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INTRovucnON 

This is a study of juven;i.le probation and parole services 1 in the state of 
New Mexico. The purpOSe of the study is to develop a plan for correctional 
fiel.d services for the rehabi1iationofNew Mexico's juvenile offenders. 

New·Mexico's criminal and juvenile justice system, especially its correction • 
programs, have been topics of concern and study for at least a decade. The 
New Mexico "Boys,' School and the New Mexico Girls' Welfare Home (now referred 
to as the Girls' School) underwent indepth consultation studies by the 
National Council IJIl Crime and Delinquency in 1967 and 1968. 2 A compre~ensive 
study of criminal justice services was produced for the state in 1968. Most 
recently, the state planning agency has contribut~d some valuable planning 
assistance for the future dev~lopment of criminal and juvenile justice 
services. 4 A study encom'?assing both juvenile ~robation and parole require
ments for the state was last c~mp1eted in 1965. 

Improvements in the adult correctional system:ref1ect past concentrated 
planning,.. Adult probation and parole services became a state· responsibii:Lty 
in 1965; with that act came the provision for suitable numbers of qualified 
probation~parole officers to conduct the necessary pre-sentence investigation 
reports and to perform supervision services of felons in the community. 
Population in the adult correctional institution has declined, indicating 
that a greater proportion of convicted felons ~lre being treated within the 
community environment. In 1969, the Department of Corrections was created 
by legislation and charged with the responsibility of administering the 
penitentiary, adult probation and parole, juvenile training schools andj 
aftercare ,. ',Few states can boast such organization in their oorrectiom{l 
programs. 6 , 

1 
l:'robat:1,on is defined as a juvenile cqurt disposition; the service provides 

die couriwTtn~a:'~pre'::';disposfficin report: and supervision of the offender in 
the community in lieu of confinement in an institution. Parole referred to 
as aftercare provides post7institutiona1 release supervision in the community 
to the I offender. The objective of correctional field services (probation and 
parole) is protection of the community by assisting the offender to adjust 
successfully in his en'Tironment. 

2New,Mexico Council of the National Council on Crime and Delinquency, CorreationaZ 
P'l'ograms in New Me:ciao~ Vol. III, New Me:ciao Boys' SahooZ, 1967, and Vol. IV, 
GirZs' WeZfare Home~ 1968. 

3Co:t:'recUona1 Mallagement Associates and 'New Mexico Council of the National Council 
on Crime and Delinquency, Correations~ Prevention and Court Serviaes in New Me:ciao~ 
1969. 

4New Mexico State planning Office, PZanning~ Programming and Budgeting in the State 
of New Me:ciao~ 1970. 

5NewMexico Council of the National Council on Crime and Delinquency, CorreationaZ 
Programs in New Me:ciao~ VoZ. 1, JuveniZe P'l'obation and Pal .. J, 1965. 
6 ' 
In 1967, t~e president's Commission on Law Enforcement and Administration of 

Justic~ fouX).d that in only six states are more than th~ee correction functions 
administered bya single state co~rectiona1 agency. 
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Development of New Mexico's correctional field services for juveniles, re~ard
less of the amount of previous sturly, ,~~d planning, has not kept pace with the 
progress made by its adult corrections counterpart. A 1965 study, Co~~ectionaZ 
PT'og~ams in New Mexico: JuveniZe P~oba"Uon and Pa~oZe, noted ~ 

Juvenile court programs have evolved separately and presently 
operate in relativEi isolation from one another. As a conse
quence there has neiver been in existence a central body with 
responsibility to lIleet problems that badly need a uniform 
statewide approach by programs working as a "system." Major 
problems include the need for more uniform use of state 
institutions and better cooperation with related agencies; 
the need for better handling of out-of-state juvenile problems; 
the need for development of training programs to upgrade services;" 
the need for more uSlable statistical information built around 
the juvenile probation operating problems; the need for planning 
future development of,probation services as they relate to other 
correctional programs; and prioblems o'f developing badly needed 
additional facilities for use by all of the district juvenile 
programs. 

The findings of this study illustrate that some of the problems have been 
rectified; the majority have not. 

¥ith increasing interest and concern about field services for juveniles the 
~ew Mexico Council of the National Council on Crime and Delinquency requested 
~nd rec,eived the cooperation of officials and representatives from the courts 
?nd field services to conduct this study. District court judges, chief 
~robation officers, probation and parole officers, Department of Corrections 
representatives, and other concerned and involved persons provided time and 
information for the study. Interviews were conducted regarding the present 
level of services; opinions and suggestions for improving field services were 
elicited; agency reports and statistical information were reviewed by the NCCD 
study team. 

This 'study presents a critical analysis of current probation and parole services. 
Recommendations are advanced for the improvement vf each component of field 
services fo,r juveniles. Included is the need for restatement of objectives, 
more effective organization and administration, the required manpower and 
workload, and revision of procedures and practices. While the, study is 
concentrated on probation and parole services for juveniles, some disGussion 
addresses other parts of the juvenile justice system having an effect en field 
services. These include law enforcement, the courts, the Department of Cotrcction 
training schools, and social service ~gencies. 

SUMMARY OF CONCLUSIONS ANV, RECOMMENVATIONS 

The following discussion serves as a summary of I,~onclusions and recommendations 
of the study of 'correctional field services for juveniles in New Mexico. Only 
the major conclusions and recommendations are presented here. The full text 
of the study should be consulted for a more complete discussion of study findings, 
concltisions and rationale for recommendations • 
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I. The diversity of underlying beliefs and fundamental approaches contributing 
to . the goals of probati.on and aftercare indicate that" there is need for clari
fication of the major objectives of correctional field services for juveniles. 
It is also important that there be acknowledgement. of the relationships and 
interdependence between the functions performed by district cou~t probation 
departments and Department of Corrections.aftercare services. The objectives 
of service should be revised to include: 

(1) Determination of the necessity for children's court 
jurisdiction. in each child's case. 

(2) Dcvelopmetft of an accurate individualized treatment 
plan. 

(3) Prevention, treatment and control of children's 
delinquent activities. 

(4) Fost",:,commitment preparation of·the"community, family 
and chHd for home reintegration. 

(5) Post-commitment reintegration with prevention, treatment 
and control of child's further delinquent involvement. 

II. Lack of organizational coherence and administrative direction among probation 
departments and with aftercare services indicates the ne~d for a more efficient 
organizational structure. Merging probation and aftercare services for juveniles 
is economically sound, it.is beneficial programmatica:lly and expedient from the 
standpoint of staff. The most feasible organization i~ to transfer probation 
services transitionally to a juvenile services division within the New Mexico 
Department of Corrections. UltimatelJf.the organization should include: 

(1) A juvenile services division, separate from the ~dult division. 

(2) Three branches within the juvenile services division to 
include juvenile institutions, juvenile field services, 
and release authority. 

(3) The juvenile field services unit composed of eXisting 
juvenile probation departments and aftercare services. 

(4) An expanded, more representative body as release authority. 

(5) Creation of a Board of Children's Court Judges, staffed by 
an executive officer to provide judicial coordination ~'1ith 
the Department of Corrections. 

III. The administrative functions of probation and aftercare "have not received 
the degree of emphasis needed from district probation departments !lind/or the 
Department of Corrections. Asa requisite to. the effective opet~tion of field 
services for juveniles, the following provisions of administration should be 
implemented. 

