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2.
Objectives
2.1
Overall Objective(s):

   To reduce the prison population and increase the efficiency of the criminal justice system by dealing with more offenders in the community, thus raising the level of humanity and the protection of human rights.

  2.2
 Project purpose:

To support the Croatian Ministry of Justice in the establishment and sustainable development of a National Probation Service.
  2.3     Contribution to Accession Partnership/ Stabilization and Association Agreement/ 

            National Programme for Integration of the Republic of Croatia into the EU (NPIEU)
Following national achievements related to the implementation of the Copenhagen criteria and the political conditions set by the Stabilization and Association Agreement (SAA), the European Commission (EC) gave a positive Opinion on the Croatian candidacy for the European Union membership in June 2004. The Opinion provides a detailed overview and assessment of Croatia’s ability to meet the political and the economic membership criteria, as well as Croatia’s ability to adopt and implement the acquis communautaire (see webpage http://www.pravosudje.hr.) 
The Stabilization and Association Agreement concluded between the Government of the Republic of Croatia and the European Communities stipulates that the signatory parties should co-operate in the promotion of the rule of law and that special attention should be given to independence of judiciary, improvement of its efficiency and education of judiciary personnel. 

The SAA entered into force in February 2005 and the first Stabilization and Association Committee meeting was held on July 14, 2005 covering, among other areas, progress made in the field of the Judiciary. 
Article 75 Reinforcement of Institutions and Rule of Law of the SAA stipulates: “In their cooperation in justice and home affairs the Parties
 will attach particular importance to the consolidation of the rule of law and the reinforcement of institutions at all levels in the areas of administration in general, and law enforcement and the machinery of justice in particular.

Cooperation in the field of justice will focus in particular on the independence of the judiciary, the improvement of its effectiveness and the training of the legal professions.”

The purpose of this Twinning contract is to prepare the Directorate for Probation for the effective management of the new Probation Service through institutional and capacity building, thus enhancing the independence of the judiciary, improvement of its effectiveness and the training of the legal professions as stipulated in Article 75 Reinforcement of Institutions and Rule of Law of the SAA.
Accession Partnership
On 12 February 2008 the Council adopted the Decision on the principles, priorities and conditions contained in the Accession Partnership with Croatia and repealing Decision 2006/145/EC.

The proposed revised Accession Partnership updates the first one, on the basis of the findings of the 2007 Commission’s Progress Report on Croatia. 

Areas defined in the Accession Partnership (AP) relevant for Justice and Home Affairs sector are:

-  update and implement the Strategy and Action Plan for the Reform of Judiciary
- substantially reduce the case backlog in courts and ensure an acceptable length of judicial proceedings

- rationalise the organisation of courts, including the introduction of modern information technology systems

- establish an open, fair and transparent system of recruitment, evaluation, promotion and disciplinary measures in the judiciary and enhance professionalism through high-quality training supported by adequate financing of the Justice Academy, including in EU law
-  take measures to ensure proper and full execution of court rulings 
            The establishment of the National Probation Service and adoption of the Law on Probation will provide a reduction in the proportionate use of pre-trial detention, an increase in the proportionate use of alternative sanctions and an increase in both the proportion of prisoners granted conditional release and the proportion of the sentences served in the community. Therefore, there is a greater chance for a number of court rulings to be executed. 
National Programme for Integration of the Republic of Croatia into the EU (NPIEU) 2009 was replaced with Programme of the Government of the Republic of Croatia for assumption and implementation of the acquis communautaire published in January 2010 which, among other, provides the following information:
“On 11 December 2009, the Croatian Parliament passed the Probation Act. Within three months following its entry into force, implementing regulations must be adopted, which include: 

- the Ordinance on the method of performing inspection; 

            - the Ordinance on the official card and badge of the authorised official person; 

            - the Ordinance on the training of probation officers; 

            - the Ordinance on the method of conducting probation affairs; 

            - the Ordinance on the Register and Personal File”
Above mentioned documents are being finalized and are planned to be adopted by the end of 2Q of 2010. 
“In addition, amendments to the Regulation on titles of posts and the complexity coefficients of civil service tasks must be adopted, as well as amendments to the Regulation on tasks with special working conditions in the civil service.

To accompany the Report on the work of the Probation Directorate for 2009, an Action Plan for the Development of the Probation Service in the Republic of Croatia will also be drafted and submitted to the Government of the Republic of Croatia and to the Croatian Parliament.”

The first draft of Action plan was created in April 2010 and sent to the relevant officials in the Ministry of Justice and was adopted on 20th May 2010.
This twinning project will contribute to the above mentioned document in terms of establishment of probation system which will allow reduction of recidivism through rehabilitation and reintegration of offenders into the society by providing services within the community that will:

· reduce the number of offenders detained pre-trial

· provide robust alternative sanctions so that the proportion of offenders serving sentences in the community increases

· introduce direct supervision by probation officers of prisoners on Conditional Release.
Croatia 2009 Progress Report (Human rights and protection of minorities – civil and political rights)  
With regard to the prison system, further measures have been taken to improve prison conditions, in particular the management of the prison system. The Law on enforcement of prison terms was adopted in 2003, providing for the expansion of existing facilities and improved health care. 171 additional staff were recruited and trained. However, Croatian prisons remain overcrowded, with the number of detainees increasing due to longer prison sentences introduced in the Criminal Code. Probation remains to be introduced as an alternative to detention. There is still a lack of trained prison staff.
This project aims at introducing conditional sentences based on community service with protective monitoring in combination with specific obligations of the accused instead of incarceration or monetary settlement. These alternative measures and sanctions will reduce the prison population and protect the public from re-offending which will contribute to solving the problem of overcrowded prisons. 
3.
Description
3.1
Background and justification:

In 2007 Member State experts working closely with a Working Group from the Ministry of Justice as part of an EU Twinning Light Project “Support to the Development of a Probation System in Croatia”, financed within CARDS 2004 National Programme, identified the importance of the provision of community penalties to support broader reform of the Criminal Justice System. This project has been a foundation stone in the creation of a new probation service in Croatia. The most important output of the Twinning Light Project was the “Five Year Strategy for the Development of the Croatian National Probation Service
”, included in the final report and the 2008 Action Plan for the Reform of the Judiciary.  
The expected outcomes of the ‘Five Year Strategy for the Development of the Croatian National Probation Service’ are:
· a reduction in the proportionate use of pre-trial detention;
· an increase in the proportionate use of alternative sanctions and
· an increase in both the proportion of prisoners granted conditional release and the proportion of the sentence served in the community
This will create a more humane and equitable Criminal Justice System and reduce the proportion of offenders sent to prison.  It is estimated that up to 1000 fewer prison places could be required, and prison over-crowding thereby substantially ameliorated.     

