the monitoring visit or Quatity Audil process.

There are few instances which show the €SS hus cengaged in any meaningful
mvestigation of the complaint. Comments have been made to my invesligators that
customer scrvice officers face heavy workloads. Il this is a reason for the apparent
lack of commitment to individual complaints, in my opinion, further resources
should be committed to the CSS to overcome this deficiency. '
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. Recommendations

10, Complaints received by the C3S should he referred to INMs for resolution less
rautinely. Ownership of complaints about service delivery sheuld be retained
by the CS8S. Complaints about procedural issucs muay appropriately be
relerred Lo JNMs Tor resolution.

P Customer service officers should ensure that complaint records fully detail the
mvestigations  conducied  and  outcomes  of comphiinis. This includes

complaints that arc referved to JNMs for resolution. An appropriate yesponse
may be for the designated complaints handler ol w INM o record divecity onto
the database, the action that has been taken in relution 1o o complaint velerred
to the INML .

2. Customer service officers should not close a compluint solely because the
complainant has given some indication that further investigation is not
required. Customer service officers should actively pursue complaints and, in
mstances where the complaint is of a serious nature, conduct investigalions
even if the complainant does not want the complaint o proceed further,

13, Sullicient resources should be commitied (o CSSs o ensure they are able to
adequately muanage the complaints process.

DEWRSB Response to Ombudsman’s views

DEWRSE acknowledges that there is room for improvement in the way in which
complaints arc managed and in the way in which informalion about the investigation
and resotution of complaints is recorded in the data base. DEWRSB advised it will
implement changes nits complaints handling guidelines Lo ensure that jobseekers are
not routinely referred back to the JNM to resolve their complaint and will ensure that
information recorded in the dutabase more accurately reflects the actual investigation
and follow up action in response o the complaint. DEWRSH will also continue (o
ensure that Customer Service Officers are provided with training and development o
assist them to continuously improve their management of complaints,

Flowever, DEWRSE belicves that some of the Ombudsman’s comments  about
specific complaints in this section of the report are unfuirly critical and rely oo
heavily on the records in the data base lor an assessment of the management of the
comptainl. DEWRSE stated that the records in SEMORE are meant Lo be summaries
onty and should not be considered to reflect the complexity and depth of actual
conversations, negotiations and analysis undertaken by a Customer Service OfTicer in
the pursuit of a positive resolution of a complaint. The new enhanced data base and
management information system which DEWRSB is developing will result in
improvements in recording and therefore will lacilitate assessment of the management
of the complainlts.

DEWRSDE ualso pointed out that some complainants do not want their complaints fully
investigated and, in these cases DEWRSB has to consider the privacy of the
idividual, T oagree that these are important factors and that they do make
imvestigations difficult; but it is DEWRSB s responsibilily to investigate complaints,
particutarly where the complaint may be indicative of a systemic problem with a
particular INM. T am pleased to note that DEWRSE will continue to encourage
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Customer Scrvice Officers to use their discretion and judgement in these instances
and, where appropriale, to investigald such issucs with due regard Lo the job secker's
privacy.
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