(1) Operating a system of personnel administration to include 
recruitment, employment, and dismissal of staff; creation 
of in-service training and staff development progra.ms; and 
assignment and supervision of staff~ 

,~~' . 
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(2) Development of program policy and procedure in concert with 
the judiciary and the community. 

(~) Liaison and information services designed to expand communication 
with the judiciary, agencies ancillary' to correctional field 
services and the public. 

(4) Program evaluation and planning to include collection of 
information, evaluation of all facets of the ~orrectiona1 
field services operation and redirecting or developing 
new programs where indicated. 

(5) Fiscal and budget control. 

IV. Juvenile procedures and practices in many of the phases of the juvenile 
justice system in New Mexico are questionable in some. districts and inappropriate 
in others. With the assistance of the Board of Children's Court Judges, guide
lines sh,ould be developed for the regulation of the working operations of 
correctional field services and the overall juvenile justice system. The 
following recommendations may be developed int? policy form: 

(1) Law enforcement officers should be permitted to detain children 
at the point of apprehension only with explicit authority of 
correctional field services governed by children's court policy. 

(2) Law enforcement officers. should be .encouraged to develop spedal 
"juvenile bureaus"; where referrals are not indicated to children's 
court. Conferences with parents, referrals to other agencies and 
other "station adjustment" measures should be taken. This adjust:
ment without cou~t referral is especially applicable to children 
involved in "non criminal" activity. 

(3) Correctional field services (probation) intake should function to 
insure advisement of legal safeguards, consultation with family, 
child and complainant'to develop mutually accepted forms of adjust
ment if indicated, and case dismissal or petition filing for court 
action when needed. Intake should assume responsibil~ty for 
temporary pre~court detention. 

(4) Unofficial probation in its current form as used by intake and 
probation should be discontinued. In a limited number of cases 
an adjustment may be indicated and may be used by the court with 
later review of the child's case at the point of the adjudication 
hearing. 

(5) Detention of children in jail should be discontinued; when required, 
the t·wo detention homes 1;;1 the state should be contracted to provide 
care. 

(6) The pre-disposition study report should be prepared by correctional 
field services for all children going before the children's court 
judge. The report should include an assessment of the child's 
psychological and sociological circumstances and it should provide 
a dispositional recommendation and plan of treatment to the judge. 
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(7) Probation supervision should incorporate methods of casework 
as ~pposed to the punitive approach taken by some offic~rs 
in the state. 

(8) Methods of prevention and diversion of delinquen.cy should 
be implemented by developing special programs with the schools, 
community agencies and volunteer workers. 

(9) Community social service agencies should be used as an alternative 
and/or an adjunct to the workings of correctional field services·. 

(10) Children in need of supervision or those who have not committed 
a criminal offense should be referred out of the juvenile justice 
system to other agencies with more appropriate programs responsive 
to the needs of these children. 

(11) The state of New Mexico should assume responsibility for development 
of a statewide defender association to insure that all children 
coming before, the children's court are provided with competent 
legal counsel. 

(12) Judicial commitments of juveniles to jail and the use of jail 
therapy by probation officers should be ceased. 

(13) Judicial commitments to the Boys' Sqhoo1 and Girls' School for 
purposes of diagnostic evaluation should be ceased. 

(14) Pre-parole planning should include bet ter cool:dination betwel~n 
field service workers and training schools; it should incorporate 
the use of home visits and further expand the Girls' School 
current reintegrative service to the Boys' School. 

(15) Administrative revocation of parole and recommitment to the 
training. school,s without benefit of. legal counsel should be 
discontinued. 

V. Workloads of some of the district court probation departments have been 
prohibitive; afte1:care se'rvice has not received sufficient budgetary allocation 
to finance its operation. Provision for quality correctional field services 
for juveniles assumes substantial increases in funding of the operation. 
Included are: 

,(1) Employment of additional numbers of qualified field service 
workers. 

(2) Provision for appropriate numbers of administrative, supervisory 
and clerical staff. 

(3) Orderly assignment of field services workers and other staff to 
areas and judicial districts within the state. 

(4) Increases in salary for all levels of personnel to insure the 
attraction and retention of competent personnel. 
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I. JUVENI LE CORRECTION SERVICE OBJECTI VES ANV RESPONSIBI LITIES 

1 NTROVUCTI ON 

The ultimate goal of correction under any theory is to make the cClmmunity 
safer by reducing the incidence of crime. 1 For correction's mission to be 
successful each area of operation must have defined and workable objectives 
that can be achieved. To fulHll each objectb'e there must be functional 
units of operation that carry distinct tasks and responsibilities. Functions 
are best provided and objectives completed in an organized system. 

In New Mexico, several of the more important objectives of correctional field 
service need clarification; there is need for provision of functions that 
£Lssume respon.sibility for the required tasks. 

This section of the report reviews the major objectives, functj,ons and 
responsibilities of correctional field set.'vice for juveniles. Areas of 
needed improvement in Ne~J Mexico's sys tern, are noted. 

OBJECTIVES ANV RESPONSIBILITIES 

To discuss the subject of correctional field service objectives, it is neces
sary that they be examined in relation to: (1) the rationale for the 
objective; (2) the .functions required for accomplishment of each objective; 
and (3) the tas:ks and responsibilities required of each fUnction. 

The following i.llustration depicts the major objectives, the required functions, 
and the tasks and responsibilities of correctional field s~rvices. 

COURT INTERVENTION 
---------------~ 

The initial objective of correctional field services is to make the determina
tion of the necessity for the court's intervention in the child's case. The 
rationale for this objective is that although the children referred may have 
committed delinquent acts, many can have their delinquent activity curbed 
without court.: involvement. The decision of whether the child should be 
handled with means other than the court is normally made by an intake screen
ing unit or service within the juvenile probation department. If one function 
can be singled out as being the most important of correctional field services, 
it is definitely the intake screening service. 

1president's Commission on Law Enforcement and Administration of Justice, Task 
Fopoe Repopt: Correotions, U.S. Government Printing Office, Washi~gton, D.C., 
1967, p. 16. 
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Objectives 

Determination of necessity 
for court's jurisdiction 
in child's case. 

Development of accurate 
individualized treatment 
plan. 

Prevention, treatment, and 
control of child's delin
quent activity. 

Preparation of community, 
family and child for re
integration. 

Full re-integration, pre
vention, treatment, and 
control of child's further 
delinquent involvement. 

OBJECTIVES, FUNCTIONS, TASKS ANV RESPONSIBILITIES 
OF CORRECTION FIELV SERVICES FOR JUVENILES 

Functions 

Intake screening 
service 

Pre-disposition study 

Probation supervision 

Aftercare planning 

Aftercare supervision 

Tasks and ResponsibiZities 

A~visement of legal safeguards; review allegations 
of referral; consult complainant, family and child; 
develop m~tually accepted form of adjustment; file 
petition' for court action; determine need for 
temporary pre~·court detention. 

Collection of relevant information for plan, assess
ment of all available dispositional resources; 
determination of child's individual treatment 
needs; development of plan in concert with child, 
family and community; presentation of treatment 
recommendation at court's' disposition hearing. 

Application of treatment plan and/or other court 
disposition which may include: enabling needed 
community resources for child; providing needed 
supervision of child; conduct~ng counseling and 
guidance as indicated for child and family; and 
acting as advocate for child where applicable. 

Linking institutional and field officer's planning; 
communication with child and family for release 
planning; identifying nee~~d community resources 
in preparation for release; Institutional inter
vention; preparation and presentation of aftercare 
plan to parole board; coordination of physical re
lease from ins titutions·. 