This IPA 2008 Twinning Project is designed to assist the Ministry of Justice in all aspects of the establishment and development of the new service. The “Five Year Strategy for the Development of the Croatian National Probation Service” and this Twinning Project proposal recognize the need to build sufficient management capacity in the Ministry of Justice to deliver the change programme as well as the development of professional practice and organizational infrastructure.
The Judicial Reform Strategy from 2008 and Action Plan have been amended to include the establishment of the Croatian Probation Service. The Amendment to the Ordinance on the Internal Organization has been adopted on 9th September 2009 (107/09) and the Directorate for Probation has been established as separate Directorate within the Ministry of Justice. For the purpose of conducting probation activities the Central Office has been established. The Law on Probation was adopted on 11th December 2009, which set ground for planning the employment of staff to the central office and 12 regional probation offices by the end of the year 2010. The financial means for employment have been secured in November 2009 when the budget for the following year was drafted. The amount secured for implementing the Law on Probation in 2010 is 21.589.866 HRK (2.986.150,21 EUR).
It is foreseen that the Directorate for Probation will employ a total of 82 staff members by the end of 2010. 
Revised Action Plan of the Judicial Reform Strategy for 2010 including measures concerning full establishment and staffing of the Directorate for Probation was adopted on 20th May 2010. It is planned that this twinning project will train all the new staff to be recruited by the Directorate. The Ministry has obliged itself to connect all probation offices with LAN by 31 December 2010 at the latest. Central
 probation office has already LAN network in place. 
The successful implementation of this Twinning project will enable the Croatian Probation Service to deliver a range of services:
· Support victims during the investigation and pre-trial stages

· Provide pre-trial  information reports and bail support/monitoring services, including the supervision of offenders on home detention  
· To provide victim offender mediation when sufficient resources become available

· Assess the risk of an offender committing further offences and identify the intervention necessary to reduce that risk using a new standard assessment tool   

· Provide reports to judges and the Parole Board based on these assessments to assist in decisions about sentencing and release arrangements

· Provide information to the enforcement judge on the postponement and interruption of sentences

· Supervise alternative sanctions including protective supervision and community work

· Assist in the maintenance of family ties during prison sentences, provide verified information, assist in decisions about home leave, and provide support and supervision during the periods of temporary release

· Obtain the views of victims for the Parole Board in order to inform decisions about release, and advise on the requirements and arrangements necessary to ensure that risk of harm is minimized

· Supervise prisoners on conditional release under the overall direction of the enforcement judge

Since probation officers have not been employed yet, probation services are still managed by the commissioners.  They are people employed by the Ministry of Justice (102 of them), Ministry of Health and Social Care (265) as well as members of Croatian Social Care Association and Croatian Social Pedagogue Association (11). By the end of 2009, 378 commissioners working part-time were performing probation duties and were responsible for 1261 sentenced persons - 574 conditional sentences with protective supervision and 687 execution of work for the public good at liberty.

Commissioner performs the role of future probation officer. He/she is a person who is in direct contact with a sentenced person and therefore his role is to guide and supervise sentenced person, to ensure coordination between experts and relevant institutions, support the factors of socialization like family ties, employment and neighborhood surrounding and on the other side he/she represents direct law authority. Commissioner also defines and monitors execution of special measures and precaution measures. For each sentenced person he keeps a register with all relevant data, documentation and notes on working with sentenced person during criminal-law sanction execution.

Civil servants performing probation duties have an obligation to undergo permanent professional training in line with the training programmes issued by the minister competent for the judiciary. So far they have been educated through trainings organized by Prison System Directorate’s Centre for Education. Education programme includes: legal standards and court proceedings, current model of execution of alternative sanctions and protocols and the role, obligations and professional liability of commissioners. 
With the adoption of the Law on Probation (December 2009) duties of the commissioners are transferred on Directorate for Probation. However, they will continue to perform probation tasks until probation officers are trained and skilled to take over the activities. New training programme for probation officers will be created and conducted through this twinning contract. This training will be more comprehensive than the existing one for commissioners taking into account that it will be based on the new legislation and results that will be accomplished through this project. 
The newly adopted Law on Probation (OG 153/09) is going to regulate probation services together with the Amendments to the Act of the Enforcement of Prison Terms (OG 83/09). Also, in the year 2010 five bylaws  (five Ordinances mentioned under Programme of the Government of the Republic of Croatia for assumption and implementation of the acquis communautaire) are planned to be adopted as measures in the revised Action plan for the Reform of Judiciary. These bylaws are considered as a framework for performing probation services in this period before the start of the Twinning contract. Twinning partners have to familiarize with these bylaws and provide recommendations for improvement in accordance with professional guidelines which will be developed and then included into revised bylaws and strategies. 
3.2
Linked activities
3.2.1. Directly linked projects
· Twinning light project: CARDS 2004 Support to the Development of a Probation System in Croatia (started in May 2007 and ended in December 2007)
The purpose of this project was to elaborate an expert study on existing types of probation systems in some EU Member States which will be the basis for recommendations on bringing the legislative for the probation system in Croatia and developing a strategy to reform the probation system in Croatia. This project identified the importance of the provision of community penalties to support broader reform of the Criminal Justice System. One of the crucial outputs of the Twinning project is the “Five Year Strategy for the Development of the Croatian National Probation Service” (please refer to the footnote No. 2), included in the final report and the 2008 Action Plan for the Reform of Judiciary. The partner country of this twinning light project was the United Kingdom and the amount was 250.000 EUR.

·  Transitional Support for the Development of a Probation Service in Croatia, (started in April 2008, ended in March 2010)

This was a bilateral project funded by the United Kingdom and its implementation was in line with the Five Year Strategy prepared within the twinning light project. The purpose of this project is to provide support to assist in the institution building in the pilot phase of developing the Probation services during 2008-09. The value of this bilateral funding was 200.000 EUR.
Through this project the following results have been achieved:
1) Support in drafting the Law on Probation 
2) Drafting standards and guidelines for Protective Surveillance and Work for the Common Good at Liberty
3) First version of Offender Assessment Tool for risks of harm and reconviction and criminogenic needs has been made (only in paper form and for conditional release)
4) Piloting implementation of probation services in pre-trail detention of criminal proceeding on some courts 
5) Assistance in developing a Business Plan for Probation 2009-10.

This project has been contracted in order to help the Ministry of Justice in the interim phase between two twinning projects. Results must be taken into consideration and serve as a basis on which the activities in this contract should be performed. There will be no overlapping between this bilateral project and IPA 2008 twinning project.

It was planned for this project to be extended until March 2011. However, due to the lack of funding the extension of the project will not be performed, therefore some of the activities which were planned in this project have been transferred into this twinning project. 

   3.2.2. Other linked projects
· MATRA-FLEX project Treatment of Sexual Offenders, started in May 2007, ended in February 2008 and MATRA Treatment of Violent Prisoners started in January 2008 ended in July 2009 

The purpose of the project ‘Treatment of sexual offenders’ was to address a need for an adequate rehabilitation programme of sexual offenders in order to prevent recidivism of sexual offences. The amount for this bilateral funding was 56.070 EUR.

The other project, ‘Treatment of violent prisoners’ assisted the Croatian Prison Administration with improvement of its capacity to reduce violent behavior in Croatian prisons and penitentiaries and to accomplish a decrease of recidivism. The amount for this bilateral funding was 250.000 EUR. The partner country for both of these projects is the Netherlands. The lessons learned from both of these projects can be a good foundation in developing the offender assessment tool for risks of harm and reconviction and criminogenic needs for these two problem groups of offenders.

· CARDS 2004 Improving Court and Case Management at the High Misdemeanour Court and Selected Misdemeanour Courts (started in September 2007, ended in December 2009) 

The purpose of this project was to support and enhance operation and functioning of the court case management at High Misdemeanour Court and selected misdemeanour courts as well as IT education and training for judges. The Value of the Twinning component was 977.641 EUR. Through Supply contract IT equipment for Integrated Court and Case Management was purchased in the amount of 1.443.989 EUR. The Twinning partner was the Republic of Germany. The Integrated Court Management System had provided a better access to information regarding misdemeanor offences.
· PHARE 2006 Support to Court Administration and Case Management Improvement (started in November 2008, envisaged to end in November 2010)

This project aims at the roll-out of Integrated Court Management System to Croatian courts. ICMS will bring in the transparency in the work of courts by way of automatic assignments of cases to judges and monitoring of their work which will reduce the possibility of corruption. The value of this project is 3 million EUR. The Integrated Court Management System will provide a better and quicker access to information which can be helpful in making pre-trial information reports and bail regarding risks of harm and reconviction
·  MATRA MPAP Management of the Organisational Ethos and Development of Human Recourses within Croatian Ministry of Justice – Prison Administration  (started in January 2009 and planned to end in July 2011)
This project aims at building the positive organizational environment of openness and support among prison staff through enhancing efficiency of management processes and management skills of prison staff as integral part of public administration system. This bilateral funding was provided by the Netherlands. Trainings and education provided by this bilateral project represent a basis on which the trainings of the future Directorate for Probation can be upgraded. 
· IPA 2008 Support to the Reform of Criminal Proceedings (planned to start in the second quarter of 2011 and envisaged to end in 2013) 
The purpose of this project is to support courts, State Attorney Office and Ministry of Interior in implementing new criminal proceedings. If the application is successful, links will need to be made to this project regarding the provision of information to judges and prosecutors. The expected value of the Twinning contract is 1,1 million EUR. The new Criminal Proceeding Act aims at raising the efficiency of the criminal procedure especially in pre-trial proceedings by extending the competence of the police, judges and state attorneys. This provides more room for alternative sanctions. 

· Other components of the IPA 2008 “Development of the Probation Services in Croatia” project
This Twinning contract should be synchronized with other two contracts of this IPA 2008 project. One of these contracts is technical assistance through which the main register and central application system for probation service will be developed and implemented. This data base will be targeted to supervision and evaluation of implementation of community sanctions and measures, to reporting to the Courts and making statistical reports. 
For the purpose of unique monitoring system and for persons that will be involved in the project, it is essential to purchase appropriate equipment which will be sufficient for all data and relevant information through a supply contract. It is envisaged that the following equipment will be supplied:  server equipment, IT and multimedia equipment and office equipment in order to furnish probation offices.
It is expected that the implementation of supply contract will start by the end of the year 2010 and for service contract to start at the beginning of 2011.
· National Action Plan for the Decade of Roma Inclusion (2005-2015)

In an effort to improve living conditions of the Roma national minority and include them in the social and public life of the country, Croatia began to implement the National Programme for Roma adopted in 2003. At the same time it expressed its readiness to participate together with other European countries in the Decade of Inclusion of Roma 2005-2015 initiated by the World Bank and the Open Society Institute. The Republic of Croatia, like the other member states of the Decade, has prepared its Action Plan, committing itself to implement it over the next ten years. The Action Plan of the Republic of Croatia is complementary to the 2003 National Programme for Roma. 

One of the activities of this twinning component is development of an equal opportunities policy consistent with the requirements of the European Court for Human Rights (ECHR) and EU directives to provide services for integration of the ROMA into society. These activities will try to tackle at least some of the problems that the Roma population faces as the most vulnerable minority population in Europe.

3.3  Results:

Component I: Preparation of the Directorate for Probation for the effective management of the new Probation Service through Institutional Building 
1.1. A set of national standards & professional guidelines for probation staff covering all areas of practice developed 
Indicators of achievement:
•  Current standards of probation services analyzed

•
 National standards & professional guidelines for probation staff covering all areas of practice meeting Council of Europe standards developed 
1.2. A long-term Human Resources strategy for Probation service prepared
Indicators of achievement:
• Analysis of workload projections and skill requirements conducted (including entry and qualification requirements, recruitment and appraisal processes and criteria); corresponding report produced
•  A performance management framework with key performance indicators identified 
• Monitoring methods consistent with European Foundation for Quality Management (EFQM) standards defined 

• A long-term Human Resources strategy prepared
1.3. A revised 3 year Strategy for the Probation Service with recommendations on optimal number and location of probation offices prepared 

Indicators of achievement:
• Strategy for the Probation Service for 2008-2012 analyzed 
•  Workload and efficiency of current network of probation offices analyzed  
 

•  Recommendations on optimal number and locations of probation offices prepared

•  A revised 3 year Strategy for the Probation Service for the period 2013-2015 prepared
1.4. A communication strategy for the Croatian Probation Service prepared and public awareness on Probation Service raised 
Indicators of achievement:
•  Communication strategy to promote the new Probation Service prepared 
•  Leaflets and brochures about the Croatian Probation Service developed, translated to Croatian language,  printed and disseminated
1.5. An equal opportunities policy developed and recommendations prepared on the type of services needed for reintegration of Roma prisoners into the society 

Indicators of achievement:
•  An equal opportunities policy consistent with the requirements of European Court of Human Rights (ECHR) and relevant EU directives developed 

• Recommendations on type of services needed for reintegration of Roma prisoners into the society prepared
Component II: Development of the Offender Risk and Needs Assessment Tool and training of personnel on usage of the tool  

2.1. An offender assessment tool for risks of harm and reconviction and criminogenic needs developed, guidelines for its usage developed and manual on report writing prepared
Indicators of achievement:
•  Comparative analysis of actuarial offender risk and needs assessment tools in 3 Member States conducted and corresponding report produced
• Methodology for analyzing the assessment data consistent with the findings of comparative analysis developed 
• An offender assessment tool for risks of harm and reconviction and criminogenic needs, with sub-assessments for sex and violent offenders prepared
•  Comprehensive guidelines for probation staff on using the tool developed
• Analysis of the data relevant for probation staff conducted in order to produce reports for public prosecutors, courts, prisons and penitentiaries 
•  Manual on report writing together with corresponding templates prepared
2.2. Employees of the Directorate for Probation trained on usage of the tool and report writing process 
Indicators of achievement:
• Training programme including training curricula and teaching materials for probation staff on using the tool and report writing process developed

•  At least 5 trainings for 82 probation staff members on using the tool and report writing process conducted 
• One Study visit to a MS institution in order to acquire experience in using the risk assessment tool (6 persons, max 5 days) organized and report on findings of the study visit produced
Component III: Capacity building of the Directorate for Probation  

3.1. A long-term training strategy for the employees of the new Directorate for Probation designed and training programme implemented

Indicators of achievement:
•  Training needs analysis for the employees of the Directorate conducted

•  A long-term training strategy for Probation Service designed based on training needs analysis for the employees of Directorate for Probation 
• Training programme, including curricula, for the employees of the Directorate designed 
•  Teaching materials for the employees of the Directorate prepared
•  At least 7 in-service training courses designed and 82 probation staff members trained in the skills related to their role in the organization and their scope of work
• Training programme, including curricula, designed and teaching materials for probation managers prepared
• At least 5 specialized trainings for 17 probation managers in general project management skills conducted 
• Two study visits to MS countries with a similar model of Probation Service organized to examine service delivery and management (6 persons and max 5 days per study visit) and report on findings of the study visit produced
3.2. Train the trainers programme for the employees of the new Directorate for Probation designed and implemented.
Indicators of achievement:
               •  Train the trainers programme, including curricula, designed 

• Teaching materials for future trainers prepared
• A team of at least 6 future trainers trained in order to acquire core training skills to conduct future trainings 
3.3. Judges and prosecutors from Municipal courts trained on Probation services
Indicators of achievement:
•  One-day Planning Meeting organized on which the representatives from Supreme Court, State attorneys’ office and Directorate for Probation will participate 
•  Profile of the participants, programme, working methods, issues to be covered on workshops defined 