Application of release plan to include: enabling 
needed community resources for child; providing 
needed supervision of child; conducting counseling 
and guidance as indicated for child and family; 
acting as advocate for child where applicable. 

.... 
o 
N 

._-,,'t 
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After the point of arrest by a law enforcement officer or referral to the court 
by another source, the child's first cnntact with juvenile court is with the 
probation department's intake screening officer. At this point, decisions of 
theJl~most importance are made by the officer which have a definite effect on 
the ·child's development. It also has importance iri regulating the machinery 
of cortectional field services and juvenile court. 

Intake is a permissive tool of potentially great value to the 
juvenile court. It is unique because it permits the court to 
screen its own intake not just on jurisdictional grounds., but, 
within some limits, upon social grounds as well. It can cull 
out cases which should not be dignified with further court 
process. It can save the court from subsequent time-consuming 
procedures to dismiss a case. It provides an immediate test of 
jurisdiction at the first presentation of the case. It ferrets 
out the contested matters in the beginning and gives the oppor
tunity for laying down guidelines for appointment of counsel and 
to stopping all social investigation and reporting until the 
contested issues of fact have been adjudicated. It provides 
machinery for referral of cases to other agencies when appro
priate and benefic:l.al to the child. It gives the court an early 
opportunity to discover the attitudes of the child, parents, the 
police and other referral sources. It is a real help in control
ling the court's caseload. Because it operates in the sensitive 
area of direct confrontation with the police, the school, .and 
other communi ty agencies, in take can make or bl:eak the communi. ty' s 
good ~ommunicat.ion witn and understanding of the juvenile court's 
role. 

The objectives of determining whether court intervention is needed go unmet in 
many districts in New Mexico. The intake functions and responsibilities which 
should be designed to carry out this objective are poorly defined, confusing 
in most jurisdictions, and non-existent in some. Many of the tasks and res
ponsibilities of intake as indicated in the above illustration are not con
ducted. The majority of probation officers do advise the child of his con
stitutional rights; many do not take into consideration the need for the 
presence of the family and the child to assist in arriving at an appropriate 
intake disposition. The majority of probation depart~ents adjust cases with
out petition and provide unofficial probation without regard to alternative 
resources available or the necessity of the court's need for intervention 
(probation being a court service). This contributes in some instances to an 
unwarranted heavy workload.: 

2 
Council of .Judges of the National Council on Crime and Delinquency, ModeZ, RuZ,es 

fop JuveniZ,e Coupts, NCCD, New York, New York, 1969, p. 11. 
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Where pre-court det~ntion is a responsibility of the intake function) detention 
of children :tn jail· is a common practice throughout the state, further 
lending to cortectional field services' non-involvement in a major objective-
determining whether the court shouI'd exercise jurisdiction over the child. 

There is need for clear e.stablishment of the objective of correctional field 
services to determine the need for juvenile court's intervention in the child's 
case. The objective can be met by establishing the intake screening function 
with clearly articulated responsibilities made applicable to all district 
probation department~. 

1 NVI VIVUAL I ZEV 'r LANNI NG 

The objective of developing an accurate individual treatment plan for all 
children appearing before the court disposition hearing is another important 
correctional field service. The purpose of the pre-dispositional study is to 
provide the judge with accurate information about the child's social circum
stances and psychological development. Its intent is to recommend to the 
judge the most appropriate plan for dealing with the child should he be found 
delinquent. 

The-objective of the pre-disposition study and treatment plan exists to provide 
individualized handling for each child. Regardless of the nature of the offense 
each child has individual and different n~eds. Some may require identification 
with an adult person, others may need special education programs. Some may re
quire assistance in resolving inner-family problems; some, but relatively few, 
may require the external controls and supervision that may be available only in 
an inst.itution. 

If criminal activity is to be curbed among children, there must first be basic 
discovery of the circumstance which contributed to illegal conduct; secondly, 
the situation must be resolved by the provision of services to meet the 
individual's particular needs. If the pre-disposition study function is not 
conducted for each admitted or adjudicated delinquent child, many may be sent 
to the training school who do not require or will not respond to that type of 
program. Many may be placed under supervision of the probation department 
when another type of service is more in need. 

In New Mexico the probation department's efforts are not directed to the extent 
necessary toward achieving the objective of individual treatment planning. In 
several districts the study is conducted in an excellent fashion. In the 
majority of districts the background information is not collected or presented 
in the study and the recommenda.tion to the court is usually for one of two 
alt~r.~atives: some general probation supervision or commitment to the 
Department of Corrections training schools. In at least several districts the 
case study and de"Velopment of a treatment plan is not conducted formally. One 
court'disposition and adjudication hearing was observed where a child was 
committed to the eraining school without benefit of former discussion with the 
probation officer or presentation of a pre-disposition report. 

3 
Temporary detention of a child should never occur in a jail facility; if re

quired, it should be sane.tioned by the court with formal petition filing. 
AlthQugh the new children's code places a 48-hour limit on detention after 
which a petition must be filed, in no case should a child be detained without 
court approval through the intake screening unit. 

-----~-----------~--..... --------------------
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To accomplish the objective of individual treatment planning, it is important 
that correctional'field services concentrate on performance of the tasks and 
re8ponsibilities as indicated in the previous illustration. Relevant informa-

-tion from all sources should be compiled and assimilated; all available 
community resource services that might provide responsive programs to the 
child's individual needs should be inventoried and utilized where needed; 
there must be concentrated effort to determine why the child is involved in 
delinquent activity and what there is lacking that can be provided by the 
court. The plan must be developed with the cooperation of the child and his 
family. The recommendation for the treatment plan should be presented to the 

. court at the final disposition hearing. 

There must be concentrated effort'made by correctional field services, the 
judiciary and the community toward individualized planning; otherwise, many 
children will be inappropriately handled. 

VELINQUENCY CONTROL 

The third major objective of the probation component .of correctional field 
services includes that of prevention, treatment and control of the individual 
child's delinquent activity. The probation supervision function carries the 
responsibility as indicated above for fulfilling this objective. 

The purpose of the probation supervision function is to assist in every way 
possible the child's successful adjustment within the community without con
tinuation of illegal acts. The service should bring to bear all community 
resources in an effort to prevent xurtherdelinquency. The value of providing 
the required degree of supervision for the individual child and the needed 
counseling and guidancpwith him and his family is that many of the circum
stances leading tod~~inquent behavior may be resolved. Conducted appropriately, 
these activities contribute to a safer community. 

There is need for clarification of this objective within many communities in 
New Mexico. Many persons interviewed, especially in the sparsely populated 
districts, indicate that the public is often punitive in their approach to 
curbing delinquency. Without knowledge of the individual child, community 
persons may urge that the child be removed from his family, expelled from the 
public schools, and/or removed from the community. In isolated cases, and 
only after extensive evaluation, commitment may be required, yet this should 
occur only as a last resort. The public should be better informed of the 
objective of community handling for the majority of all adjudicated delinquent 
children. 

Further, to satisfactorily handle delinquent children in the community a" more 
j,ndividualized approach is required. The "conditions of probation" use.d in 
nearly every district for official and unofficial probationers preclude 
working individually with the child and responding to his needs. Supervision 
and counseling must be tailor-made for each child. Applicable community re
sources should be brought to bear for specific cases. 
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POST-INST1TUT10NAL PLANNING 

'l1te fClurth objective of correctional field services, usually worked with by 
parOlE! or the aftercare division in concert with the training school, is that 
of preparing the child and his family for reintegration into the community. 
If the aforementioned objectives are being met by correctional field ser
vices,. only a small percentage of children will be committed to training 
schools. 

As the probation pre-disposition study assists in dete~1nining the plan of 
treatment for probation service, the aftercare plan should individually 
direct the child's programming activity while under aftercare supervision. 
Aftercare planning must be intensive. It requires working linkage and 
communication between the institution and correctional field services with 
coord:Lnated plans for release. The field officer needs intensive communica
tion ~dth the child and with his family to assist in planning activities 
upon release. Whether the child should return to public school, undertake 
job tJ:aining or employment, enlist in special programs, make his place of 
residEmce outside the family's home, and/ or have time and consul ta tion wi th 
all pE~rsons concerned after release are important considerations of aftercare 
p1ann:Lng. 

In practice, there are problems of communication among the Department of 
Correc:tion, training schools and juvenile parole. Aftercare officers state 
that the parole board at the institutions does not have due regard for con
siderations mentioned in the home study evaluation report. Parole officers 
are frequently given short notification to conduct the home evaluation study. 

There is an acute need for correctional field officers to link their efforts 
with institutional programming and planning. The New Mexico Girls' School 
is cu],rent1y operating a reintegrative service which has demonstrated great 
value in partial achievement of this objective. The Department of Corrections 
has pl~epared an operational manual with prescribed duties and responsibilities 
of aftercare officers, yet, improvement of communication and further coordina
tion of aftercare planning is indicated. 

POST-TNSTITUTIONAL REINTEGRATION 

The fifth object:f.ve and responsibility of the correctional field services is 
post-institutional reintegration and further prevention of the child's 
illegal conduct. 

Aftercare is viewed as a continuum of the correctional process that facilitates 
life in the community following release from a training school. One respon
sibility of the aftercare officer is to sooth community attitudes and hostili
ties that may make reintegration difficult. While children released from 
institutions usually have more difficulty than those on probation, many of 
the activities and responsibilities of the aftercare officer are common to 
those of, the probation officer: providing individualized supervision and 
~!ounselii.lg • 
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Accomplishment of full reintegration of the child into the community without 
further delinquent activity is especially important since juvenile training 
schools throughout the country have n,ot demonstrated success in rehabilitation 
efforts. The President's Commission on Law Enforcement and Administration of 
Justice indicated in 1967 that one of every two children committed to a state 
training school will again in his lifetime serve an additional commitment or 
sentence in a correctional institution. The majority of all training schools, 
due to the location and inability to retain professional staff, preclude pro
gramming which ~17ou1d assist in helping the child function in the community. 

There are indications that children released from New Mexico institutions are 
not fully prepared for successful community reintegration. Programs provided 
at the training schools in many cases may be irrelevant to individual children's 
particular needs. The greatest deficit in programming is that of the institu
tions' inability to work jointly with children and families. This is especially 
applicable to the Boys' School due to its remote location. However, it was 
noted that some of the aftercare workers were having successful experiences 
with the children involved in the Girls' School Reintegrative Program. 

There is need for more interaction between field services and the institution 
in readying the child for release. Continual counseling and guidance may be 
required after release, both with the child and with his family. Frequent 
and intensive supervision of the child is required in many i,nstances by the 
correctional field service officers, to enable full integration. 

In summary, there :ls need for clarification of major objectives of field 
services and establishment of functional areas of operation, each with 
defined tasks and responsibilities. 

It is important that there be acknowledgement of the relationships and inter
dependence of the five major objectives of the service. For example, the pre
disposition study fUnction of probation must present accurately the treatment 
needs of the delinquent child to the court, or the objectives of the case 
study and the subsequent court disposition may be affected negatively. 

More importantly, there should be recognition that with the exception of the 
probation intake screening function, the objectives of probation and after
care are quite similar~ Both field operations are centered around: (1) an 
accurate determination of the needs of each child; and (2) providing treatment 
and supervision to the individual child. Since the objectives, functions, 
tasks and responsibilities of probation and aftercare are not dissimilar, there 
is little justification from the program standpoint for two separate adminis
trations to govern the services. 
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11. ORGANIZATIONAL STRUCTURE OF JUVENILE CORRECTION SERVICE 

INTRODUCTION 

The organizational fragmentation of jurisdictions and agencies providing juvenile 
correction services has had some distinct advantages in this country and especially 
in New Mexico. Diversity of administration has led to responsible involvell'~entt 
while much earlier a larger bureaucratic system may have inhibited effecti've 
provision of service. Before the New Mexico Department of Corrections WaEJ given 
authority to provide aftercare or parole supervision t the various district juvenile 
probation d.epartments assumed responsibility for that function. That method was 
advantageous since there was direct parole follow-up by the same department and 
persons providing the initial probation service. 

The separation of agencies and departments has, howeve,r, in many instances precluded 
effective communications, working operations, and continuity of serviCla needed. 
This section of the report addresses the historical development of juV'enile 
correction services, problems that exist in the systenl today and the need to develop 
organizational coherence. The relative merits of state and local administration 
are discussed. 

HISTORICAL PERSPECTIVE 

Correctional field service for juveniles has historically been an clutgrowth of 
local juvenile courts. The majority of juvenile training schoois, however, 
were organized at the state level. Probation originated in Chicago, Illinois, 
as an extension of that first juvenile court. Aftercare or paro1~ was initially 
assumed by local probation operations, but during the early twentieth century, 
this responsibility was transferred to many institutions and/or parole boards. 
Today, probation is still a local function in half the states. Aftercare, however, 
has become a state responsibility in more than forty states. 

RESPONSIBILITY FOR JUVENILE CORRECTION SE.RVICE 1 

Local State ~_nation of Two 

Probation 25 7 18 

Aftercare 4 41 5 

New Mexico's development of services for juveniles has paralleled that of the 
nation. Currently, probation is a local district court rf~sponsibility, with 
fiscal operations being centralized in the Court Administrator's Office. After
care is organized under the New Mexico Department of Corr:ections. 

The first correction service for juveniles in New Mexicol was the New Mexico 
Reform School, established in 1909. The institution was created by law for 

1Source: President's Commission 
Task Forae Report: Correations. 
1967. . 

on Law Enforcement and Administration of Justice, 
Washington, D.C., U.S. Government Printing Office, 
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the purpose of receiving and caring. for boys designated as juvenile delinquents.-2 
It did not have the legislative provision for parole or aftercare service follo't-ling 
discharge. 

The "juvenile court" was originally established as a respons5.bility of District 
Courts in New Mexico by the Third Legislature in 1917. The legislatio~ 
permissively prescribed that district probation offices would be establishE'.d 
at the "discretion of the District Judge" and at the expense of their local 
county court funds. 3 Although some district courts did establish probation 
departments (the first was :In 1932), active juvenile probation programs did 
not start until 1955 with the adoption of a new juvenile code. 

The 1955 legislation gave the responsibility for parole supervision to the 
District Probation offices, and the power to parole a child to the boards 
of the New Mexico Boys' School and Girls' Welfare Home with the approval 
of the district judge (NMSA 13-8-62). This practice continued until 
passage of The Correction Act, established by the first session of the 
29th legislature in 1969. 