• 5 one-day workshops in Judicial Academy Centers in Split, Osijek, Rijeka, Varaždin and Zagreb organized for up to 100 Municipal courts’ judges and prosecutors (up to 20 persons per a workshop). 
3.4  Activities:
Component I: Preparation of the Directorate for Probation for the effective management of the new Probation Service through Institutional Building 
1.1.1. Analyzing current standards of probation services taking into account relevant legislative framework (Law on Probation and its bylaws, Criminal Proceedings Act, Criminal Law) and results of the bilateral project ‘Transitional Support for the Development of a Probation Service in Croatia’ 

1.1.2. Development of national standards & professional guidelines for probation staff taking into account results from previous activity, covering all areas of practice meeting Council of Europe standards.
These standards should include: 
· pre-sentence reports for judges; 
· protective supervision;
· community work; 
· reports for enforcement judges regarding extension and/or discontinuance of sentences; 
· prisoner after-care; parole reports and home circumstances reports; 
· supervision of conditionally released prisoners;
· case management including breach and enforcement of sentences; 
· the supervision of obligations and measures related to drug and alcohol treatment, education, training, employment, mental health; 
· review of reporting judges about pre-trial detention and the supervision of pre-trial cases, including home detention and curfew
1.2.1. Conducting analysis on workload projections and analysis of skill requirements including entry and qualification requirements, recruitment and appraisal processes and criteria
1.2.2. Identification of performance management framework with key performance indicators, including the definition of monitoring methods consistent with European Foundation for Quality Management (EFQM) standards
1.2.3. Preparation of a long-term human resources strategy based on previous two activities  
1.3.1. Conducting analysis of the 5-year Strategy for the Development of the Croatian National Probation Service for 2008-2012 
1.3.2. Conducting analysis of the workload and efficiency of current network of 12 probation offices
1.3.3. Preparing recommendations on optimal number and location of probation offices taking into account results of the UK bilateral project Transitional Support for the Development of a Probation Service in Croatia and Business Plan for Probation 2009-10 and results from previous activities 

1.3.4. Preparation of revised 3-year Strategy for the Development of the Croatian National Probation Service for the period 2013-2015

1.4.1. Preparation of communication strategy to promote the new Probation Service and identify the key stakeholders, preparation of messages to be communicated and methods to be used, including crisis management and public information
1.4.2. Development and printing of leaflets and brochures about the Croatian Probation Service for the relevant public and stakeholders (universities, centers for social welfare, local communities, non-governmental organizations)
1.5.1. Development of an equal opportunities policy consistent with the requirements of European Court of Human Rights (ECHR) and relevant EU directives 
1.5.2. Preparation of recommendations on type of services needed for reintegration of Roma prisoners into the society (regarding issue of employment, working with Roma delinquents, supervision after release from prison) 
Component II: Development of the Offender Risk and Needs Assessment Tool and training of personnel on usage of the tool  

2.1.1. Preparation of a comparative analysis of actuarial offender risk and needs assessment tools in 3 Member States 
2.1.2. Development of methodology by which the probation staff will analyze the assessment data consistent with the findings of comparative analysis conducted under activity no.2.1.1
2.1.3. Preparation of systematic offender risk assessment tool, including risk of reoffending, risk of harm and reconviction and criminogenic needs with sub-assessments for sex and violent offenders 
2.1.4. Development of comprehensive guidelines for probation staff on using the tool  

2.1.5. Conducting analysis of the data relevant for probation staff in order to produce reports for public prosecutors, courts, prisons and penitentiaries
2.1.6. Preparation of the manual on report writing together with corresponding templates
2.2.1. Development of training programme including training curricula and teaching materials for probation staff (officers, managers, administrative staff) on using the tool and report writing process
2.2.2.Conducting at least 5 trainings for 82 probation staff members on using the tool and report writing process
2.2.3. Organization of one study visit to a MS institution in order to acquire experience in using the risk assessment tool (6 persons, max 5 days)

Component III: Capacity building of the Directorate for Probation  
3.1.1. Conducting training needs analysis for the employees of the Directorate (probation officers, probation managers, and administrative staff)

3.1.2. Designing of a long-term training strategy for Probation Service based on training needs analysis for the employees of the Directorate (probation officers, probation managers and administrative staff). Probation curricula will be covered by Directorate for Probation and it will be an integral part of its probation trainings programme in the future.
3.1.3. Designing of training programme including curricula development and preparation of teaching materials for the employees of the Directorate in the areas of:

· Basic skills for all probation staff covering legislation related to probation, national standards, case management, criminality and criminogenic needs, motivational interviewing, pro-social modeling, and task-centered case work

· Assessment Skills

· Management of community work

· Work with drug and alcohol abusers
· Post-traumatic stress counseling

· Work with sex offenders
· Work with violent offenders
3.1.4. Designing and conducting at least 7 in service training courses for 82 probation staff members in the skills related to their role in the organization and their scope of work
3.1.5. Designing of training programme including curricula development and preparation of teaching materials for probation managers 
3.1.6. Conducting at least 5 specialized trainings for 17 probation managers in general project management skills
3.1.7. Organization of two study visits to MS countries with a similar model of Probation Service to examine service delivery and management (6 persons and max 5 days per study visit)
3.2.1. Designing of Train the trainers programme including curricula development and preparation of teaching materials for future trainers.
3.2.2. Conducting trainings for at least 6 future trainers in order to acquire core training skills to conduct future trainings 
3.3.1 Organizing one-day Planning Meeting on which the representatives from Supreme Court, State attorneys’ office and Directorate for Probation will define profile of the participants, programme, working methods, issues to be covered on workshops
3.3.2 Preparing and organizing 5 one-day workshops for Municipal courts’ judges and prosecutors focused on probation services including, but not limited to the format and content of probation reports at the pre-trial and sentencing stages in Judicial Academy Centers in Split, Osijek, Rijeka, Varaždin and Zagreb
Two visibility events will be organized in the course of the implementation of the project; Kick-off meeting at the start of the implementation and the Final meeting at the end of the implementation of the project activities.
3.5    Means/ Input from the MS Partner Administration:

3.5.1 Profile and tasks of the Project Leader 
 Profile of the Project Leader:
Requirements:

· University level education or equivalent professional experience of 15 years in Criminal justice system
· 8 years of experience in the field of probation 
· Working level of English language
· Computer literacy 

· High – ranking official
· Proven contractual relation to public administration or mandated body, as defined under twinning manual 5.3.2.

· Experience in project management
Assets:

· Experience in projects related to development of probation services 
Tasks of the Project Leader:
· Overall management and coordination of the project, in cooperation with RTA, RTA counterpart and BC PL

· Co-ordination of MS experts’ work and availability

· Participation at the Steering Committee meetings
· Assuring compatibility with EU requirements

· Ensuring backstopping and financial management of the project in the MS
· Organization of study visits

· Project reporting 
   3.5.2 Profile and tasks of the RTA
Profile of the Resident Twinning Adviser
Requirements:
· University level education or equivalent professional experience of 13 years in Criminal justice system
· 5 years of experience in the field of probation of which 3 years in coordinating probation activities
· Working level of English language 
· Computer literacy 
· Proven contractual relation to public administration or mandated body, as defined under  


Twinning manual 5.3.2
· Experience in project management

Assets:
· Experience in projects related to the creation and the development of probation services 
· Experience in developing strategy for probation services

· Experience in offender risk assessment and corresponding reporting

· Experience in capacity building
Tasks of the Resident Twinning Adviser 
· Support and coordination of all activities in the BC
· Responsible for monitoring project implementation and proposing corrective management actions if required

· Provide technical advice and assist Croatian administration in the context of project workplan

· Responsible for organization of PIU and Steering Committee meetings,

· Networking with stakeholders of the project in Croatia and in MS
· Organization of visibility events (kick-off and final event)

Duration of RTA secondment will be 21 month.
 3.5.3 Profile and tasks of the short-term experts

Profile of the short-term expert 1
Requirements:
·  University level education or equivalent professional experience of 10 years in the field of probation 
· 5 years of experience in the field of probation of which 2 years in coordination of probation services 

· Experience in coordination of probation services in at least 2 out of the following 3 fields: Human resource management, designing and performing trainings, drafting communication/visibility strategy

· Working level of English language
· Computer literacy 
· Proven contractual relation to public administration or mandated body as defined under Twinning manual 5.3.2
Assets:
· Experience in all three fields mentioned under requirement No. 3
· Experience in projects related to development of probation services 
· Experience in developing strategy for probation services

· Experience in offender risk assessment and corresponding reporting

Tasks of the short-term expert 1
· Development of national standards & professional guidance for probation staff
· Preparation of a long-term human resources strategy
· Preparation of a revised 3 year Strategy for the Probation Service
· Preparation of communication strategy 
· Development of leaflets and brochures
· Preparation of training needs analysis, training materials, customized training programmes, for the target groups and train the trainers programmes
· Designing of long-term training strategy for Probation Service

· Participation in organization of training activities and workshops
· Conducting trainings and Train the trainers programme

· Preparation and organization of workshops
· Development of an equal opportunities policy

· Preparation of recommendations for reintegration of Roma into the society

Profile of Short-term expert 2

Requirements:
· University level education or equivalent professional experience of 10 years in Probation system
·    5 years of experience in the field of probation

· Experience in offender risk and needs assessment

· Working level of English language
· Computer literacy 
· Proven contractual relation to public administration or mandated body as defined under Twinning manual 5.3.2
Assets:
·    Experience in preparing actuarial tools for risk of harm and reconviction and criminogenic needs
·    Experience in conducting trainings 

Tasks of the short-term expert 2
· Preparation of comparative analysis of actuarial offender risk and needs assessment tools

· Development of methodology by which the MoJ will analyze the assessment data in order to produce an actuarial tool capable of accurately predicting the probability of reconviction in the future
· Preparation of offender risk and needs assessment tool
· Conducting analysis of  the data relevant for reports for public prosecutors, courts, prisons and penitentiaries
· Development of comprehensive guidelines for probation staff on using the tool
· Preparation of the manual on report writing together with corresponding templates

· Development of training programmes including training curricula and teaching materials for using the offender risk and needs assessment tool and report writing process
· Conducting trainings on using the offender risk and needs assessment tool and report writing process
Profile of Short-term expert 3
Requirements:
·  University level education or equivalent professional experience of 10 years in Probation system
·    5 years of experience in the field of probation in practical work with offenders
·    Experience in conducting trainings for probation staff

· Working level of English language
· Computer literacy 
· Proven contractual relation to public administration or mandated body as defined under Twinning manual 5.3.2

Assets:
· Experience in practical work with vulnerable groups of offenders

Tasks of the short-term expert 3

· Designing of training programme and preparation of teaching materials for the employees of the Directorate in the areas of: Management of community work, Work with drug and alcohol abusers, Post-traumatic stress counseling, Work with sex and violent offenders
· Designing of Train the trainers programme including curricula development and preparation of teaching materials

· Conducting trainings for probation staff and Train the trainers programme
· Preparation and organization of workshops

4.     Institutional Framework   
Activities related to protective surveillance and work for the common good at liberty prior to the establishment of central office of the Directorate for Probation have been managed by the Treatment Department within the Directorate for Prison System with a help of 378 associates: prison system officers, social care system, members of professional associations, based on a piece work agreement.
Upon the adoption of the Law on Probation, amendments on Ordinance on Internal Organization of the Ministry of Justice and the Decree on Internal Order of the Ministry of Justice the new Directorate for Probation Services was constituted for the purpose of managing probation services. 
The Directorate for Probation consists of the central office (16 posts) and 12 probation offices (66 posts). They will be situated as follows: 
1) Probation office in Bjelovar – for Bjelovar-Bilogora county, Koprivnica-Križevci and Virovitica-Podravina county (4 posts),

2) Probation office in Dubrovnik – for Dubrovnik-Neretva county (3 posts),

3) Probation office in Osijek – for Osijek-Baranja and Vukovar-Srijem county (7 posts), 

4) Probation office in Požega – for Požega-Slavonia county and Brod-Posavina county (4 posts)
5) Probation office in Pula – for Istria county (4 posts)
6) Probation office in Rijeka – for Primorje-Gorski kotar county and Lika-Senj county (6 posts),

7) Probation office in Sisak - for Sisak-Moslavina county (4 posts),

8) Probation office in Split – for Split-Dalmatia county (5 posts),

9) Probation office in Varaždin – for Varaždin, Međimurje and Krapina-Zagorje county (4  posts),

10) Probation office in Zadar – for Zadar and Šibenik-Knin county (4 posts),

11) Probation office Zagreb I – for the City of Zagreb (13 posts) and 

12) Probation office in Zagreb II – for Zagreb and Karlovac county (8 posts).
The Amendments to the Regulation of the Internal Organization of the Ministry of Justice from September 2009 had defined that there will be 5 probation offices. As it was later realized, it would be very difficult to cover the whole country area from only 5 offices. Therefore, by the new Ordinance on the Internal Organization of the Ministry of Justice which was adopted on 31st   March 2010 (OG 38/10) there are 12 probation offices to be established. It is important to mention that the existing number and location of probation offices may change in line with recommendations provided through this twinning project. The Book of regulations of the internal organization of the Ministry has been  prepared in May  2010 so process of the employment to the probation offices will begin by the end of June 2010.
The new Directorate for Probation is under jurisdiction of the MoJ. Coordination between the Directorate for Prison System and the Directorate for Probation will be based on both sides’ needs, for the purpose of delivering a range of services described in this fiche. 

The beneficiary institution will dedicate all necessary human and financial resources in order to guarantee an effective implementation of the respective project. In particular, the beneficiary institution will insure the availability of the following provisions:

Adequately equipped office space for the RTA and the RTA assistant for the entire duration of their secondment (in particular a desk, a telephone line, PC with e-mail account and internet access, possibility to use fax & copy services).

Adequate conditions for the STEs to perform their work while on mission to the BC.

Training and conference venues as well as presentation and interpretation equipment.

Costs for travel by BC participants from their capitals to a MS or between MS (study visits). 

Its active involvement in preparation of the PIU and Steering Committee meetings and participation of its members on the same.