In the intervening periods between establishment of the New Mexico Reform 
School in 1909, legislative provision for the creation of JUVenile courts 
in 1917, passage of the Juvenile Code in 1955, and legislation creating a 
Juvenile Probation Services Division of the Administrative Office of the 
Courts in 1967,little attempt was made to provide uniform procedures and 
practices or coordination and upgrade activities and personnel training 
among the eleven separate probation offices administered by the District 
Court Judge. The Division was given authority to "promote agreement" 
rather than the responsibility to administer the various probati.on 
departments supervising both probationers and parolees. 4 The Division 
did not, however, effect a noticeable upgrading in the level of local 
juvenile probation ser,rices during its two year tenure. 

The specific responsibilities of the division wer~ to: 

1. Compile statistics concerning the incidence of jvv~nile 
problems. and methods employed by the courts, juvenile 
probation programs and related agencies in the disposition 
of juvenile matters; 

2New Mexico Health and Social Services Department, New Mexiao InstitutionaZ 
ProfessionaZ Information Direatory" Prepared by the Mental Health Section 
(Santa Fe, New Mexico: Inter-Agency, Printing Services, March, 1968), 
page 18. 

3New Mexico Council of the National Council on Crime and Delinquency, 
CorreationaZ Programs in New Mexiao" A Study of Correctional Programs 
for Juveniles and Adults (Albuquerque, New Mexico: 1965), I, page 50. 

4Ibid . .J page 51. 
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2~ Conduct studies and demonstration projects bearing on the solution 
of delinquency problems and make recommendations for the solution 
of problems affecting juvenile court and juvenile probation 
operations; 

3. Develop and conduct juvenile probation training programs, seminars 
and promote the use of training aids; 

4. Provide consultation services to juvenile courts and related public 
and private agencies; 

5. Assist in the coordination and review of budgetary matters bearing 
on the operation of juvenile probation programs; 

6. Promote working agreements between juvenile probation programs 
and related agencies; 

7. Distribute information and compile reports on juvenile delinquency, 
and offer consultation to citizen organizations interested in 
developing programs of delinquency prevention significance; and 

8. Administer funds for projects furnished from federal sources for 
research, traj,ning, or demonstration purposes related to juvenile 
delinquency.E 

Passage of the Corrections Act in 1969 promoted the transfe'r of the Juvenile 
Probation Services Division to the Department of Corrections. Additionallys 
Section 3 of the act created: 

" ••• a single unified department of corrections which shall administer 
all laws and exercise nIl functions now administered and exercised 
by the P~nintentiary of New Mexico) the state Board of Probation and 
Parole, the combined board of the juvenile institutionG knoWI!'Ss 
New Mexico Boys' School and Girls' Welfare Home ••• " 

Further, the Act placed within the New Mexico Department of Corrections and 
the superintendents of the two juvenile institutions exclusive authority to 
parole or release juveniles committed to their care. 6 

f AntiCipating the eventual creation of a juvenile aftercare unit, the Governor's 'I Policy Boat:d for Law Enforcement, in their study submitted August 15, 1969, 
l stated: 
,J 
l 

, ''SCorrectional Management Associates, OOl'l'eation8" Pl'evention" and OouX't 
I Sewiae8 in New Mexiao" 1969, page 18.06-18.07. 
J 

, '~l 
'.~ 
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t 

6Section 12. Section 13-8-29 NMSA 1953; Section 15. Section 13-8-62 
NMSA 1953; Section 17. Section 13-8-73 NMSA 1953; S,ection 18. Section 
42-4-1 NMSA 1953; Section 19. Section 42-5-5 NMSA 1953 • 
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"Es.tablishment of Juvenile aftercare will provide, for the first 
time in New Nexico, adequate supportive services for minors 
released from juvenile institutions. H.~rely has sufficient 
assistance been available to juvenilesre.leased from institutional 
care. Great 7care should be taken to establish adequate casework 
services ••• " 

They continued by reconunending qualificat:i,lms and duties of field staff super
vising juvenile parolees and suggested fOUl: Rlternatives for juvenile after
care: 

1. "The mos t desirable method of providing aftercare services 
is by Department of Corrections juvenile staff (parole of
ficers). Roughly 90% of all cases can be handled in this 
manner. 

2. 

3. 

4. 

"The most expedient method of handling cases during the 
inunediate need is for adult probation and parole office,rs 
in existing field offices to assume temporary and emer
gency measure only until juvenile parole staff can be 
transferred from institutional assignments or recruited, 
trained and assigned ••• 

IIContract with the Department of Health and Social Services 
for assignment of parolees in geographic areas that are 
lightly populated and not practical for juvenile parole 
staff to include in'their coverage. 

li ••• in a limited number of in.<;;tances to enter contractual 
agreement with existing Probation Officers (District Courts).,,8 

With the exception of alternative number three, the others have been insti
tuted in a combination of phases beginning with number two, and extending 
into the present system '9f supervision which combines one, two, and four 
in various combinations. 

Concern for improving the quality of juvenile probation and parole services 
resulted in the inclusion of the Juvenile Probation Services Division within 
the Department of Corrections. However, the "Juvenile Corrections in New 
Mexico" study of 1969, by the Governor's Policy Board for Law Enforcement, 
listed juvenile aftercare as their first priority for completion and funding. 

7 
Governor I s Policy Board for Law Enforcement, Juven-iZe Corrections in New 

Mexico" ed. Richard W. Everett (Santa Fe, New Mexico': 1969), page 9. 

8Ibid . 

9University of New Mexico, PZanning--Proogramming--Budgeting in the Statg of 
New Mexico" :Prepared by staff members of the FPB project in the Department 
of Economics (Albuquerque, New Mexico: October, 1970), pp. 19~'32. Discusses 
and analyzes three separatoe aiternatives to the super'lision of juvenile 
parolees based on projected caseloads by geograpl:licul areas of commitment. 
Includes financial alternatives. 

~." .. 'I I ~...... I • 
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j The legislature did not include an appropriation for implementation of this '! responsibility, and it was not until the 60th fiscal year of 1971-72 that 
,~ authorization was granted in the appropriations act to allow the Division 

to obtain a grant from the LEAA through the Governor's Policy Board on 
Criminal Justice Planning to hire seven juvenile parole officers. 

~~ 

1 Despite the insufficiency of state funding, but as a result of two separate 
federal grant programs, the Juvenile Probation Services Division in the 
Department of Corrections presently operates with a complement of a Director, 
one secretary, seven juvenile parole officers hired through the LEM grant, 
one juvenile parole officer paid through Title I ESEA monies in cooperation 
with the Department of Education, and utilization of nine adult probation 
and parole officers who supervise juvenile parolees in addition to their 
regular workload. 

The Court Administrator1s Office offers little central program direction or 
coordination. The Office has, however, established uniformly applicable 
job specificati,ons and classification ranges for probation officer positions 
in the state. ~inancing of probation service comes from the approprifted 
budget ,of the st~te courts through the Court Administrator's Office. 
Salaries are scaled in line with classified positions. 

Supervision of probation is still considered a local district court respon
sibility with no central administration. Within the thirteen judicial 
districts there are sixteen separate probation departments in operation. 
Sixteen chief probation officers are employed. Additionally, fifty-one 
probation officer positions are filled, nineteen of which are filled by 
persons employed on part-time basis. 

ORGANIZATIONAL PROBLEMS ANV NEEVS 

The effectiVeness of the organizational makeup of correctional field services 
for juveniles in New Mexico is contingent upon a spir1t6fassumed cooperation 
between two distinct divisiopsof governmental functions: namely, the Depart
ment of Corrections, in its provision for aftercare, and the district courts, 
with their responsibility for administering individual juvenile probation 
departments. 