The availability of the BC human resources (BC experts) during the implementation of the activities.
5.
Budget
	Development of the Probation Services in Croatia
	IPA Community Contribution
	National Co-financing
	TOTAL

	Twinning Contract
	95%
	5%
	1.200.000 €


Interpretation costs will be reimbursed from the budget only for the purpose of workshops and seminars, up to 7% of the budget can be used for translation and interpretation purposes.
In addition to the above-mentioned, provisions with the maximum total amount of 10.000€ should be included in the budget for the following purposes: 

- Printing of leaflets about the Croatian Probation Service for the relevant public and stakeholders (in accordance with the activity 1.4.2.) – minimum 20.000 copies with translation to Croatian language

- Printing of brochures for stakeholders (in accordance with the activity 1.4.2.) - minimum 5.000 copies (with approximately 20 pages) with translation to Croatian language

 6.
Implementation Arrangements
6.1
 Implementing Agency responsible for tendering, contracting and accounting 

Central Finance and Contracting Agency (CFCA)
Ulica grada Vukovara 284
HR – 10000 Zagreb

Mrs. Marija Tufekčić, Director of the CFCA
Phone: + 385 1 4591 245

Fax: +385 1 4591 075

          E-mail: procurement@safu.hr 
Twinning Administrative Office 

Central Finance and Contracting Agency
Ulica grada Vukovara 284
HR - 10000 Zagreb

Contact: Mr Domagoj Šimunović
Phone: +385 1 4591 213
Fax: + 385 1 4591 075

E-mail: twinning@safu.hr 

 6.2    Main counterpart in the BC

            Senior Programme Officer:

Mr. Kristian Turkalj, Director of the Directorate for the European Union and International Cooperation 
Ministry of Justice

Dežmanov prolaz 10

10000 Zagreb, Croatia

Telephone: +385 (0)1 3710-671
Fax: + 385 (0)1 3710-672
e-mail: Kristian.Turkalj@pravosudje.hr
           BC Project leader:

Mr. Miroslav Mihoci, acting Director 

Directorate for Probation, Ministry of Justice 

Medulićeva 34, 10000  Zagreb, Croatia

Tel: +385 (0)1 4862 303  

Fax: +385 (0)1 4862 332  

e-mail: miroslav.mihoci@pravosudje.hr 

           RTA counterpart:

            Mrs. Dijana Šimpraga

            Directorate for Probation, Ministry of Justice            
            Medulićeva 34, 10 000 Zagreb, Croatia

Phone: +385 (0) 1 4862 312
e-mail: dijana.simpraga@pravosudje.hr
6.3 Contracts

It is envisaged that the Project will be implemented through one Twinning contract, with an indicative amount of 1.200.000 EUR (IPA budget is 95% and national co-financing is 5%). 
7.      Implementation Schedule (indicative) 
7.1
Launching of the call for proposals 3Q 2010

7.2
Start of project activities 2Q 2011
7.3
Project completion 1Q 2013
  7.4
Duration of the implementation period: 24 months; 21 month for the implementation of the activities and 3 months for the starting up and closure of the Action.
8.
Sustainability
  The achievement of mandatory results through this Twinning project will lead to development of professional practice and building of professional organization capable of delivering probation services identified in the Law on Probation. The establishment of a National Probation Service under the authority of the Ministry of Justice through this IPA project will ensure this reform is embedded into the criminal justice system and have the support of the government and of the local communities.

It is intended that the probation service shall provide the full range of professional interventions to adults throughout the criminal justice process. The impact of a new institution on the criminal justice system should be to change the behavior of sentencers and prosecutors in making decisions.  The expected impact is:

· a reduction in the proportionate use of pre-trial detention;

· an increase in the proportionate use of alternative sanctions; and

· an increase in both the proportion of prisoners granted conditional release and the proportion of the sentence served in the community.
   This will create a more humane and equitable Criminal Justice System and reduce the proportion of offenders sent to prison.  It is estimated that the number of prison places required could be reduced by around 1,000. 

The introduction of probation represents a mayor novelty in the current system, so the training provided through this Twinning (especially Train the Trainers) is the most valuable asset that will ensure the continuity of professional development of new staff that will be employed in the future. It is evident that by this twinning project only foundation for establishment will be set up in terms of capacity and institution building. The best practices learned through this project need to be further developed and respected in order to achieve the mission of this service which is protection of the public and reduction of recidivism through the rehabilitation and reintegration of offenders into the society.
Educational programme for 82 probation staff members (including training curricula) developed through this project will be in the future carried out by the Directorate for Probation with a help of other institutions (universities, other educational organizations, judicial academy and others). Education targeted to a specific group will be as follows: 
· education of probation officers on providing all activities prescribed by the Law on Probation(Assessment of the risk of an offender committing further offences, supervision of alternative sanctions including protective supervision and community work, providing information to the enforcement judge on the postponement and interruption of sentences, providing reports to judges and the Parole Board based on these assessments to assist in decisions about sentencing and release arrangements, providing pre-trial information reports and bail support/monitoring services, including the supervision of offenders on home detention, supervision of prisoners on conditional release under the overall direction of the enforcement judge)

· management education on business planning methods, training of trainers which will be carrying out mentioned programmes,
·  administrative staff trainings,
·  education of all parties involved in probation - judges and prosecutors, prison and penitentiary treatment staff, 
· education of employees of the Directorate’s Central Office on cooperation and means of communication with all relevant stakeholders 
9.
Crosscutting issues 

Based on the fundamental principles of promoting equality and combating discrimination, participation in the project will be guaranteed on the basis of equal access regardless of sex, racial or ethnic origin, religion or belief, disability, age or sexual orientation.
10. Conditionality and sequencing

The following conditionalities have been fulfilled:

a. The establishment of a new government institution had required new law to be adopted. The Law on Probation has been adopted on 11 December 2009 by the Croatian Parliament (OG 153/09). The new Law will provide a comprehensive legislative framework which would enable the new service to undertake any of the activities performed by probation services in EU member states.  Not all sections will be activated immediately, and services such as victim offender mediation will not be implemented until resources become available.  

The full establishment of a Directorate for Probation in the Ministry of Justice, appointment of a Director of Probation, and the budget for the recruitment of staff were all depending on the passing of the law.  As the law was adopted in December 2009, these activities can be fully carried out. The new Directorate has been established through the Amendments to the Ordinance on the Internal Organization of the Ministry of Justice in September 2009 (OG 107/09) and so the Central Office has been established (Alternative Sanctions Unit within the Directorate of Prisons was transferred to the Directorate of Probation.)  In 2010 it is planned to fully staff and organize the Directorate.  The new law also has to be harmonised with existing Criminal Act, Criminal Proceeding Act and Alternative Sanction Act. 
b. 2008 Judicial Reform Strategy and Action Plan has been amendment to include the establishment of the Croatian Probation Service. Also drafting of the amendments to The Action Plan of the Judicial Reform Strategy for 2010 had started in January 2010 to include the measures concerning full establishment and staffing of the Directorate for Probation.
c. A firm budgetary commitment to expand the number of staff in 2010 has been required. The Ministry of Justice budget is set annually and the budget for the recruitment of the 76 new posts for the Directorate for Probation has been planned in November 2009 when the budget for the following year was drafted. 
d. During 2010 the probation offices locations have to be defined. Also the Ministry has obliged itself to build LAN in order to connected probation offices before staff  employment to the probation offices takes place (by the end of the year 2010)
e. The Twinning Project will train all new staff to be recruited by the Service (it is planned to start by the 1Q of 2011).  
ANNEXES TO PROJECT FICHE
1.   Logical framework matrix in standard format 

2.   Detailed implementation chart 

3.   Contracting  and  disbursement  schedule  by  quarter  for  full  duration  of  programme  (including disbursement period) 
4.   List of relevant Laws and Regulations 

Annex 1: Logical framework matrix in standard format
	DevelopMENt OF the PROBATION SERVICES IN CROATIA
	Programme name and number

IPA 2008
	

	Ministry of Justice – Directorate for Probation
	Contracting period expires:

2 years following the date of conclusion of the Financing Agreement


	Disbursement period expires: 

3 years following the end date for contracting

	
	Total budget: 
1.200.000 €


	IPA financing : 95%
National Co-financing : 5%

	Overall objective
	Objectively Verifiable Indicators 
	Sources of Verification
	

	To reduce the prison population and increase the efficiency of the criminal justice system by dealing with more offenders in the community, thus raising the level of humanity and the protection of human rights.


	· Full range of probation services available/established at criminal courts throughout Croatia and the effective enforcement of criminal sanctions

· A reduction in the proportion of offenders subject to pre-trial detention (around 300 less imprisonments  per year)

· An increase in the proportion of offenders receiving alternative sanctions to imprisonment (around 300 more alternative sanctions per year) 

· An increase in the proportion of offenders granted conditional release and an increase in the average length of the release period (10% - 20% per year)


	Ministry of Justice reports & statistics

Court statistics/National statistical office reports

Ministry of Justice statistics


	

	Project purpose
	Objectively Verifiable Indicators
	Sources of Verification
	Assumptions

	To support the Croatian Ministry of Justice in the establishment and sustained development of a National Probation Service.

	· The professional practice of the service defined in standards
·  Business processes and intervention methods supported by guidance to staff to meet European standards and best practice  

· Management capability of 17 managers of the Directorate of Probation developed in order to establish the service and to sustain its development in the future, meeting the standards of the EFQM
· All 66 Probation officers able to provide probation services


	MoJ documentation

MoJ reports

Project reports

Training Manuals

MoJ documentation including Revised Strategy, Training Strategy, Recruitment Strategy, Performance Management Reports

Project reports

	Political and financial support to the implementation of the overall strategy of the Reform of Judiciary.

Sufficient funds under the National Budget 2008-2012 for the implementation of the Overall Strategy and implementation of new Probation System  provided by the Government


	Results 
	Objectively Verifiable Indicators
	Sources of Verification
	Assumptions

	Component 1

1.1. A set of national standards & professional guidelines for probation staff covering all areas of practice developed 

1.2. A long-term Human Resources strategy for Probation Service prepared

1.3. A revised 3 year Strategy for the Probation Service with recommendations on optimal number and location of probation offices prepared 

1.4. A communication strategy for the Croatian Probation Service prepared and public awareness on Probation Service raised 

1.5. An equal opportunities policy developed and recommendations prepared on the type of services needed for reintegration of Roma prisoners into the society 


	•  Current standards of probation services analyzed
•  National standards & professional guidelines for probation staff covering all areas of practice meeting Council of Europe standards developed 

• Analysis of workload projections and skill requirements conducted (including entry and qualification requirements, recruitment and appraisal processes and criteria); corresponding report produced
•  A performance management framework with key performance indicators identified
• Monitoring methods consistent with European Foundation for Quality Management (EFQM) standards defined 
• A long-term Human Resources strategy prepared

• Strategy for the Probation Service for 2008-2012 analyzed 
•  Workload and efficiency of current network of probation offices analyzed  
 
•  Recommendation on optimal number and locations of probation offices prepared
•  A revised 3 year Strategy for the Probation Service for the period 2013-2015 prepared

•  Communication strategy to promote the new Probation Service prepared 
•  Leaflets and brochures about the Croatian Probation Service developed, translated to Croatian language,  printed and disseminated

•  An equal opportunities policy consistent with the requirements of European Court of Human Rights (ECHR) and EU directives developed
•  Recommendations on type of services needed for reintegration of Roma prisoners into the society prepared 
	Published MoJ documents

MoJ reports

National standards & professional guidelines
Published MoJ documents

Human Resource Strategy
Project reports
Project reports
Strategy for the Probation Service for 2003-2015
Project reports
Communication strategy

Leaflets and brochures

Equal opportunities policy
Project reports

	Sufficient staff for the project daily management, activities performance and overall monitoring provided by the Ministry of Justice



	Component 2

2.1. An offender assessment tool for risks of harm and reconviction and criminogenic needs developed, guidelines for its usage developed and manual on report writing prepared
2.2 Employees of the Directorate for Probation trained on usage of the tool and report writing process 

	•  Comparative analysis of actuarial offender risk and needs assessment tools in 3 Member States conducted and corresponding report produced

• methodology for analyzing the assessment data consistent with the findings of comparative analysis developed 

• An offender assessment tool for risks of harm and reconviction and criminogenic needs, with sub-assessments for sex and violent offenders prepared

•  Comprehensive guidelines for probation staff on using the tool developed

• Analysis of the data relevant for probation staff conducted in order to produce reports for public prosecutors, courts, prisons and penitentiaries 

•  Manual on report writing together with corresponding templates prepared
• Training programme including training curricula and teaching materials for probation staff on using the tool and report writing process developed

•  At least 5 trainings for 82 probation staff members on using the tool and report writing process conducted 

• One Study visit to a MS institution in order to acquire experience in using the risk assessment tool (6 persons, max 5 days) organized and report on findings of the study visit produced
	Methodology report

Offender assessment tool
Guidelines on using the tool
Manual on report writing
Project reports
Project reports

Sample reports from MoJ
List of participants on trainings

Report on findings of study visit

	Ministry of Justice has to provide sufficient staff for the project daily management, activities performance and overall monitoring


	Component 3
3.1. A long-term training strategy for the employees of the new Directorate for Probation designed and training programme implemented

3.2. Train the trainers programme for the employees of the new Directorate for Probation designed and implemented 
3.3. Judges and prosecutors from Municipal courts trained on Probation services


	•  Training needs analysis for the employees of the Directorate conducted

•  A long-term training strategy for Probation Service designed based on training needs analysis for the employees of Directorate for Probation 

• Training programme, including curricula, for the employees of the Directorate designed 

•  Teaching materials for the employees of the Directorate prepared

•  At least 7 in-service training courses designed and 82 probation staff members trained in the skills related to their role in the organization and their scope of work

• Training programme, including curricula, designed and teaching materials for probation managers prepared

• At least 5 specialized trainings for 17 probation managers in general project management skills conducted 

•  Two study visits to MS countries with a similar model of Probation Service organized to examine service delivery and management (6 persons and max 5 days per study visit) and report on findings of the study visit produced

 •  Train the trainers programme, including curricula, designed 

• Teaching materials for future trainers prepared
• A team of at least 6 future trainers trained in order to acquire core training skills to conduct future trainings 

• One-day Planning Meeting organized on which the representatives from Supreme Court, State attorneys’ office and Directorate for Probation will participate 

• Profile of the participants, programme, working methods, issues to be covered on workshops defined 

• 5 one-day workshops in Judicial Academy Centers in Split, Osijek, Rijeka, Varaždin and Zagreb organized for up to 100 Municipal courts’ judges and prosecutors (up to 20 persons per a workshop)
	Report on training needs analysis
Long term training strategy
List of participants on trainings
Report on findings of study visit

List of participants on trainings

Attendance records

Project reports

	Ministry of Justice has to provide sufficient staff for the project daily management, activities performance and overall monitoring


	Activities
	Means
	Costs
	Assumptions 

	Component I
1.1.1. Analyzing current standards of probation services taking into account relevant legislative framework  (Law on Probation and its  bylaws, Criminal Proceedings Act, Criminal Law) and  results of the bilateral project ‘Transitional
Support for the Development of a Probation Service in Croatia’
1.1.2. Development of national standards & professional guidelines for probation staff taking into account results from previous activity, covering all areas of practice meeting Council of Europe standards.