Because of the legislative charge of supervising juvenile parolees, and as a 
possible resultant effect of limited and inadequate funding to exercise 
thislresponsibility, the energy of the Department of Corrections appears to 
have been directed toward the end of developing and administering an 
effective juveni~e parole program. The most notable exception to this,of 
course, is the compilation and dissemination of statistics in the Juvenile 
Court StatistiaaZ Report. This is the area where cooperation has been 
exhibited between the two divisions of government. 

Where the legislative intent has been for the Department of Corrections to 
provide consultation, training and seminars to local probation departments, 
little has been achieved in these areas. The lack of involvement cannot 
be solely attributed to the Department of Corrections; however there has 
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been resistance, and feelings that local autonomy should not be interfered with, 
on the part of some local courts and probation departments. Additionally, the 
Department of Corrections has not received sufficient funding for its aftercare 
program. 

Examples that illustrate the lack of communication between the two divisions lie 
in the Department of Corrections aftercare service. When responsibility for 
aftercare was shifted legislatively to the Department of Corrections from 
probation departments, there was little explanation or program orientation made 
to probation officers that would have tended to sooth attitudes and develop 
cooperative working relationships. While aftercare officers have worked 
with probation officers in the sharing of case information,there has not 
been sufficient direction provided by the Department of Corrections staff. 

Contributing to non-involvement, the juvenile probation staffs and the 
district judge handling juvenile hearings indicate that there is an 
increasing degree of misunderstanding and lack of knowledge of the functions 
and philosophies leading to a lessening of confidence between them and the 
Department of Corrections. This is based principally on lack of direct 
contact and interpretative communications by either the supervisory or 
administrative structure of the Department of Corrections. 

Further, there is within the Department of Corrections a degree of administrative/ 
line staff communication problems. The communication flow is illustrated below. 
This is a resultant effect of no direct communication by the juvenile parole 
officers with the head of the division and a rather complicated system of 
communication, whereby both the juveni1eofficers and the adult officers handling 
juveniles report to a supervisor who is, in effect, a district adult probation 
and parole officer supervisor. This individual then is responsible not only 
to the Deputy Director of the Adult Probation and Parole Division, but to the 
Director of Juvenile Parole Services. Both of these individuals are responsible 
to a Director of Field Services who is also the Director of Adult Probation and 
Parole Services. Thus, it becomes confusing as to the exact chain of command 
and the distinctiveness of division services between juveniles and adults. 

Delivery of probation service is hampered by a lack of central organization and 
leadership. As a result, there is little uniformity of operation between dis
tricts, which tends to make more difficult the operations of the Department of 
Corrections training school facilities. For example, when a child is received 
on commitment by the Boys' or Girls' School, the Department mayor may not re
ceivethe pre-disposition study report, depending upon the district. 

One of the most glaring inconsistencies that may be attributed to lack of 
district probation organization is in the equity and quality of service 
provided to children. Assuming that probation provides the court with a 
pre-disposition study and treatment plan which should have an effect on 
disposition of each child, there are significant differences in dispositions 
between judicial districts. One district, for ex~ple, as illustrated 
in Chapter V, Figure II, had far few'er referrals than another much larger 
district, yet the commitment rate for the former was more than twice that 
of the latter. This is not to say that all children should be treated 
alike by the courts; the dispositions should indeed reflect that program 
or disposition which is best for each child. However, the variance of 
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dispositions in the districts indicates an overwhelming disparity of treatment. 
More efficient organization and provision of service should help improve equity 
of treatment to all children in the state, regardless of residence. 

In the absence of a central judicial or correctional organization to uniformly 
administer probation services for juveniles throughout the state, there results 
varying philosophies and modes of treatment for the rehabilitation of juveniles. 

In recent years, the judiciary has communicated to the probatipn departments that 
rehabilitation should be the goal of probation. While this objective seemed 
to be evident among members of the judiciary interviewed, there.is no commonly 
accepted methodology for achieving this. The autonomy that exists among 
districts has proven to be advantageous where progressive-operating judges 
and probation officers are employed. In several districts where nearby 
colleges or universities are located, cooperative work programs are established 
with the school's psychology and/or sociology departments. Where this has been 
used in New Mexico and demonstrated in other states, it has proven extremely 
valuabae. It provides an invaluable counseling service to juveniles, it 
exposes probation department heads to newer ideas, it serves as an excellent 
source of employee recruitment, and it establishes rapport between institutions 
and- agencies within the community. With the number and location of institutions 
of higher learning -throughout the state, cooperative programs of this nature 
should be expanded. 

In another district, the juvenile judge and chief probation officer have 
developed a Volunteers in Probation project. The VIP program utilizes 
citizens to work on a one-to-one basis with juvenile offenders. Volunteer 
programs have been successfully used for many years and are now in existence 
in some four hundred courts throughout the United States. VIP is a mechanism 
that involves the community in resolVing their own local problems by working 
directly with juveniles, and it is an excellent means of relating juvenile 
court objectives to the community. 

The prevailing application of probation services is not as successful in all 
districts as those mentioned above. While flexibility is needed in methods 
of dealing with children, there is extreme variation in practiced methods 
and techniques of supervision. Depending on the department, the approach 
may be oriented to protective service or to punitiveness. Frequently, as 
an adjunct to probation, the judiciary orders, or condones an order made 
by the chief probation officer, to jail children for limited or extended 
periods of time. This action is not acceptable. 

The diversity in the equity and quality of treatment for children indicates 
that there is need for better qrganization of probation services in New 
Mexico. An organizational structure for probation services is required 
which will ·provide retention of local autonomy and develop suitable 
programs, while bringing services together in a unified form with commonly 
accepted standards of operation. 

ThoUgh a central organization for administering probation is indicated, there 
is little justificatio~ for the separation of probation and aftercare 
administrations. Merging the two operations,is economically sound, it is 
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beneficial programatically, and expe.dient from the standpoint of staff. 'l.'he 
major rationale for combining administrations is that both provide 8. common 
service to children in trouble. 

AVVANTAGES OF ORGANIZATION 

Most correctional authorities f.eel that a well-coordinated state plan is 
preferable to local or agency combinations involved in organization. the 
rationale for a state agency assuming this responsibility is that it (a) 
has greater potential for sharing uniformity of standards and practice, 
including provision of service to rural areas; (b) makes certain research, 
statistical and fiscal control and similar operations more feasible; (c) 
better enables recruitment of qualified staff and provision of centralized 
or regional inservice training and staff develonment programs; (d) permits 
staff assignment to regional areas in response to changing conditions; (e) 
facilitates relationships to other aspects of the state correctional program. 10 

For the State of New Mexico to assume full responsibility for 'the provision 
of correctional field services, there are a considerable number of positive 
implications. 

i First J in the area of funding operations t one central organization mc.y have 
greater appeal for legislativ:e support if all services are lodged together. 
It would offer more attractiveness to grant in aid sources; it would contribute 
to better allocation of monies in response to program needs; and centralization 
of accounting procedures will be more efficient. 

Second, where there is an existing Dep::lrtment of Corrections to assume respon
sibility for total juvenile correction services, there are avaiiable 1Txpertise 
experience, facilities and services from which to draw to facilitate programs 
for juveniles. 

Third, from the staffing-personnel standpoint there are considerable practical 
advantages. With the Department of Corrections participating in the State 
Personnel Merit System, staff may have better career opportunities in the 
Department and personnel may be assigned to remote and/or regional areas 
handling both juvenile probationers and parolees. 

Fourth, a syste.m of uniform standards of operation badly needed for probation 
may be i'mplemented. The needed linkage and continuity of treatment between 
probation and aftercare would occur. The consolidated service should enable 
expanded use of community agency resources. 

10 
President's 

FOY'ce RepoY''/;: 
page 134. 

Commission on Law Enforcement and Administration of Justice, Task 
CorY'ections~ U.s. Government Printing Office, Washington, 1967, 

11 
Of all juvenile court judges and chief probation officers interviewed some 

indicated that this Was not the most optimum time to transfer probation to 
the State, but the majority inaicated that the Department of Corrections was 
the most feasible state agency to which probation should be assigned. 
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'Fifth, the larger consolidated department will facilitiate the research and 
planning process. While collection of statistics has occurred throughout 
the years, utilization of that material for program planning and evaluation 
purposes has been neglected by probation. 

Sixth, the larger department should promote great/ar visibility of the problems 
of youth to the community. Development of local citizen advisory groups to the 
childrens courts and field services operations is proposed as well as a state 
board of children's court judges to assist in the development of court-correction 
policy. Involvement by these groups should' bring to the attention of the 
citizenry the information and knowledge they need to adequately support the 
service. 

Not to be neglected are the possible disadvantages of consolidating probation 
into the Department of Corrections. While a plan for a juvenile services division 
is proposed there is the danger that juvenile services may lose its impetus 
to the larger adult services division. The loss of local autonomy was 
verbalized as a possible problem by many members of the' judiciary and probation 
staffs. The greatest threat to the possible merger is that correction services 
to children may become another large bureaucratic agency with a lack of 
personal sensitivity to the people with whom it works. 

Additionally, there are problems to be encountered should probation be retained 
under the district courts as it is now. Not only will there be continuation 
of many of the problems of inequity, variance in quality of services, and 
poor procedural handling as discussed previously, but the method of appointing 
officers would remain the same. When the district judge autonomously appoints 
the chief probation officer (who mayor may not meet standards of qualification) 
there can easily exist a dependency relationship a:nd an atmosphere of servitude 
on the part of the probation officer to the judge. All of these potential problems 
warrant serious consideration and may be resolved only by sufficient attention 
and acknowledgement by the Citizenry, judiciary, and Department of Corrections. 

RECOMMENDED ORGANIZAT10NAL STRUCTURE 

i I The most practical organizational structure for the provision of juvenile correc
. tional field services in New Mexico is that district court probation departments 
i and aftercare services be merged into a division of juvenile services and 

.J administered by the existing state DeFartment of Corrections. The Department 
• :1 is presently T~verned by a Corrections Commission patterned after NCCb's 

! Standard Act. The Commission :Ls a policy-making body and consis ts of seven 
:1 members, appoi.nted by the governor with the advice and consent of the senate. 
" 

1 The first alternative of the NceD Standard Act provides that eSl3entially all 
\ correctional services for juveniles and adults be administered by the department 
l as follov7s: 
1 , 

i 
.. ~. w-=---------
i,1 National Council on Crime and Delinquency, Standard Act for state Correctional, 
:\);~ Serl'icefj 1966, p. 11. 
: ·iiJ 
I.':~ 
",~ 

~
i~~ 

",' , . r . 

~.' : :'; 
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1. The £ollowing institutions and ser.vices shall be administered 
by the department. 

(a) All state institutions for. the care, custody, and 
correction of persons committed for felonies or 
misdemeanors, persons adjudicated as youthful 
offenders, and minors adjudicated as delinquents 
by the [juvenile or family] courts under sections 
[ ••• ] and committed to the department. 

(b) Probation services for courts having jurisdiction over 
criminals, youthful offenders, and children. 

(c) Parole services for persons committed by criminal courts 
to institutions within the department. The parole board 
established by [reference to section establishing parole 
board] shall be continued and shall be responsible for 
those duties specified in sections [ •.• ] •••• 13 

Although an alternative organization is offered, the first is viewed as being 
the most effective for the State of New Jyfexico in providing clarification of 
objectives; an overall uniformity of procedure in the care, handling, and 
treatment of juveniles; competence of per~·rmnel and training; and greater 
possibilities for the coordinated efforts ~f developing resources and uniform 
statistical gathering and planning. 

The recommended organizational structure assumes: (1) creation of a state 
Board of Children's Court Judges to establish policies pertaining to children I s 
court operations and to act in an advisory capacity to the Department of 
Corrections; and (2) creation of a separate field services unit composed of 
existing district probation departments and aftercare service under a Juvenile 
Services Division within the Department of Corrections (see Figure I). 

IMPLEMENTING THE ORGANIZATION 

d While it is desirable that the. comple.te organizational structure as recommended 
j below be implemented as soon as possible, it is recognized that a phasing 
{ proc,ess may be more practicable. Therefore, three tran,sitional phases are 
1 offered to be used as a guideline to move from the current level of service to 

the final state correctional field service for juveniles. I 
····.1 In addition to the sugges ted tasks to be accomplished wi thin each phase, there 

,I are a variety of changes and improvements that should be made simultaneously. 
'I First, there should be immediate implementation of recommendations pertaining 
J to probation, court and aftercare working procedures and practices. Second, '1 increased state budget support will be required throughout the phasing processes 
j to insure the availability of new positions and additional personnel. 
:i 
.'1 
"\ 

.~ 
~\~ II 13NCCD , Ibid., p. 13. 
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FIGURE I 

VEPAR1MENT OF CORRECTIONS RECOMMENVEV ORGANIZATION 

Board of Children's 
Court Judges 

1 ff. Executive 0 1cer 
of the Board 

JI 
Juv~nile Services 
Division Director 

~ 
Juvenile 
Field 

Services 

1 
Juvenile 
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Governor -T 
Corrections 

Commission 

I 
Secretary of 
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Release 

Authority 

IMPLEMENTATION PHASES 

Adult Parole 
Board 

Director of 
Administrative Service 

Legal 
Fiscal 
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Research and 

Planning 

J, 
Adult 

Division 
Services 
Director 

-lI 
Adult 

Institutions 

J, 
Adult 
Field 

Services 

j\J PHASE r 

a. Development of Juvenile Services Division within Department 
of Corrections. 

b. Creation of State Board of Children's Court Judges w:lth 
employment of Executive Director. 

c. Initiation of dialogue and mutual plan development fo·r state 
service around the Department of Corrections and Board of 
Children's Court Judges. 

__ .J 
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PHASE II 

a. Department of Corrections and Board of Children's Court 
Judges entrance into contractual agreement for shared 
provision of correctional services for children. 

b. Mutual development by Department of Corrections and 
Board of Judges for shared staff development and training 
program and production of state operational manual for 
correctional field workers. 

c~ Completion of plan by Board of Judges and Department of 
Corrections for merged correctional field service for 
juveniles. 

PHASE III 

a. Legislative implementation of plan for state correctional 
field services for juveniles. 

b. Provision.of total staff complement for all facets of 
recommended service with complete geographic staff coverage. 

c. Ongoing staff recruitment, development and training 
programs. 

d. Statewide application of supervised working operations 
and practices. 

As the change process occu.rs and after each phase is completed, there should 
be an evaluation of results and an assessment of needs not anticipated earlier. 
Ongoing planning by both the Department of Correcti9ns and the Board of 
Children's Court Judges with the Court Administrat:b'~ I s' Off~ce is required. 