These standards should include: 

· pre-sentence reports for judges; 

· protective supervision;

· community work; 

· reports for enforcement judges regarding extension and/or discontinuance of sentences; 

· prisoner after-care; parole reports and home circumstances reports; 

· supervision of conditionally released prisoners;

· case management including breach and enforcement of sentences; 

· the supervision of obligations and measures related to drug and alcohol treatment, education, training, employment, mental health; 

· review of reporting judges about pre-trial detention and the supervision of pre-trial cases, including home detention and curfew

1.2.1. Conducting analysis on workload projections and analysis of skill requirements including entry and qualification requirements, recruitment and appraisal processes and criteria

1.2.2. Identification of performance management framework with key performance indicators, including the definition of monitoring methods consistent with European Foundation for Quality Management (EFQM) standards
1.2.3. Preparation of a long-term human resources strategy based on previous two activities  

1.3.1. Conducting analysis of the 5-year Strategy for the Development of the Croatian National Probation Service for 2008-2012 

1.3.2. Conducting analysis of the workload and efficiency of current network of 12 probation offices

1.3.3. Preparing recommendations on optimal number and location of probation offices taking into account results of the UK bilateral project Transitional Support for the Development of a Probation Service in Croatia and Business Plan for Probation 2009-10 and results from previous activities 
1.3.4. Preparation of revised 3-year Strategy for the Development of the Croatian National Probation Service for the period 2013-2015
1.4.1. Preparation of communication strategy to promote the new Probation Service and identify the key stakeholders, preparation of messages to be communicated and methods to be used, including crisis management and public information

1.4.2. Development and printing of leaflets and brochures about the Croatian Probation Service for the relevant public and stakeholders (universities, centers for social welfare, local communities, non-governmental organizations)

1.5.1. Development of an equal opportunities policy consistent with the requirements of European Court of Human Rights (ECHR) and relevant EU directives 

1.5.2. Preparation of recommendations on type of services needed for reintegration of Roma prisoners into the society (regarding issue of employment, working with Roma delinquents, supervision after release from prison) 

Component II
2.1.1. Preparation of a comparative analysis of actuarial offender risk and needs assessment tools in 3 Member States 

2.1.2. Development of methodology by which the probation staff will analyze the assessment data consistent with the findings of comparative analysis conducted under activity no.2.1.1

2.1.3. Preparation of systematic offender risk assessment tool, including risk of reoffending, risk of harm and reconviction and criminogenic needs with sub-assessments for sex and violent offenders 

2.1.4. Development of comprehensive guidelines for probation staff on using the tool  

2.1.5. Conducting analysis of the data relevant for probation staff in order to produce reports for public prosecutors, courts, prisons and penitentiaries

2.1.6. Preparation of the manual on report writing together with corresponding templates

2.2.1. Development of training programme including training curricula and teaching materials for probation staff (officers, managers, administrative staff) on using the tool and report writing process

2.2.2.Conducting at least 5 trainings for 82 probation staff members on using the tool and report writing process

2.2.3. Organization of one study visit to a MS institution in order to acquire experience in using the risk assessment tool (6 persons, max 5 days)

Component III
3.1.1. Conducting training needs analysis for the employees of the Directorate (probation officers, probation managers, and administrative staff)

3.1.2. Designing of a long-term training strategy for Probation Service based on training needs analysis for the employees of the Directorate (probation officers, probation managers and administrative staff). Probation curricula will be covered by Directorate for Probation and it will be an integral part of its probation trainings programme in the future.
3.1.3. Designing of training programme including curricula development and preparation of teaching materials for the employees of the Directorate in the areas of:

· Basic skills for all probation staff covering legislation related to probation, national standards, case management, criminality and criminogenic needs, motivational interviewing, pro-social modeling, and task-centered case work

· Assessment Skills

· Management of community work

· Work with drug and alcohol abusers

· Post-traumatic stress counseling

· Work with sex offenders

· Work with violent offenders

3.1.4. Designing and conducting at least 7 in service training courses for 82 probation staff members in the skills related to their role in the organization and their scope of work

3.1.5. Designing of training programme including curricula development and preparation of teaching materials for probation managers 

3.1.6. Conducting at least 5 specialized trainings for 17 probation managers in general project management skills

3.1.7. Organization of two study visits to MS countries with a similar model of Probation Service to examine service delivery and management (6 persons and max 5 days per study visit)

3.2.1. Designing of Train the trainers programme including curricula development and preparation of teaching materials for future trainers.

3.2.2. Conducting trainings for at least 6 future trainers in order to acquire core training skills to conduct future trainings 

3.3.1 Organizing one-day Planning Meeting on which the representatives from Supreme Court, State attorneys’ office and Directorate for Probation will define profile of the participants, programme, working methods, issues to be covered on workshops

3.3.2 Preparing and organizing 5 one-day workshops for Municipal courts’ judges and prosecutors focused on probation services including, but not limited to the format and content of probation reports at the pre-trial and sentencing stages in Judicial Academy Centers in Split, Osijek, Rijeka, Varaždin and Zagreb


	Analysis
Consultations

Preparation of documentation
Preparation of documentation

Analysis, Preparation of documentation
Preparation of documentation

Consultations, Preparation of documentation

Analysis
Preparation of documentation

Analysis
Preparation of documentation

Analysis, Consultations

Preparation of documentation

Consultations
Preparation of documentation
Consultations
Preparation of documentation

Preparation of materials
Consultations

Preparation of documentation

Consultations

Preparation of documentation

Analysis
Preparation of documentation

Development of methodology
Preparation of documentation
Preparation of documentation
Analysis
Preparation of documentation
Preparation of documentation
Trainings

Study visit
Analysis, Consultations
Preparation of documentation

Preparation of documentation

Preparation of documentation

Trainings

Consultations
Preparation of documentation

Trainings

Study visits

Preparation of documentation

Consultations
Trainings
Consultations

Preparation of documentations

Workshops


	Twinning: 1.200.000 €

	

	
	
	
	Preconditions:
All preconditions stated in the section 10 of the TW fiche have been fulfilled.


Annex 2: Detailed implementation chart

	Development of the Probation Services in Croatia
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	2013
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	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	I
	R
	R


T – Call for proposals and evaluation

C- Contracting 
S- Starting up

I –  Implementation of activities

R – Report
Annex 3: Contracting and disbursement schedule by quarter for full duration of programme (including disbursement period)
	Development of the Probation Services in Croatia
	Cumulative contracting schedule by quarters in EUR (provisional)

	
	2011
	2012

	
	I
	II
	III
	IV
	I
	II
	III
	IV

	Twinning – Contract 1 
	
	1.200.000
	
	
	
	
	
	

	 
	
	
	
	
	
	
	
	

	TOTAL (EUR):
	
	1.200.000
	
	
	
	
	
	


	Development of the Probation Services in Croatia
	Cumulative disbursement schedule by quarters in EUR (provisional)

	
	             2011
	2012
	2013

	
	II
	III 
	IV
	I
	II
	III
	IV
	I
	II

	Twinning – Contract 1 
	548.570
	
	
	265.715
	
	  265.715
	
	
	  120.000

	TOTAL (EUR):
	548.570
	
	
	814.285
	
	1.080.000
	
	
	1.200.000


Annex 4: List of relevant Laws and Regulations

1. Law on Probation (OG 153/09)
2. Criminal Procedure Act 2008 (OG 152/08, 76/09)
3. The Act on the Enforcement of Prison Terms (OG 190/03, 76/07, 27/08, 83/09))
� Signatory parties of Stabilization and Association Agreement are the Government of the Republic of Croatia and the European Communities


� The Croatian National Contact Point for Twinning will provide the Member State preparing an offer with the “Five Year Strategy for the Development of the Croatian National Probation Service” upon request.





� Member States submitting proposals for Twinning projects implemented in Croatia, as well as the beneficiary institutions, will be requested to finalise drafting of the contracts in maximum six months regardless of the period of the year during which the drafting will take place.
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