,. . . ":-~' ~ :~:~';;" 

The first phase of implementation of the recommended' o~'gahization involves 
restructuring the Department of Corrections, creation of the Board of Judges, 
and mutual work between the two in preparing for the consolidated correctional 
field serviaesfor juveniles. 

The Department of Corrections should create two separate divisions between 
juvenile and adult services. Within the juvenile division there should be 
units or subdivisions of (1) field services, (2) institutions, and (3) 
release authority. The field services subdivisions, if constrained only to' the 
obligation of providing services to juvenile parolees, should be reo~ganizaed 
to not only make more effective utilization of manpower, but provide services 

·to the general field of district court probation officers. This will lend to 

I 
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the Department of Corrections more fully carrying out the present legislative 
mandates of providing consultation services to juvenile probation departments. 

The Board of Children's Court Judges should be created with the consent of 
district judges handling children's cases. It should elect annually from among 
its members a chairman of the board. It should establish general policies 
for the conduct of juvenile courts and promulgate uniform rules and forms 
governing procedure and practices of the courts. 

Subject to the consent of the Board of Judges, an executive officer should be 
appointed and staffed by the Department of Corrections. As an alternative, the 
position may be staffed by the state Court Administrator's Office. The Board 
of Children's Court Judges executive director should be responsible for initiatin$ 
organizational coherence among probation operations that will be assumed when 
probation is transferred to the Department of Corrections. Those organizational 
requirements are: (1) implementing uniform standards of practice; (2) recruiting 
and certifying qualified staff and providing inservice training to all; (3) 
further enabli'Q.g'tH:>llection of statistical information with its application to 
program planning; and (4) developing cooperative relationships amI program 
services with state and local social agencies. 

Finally, completion of the first phase assumes that the Department of Corrections' 
and Board of Judges and/or Court Administrator's Oifice have begun initial 
dialogue. This communication should help promote greater efficiency of probation 
and aftercare service for juveniles through more practical administration of 
each organization. The ground work should have been commenced for achievement 
of the proposed structure of service. While NCCD's recommended organization 
should be the ultimate goal, achievement of this first phase may constitute an 
alternative organization for the state. 

The second phase of planning should permit the Department of Corrections and 
Board of Children's Court Judges to enter into contractual agreements to insure 
the provision of adequate correctional field services for all children in the 
state. Where there are qualified probation staff in the district courts, they 
should assist the efforts .of aftercare workers in case study and supervision 
practices. Inversely, where n' .adecl, Department of Corrections staff should 
assist the work of district probation departments. In districts where the 
probation staff do not meet the personnel standards established by the 
Department 0'£ Corrections, contracts may be initiated with the Department of 
Health and Social Service to provide probation and aftercare service. Addi
tionally, where there is insufficient manpower available, adult probation and 
parole officers may be requested on a temporary basis to supervise some 
juvenile caseloads. 

On a shared cost basis, the. D§l1?,;4;r'~m.ent of Corrections and dis trict courts 
may develop additional proba~1~?ii;~~al.t;91e subsidy agreements to hire personnel 
meeting necessary qualifica~~oi:lls to~1'1'are duties of both probation and after-

"", ' , Q( . 

care of£icers, ':,' ~. . ~\ , ,.,,' , ... < ';: 
.:~~~!\'.:/!~, " ~:~:·?~X~· 

Given, the availability of suff{'ii!~t&:tl!:planning and funding, the above mutual 
agreements should help relieve workloads of both probation departments and 
aftercare workers. Department of Corrections existing juvenile parole officers 
should be reclassified as juvenile service consultants. In place of, or in addi
tion to, those duties they are now performing, they should function as follows: 
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1. He becomes the liaison between the court and the Department of Corrections, 
with the goal of developing hetter working relationships and developing 
and interpreting policies. 

2. He becomes the consultant and training specialist or catalyst for beth 
juvenile parole officers or probation officers in the district to which he 
is·assigned. 

3. He becomes responsible for becoming the community organization specialist 
for the Department of Corrections and is, thus, responsible for developing 
resources such as foster homes, group homes, etc. 

4. He arranges and assists with trial visits, furloughs and helping in the 
development of establishing the relationship between the client, the eventual 
aftercare officer, and the family. 

5. He begins the community pre-release preparation through a joint effort of 
evaluating the family situation, school, employment possibilities, possibl~ 
substitute living situations, etc. 

6. Once the child is released, the officer becomes responsible for helping the 
parolee and aftercare officer develop the parole plan and evaluate progress 
or lack thereof. 

7.· In any instance involving a recommendation for parole revocation for techni
cal reasons, he assumes the role of child advocate. 

8. In appearances before the parole board for revocation proceedings he 
accompanies the child and helps or authorizes the report submitted by 
the aftercare officer. 

9. The officer is assigned the juven.ile at the time he or she is committed 
to an institution by the court and assumes immediate responsibility for 
following the child through his institutional period to his eventual release 
from parole. As such, he becomes the team leader in a total reintegrative 
approach of involving the institutional personnel with the field personnel 
in developing a total milieu-team management approach to treatment. He 
thus acts as the liaison between the community and the institution, thereby 
coordinating efforts and possibly eliminating unnecessary or duplicated 
delaying procedures. 

In continuing this phase of implementatio~ the Department of Corrections with 
the assistance of the Board of Children's Court Judges should develop an 
operational manual to provide direction to the working operations of probation 
and aftercare. The manual should be inclusive of all areas of operation~with 
emphasis on probation intake screening services. 

A correctional services management training program should be developed with 
allowance for total staff participation. The content of training should include 
such items as decision making, probation and parole management, group processes 
and community relations. 

I 
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Phase two should be completed with a firm plan to merge district court probation 
into the Department of Corrections. If preceded by the aforementioned contractual 
agreements, uniform working procedures, ongoing training for all staff and 
working agreements between the Department and the Board, the transfer should 
be made with relative ease. 

An essential element of the third phase and final implementation of the proposed 
organization is that there remain distinct divisions of adult and juvenile 
services in the Department of Corrections. This is necessary in order to 
facilitate maximization and specialization of services, training and resources. 
i~ile in theory it may be advantageous to have mixed caseloads of juveniles and 
adults for all correctional field officers, at this time in the development of 
services for children in New Mexico the separation is seen as being most prac
tical. The reasoning is due to philosophical differences between the adult and 
juvenile officers. Most of the adult probation and parole officers supervising 
children on aftercare status feel that there is extreme difficulty in working 
with juveniles. Typically, they describe the differences of approach as "juve
niles require handling with kid gloves, while a more authoritative stance can, be 
successful with adults." However, eventually when services to children are' 
fully deyeloped and adult probation and parole officers have received the 
necessary trainin& it may be wise to merge the two divisions of field services. 

Within .the Juvenile Services Division, it is recommended that there be three 
subdivisions as illustrated in Figure II: (1) field services; (2) juvenile 
institutions; and (3) release authority. 

The first subdivision, (correctional) field services, would consist of the 
Department of Corrections' existing Juvenile Probation Services Division with 
its attendant aftercare officers and program and all district court juvenile 
probation departments. \ It is wi thin this subdivision that the proposed State 
Board of Children's Court Judges and the executive officer would concentrate in 
theit," policy se tting and advisory capacity. 14 The Children I s Court judge should 
be involved in the selection of field personnel serving his district after the 

14 
While the emphasis here is that the Board of Children's Court Judges serve 

in an advisory capacity to the corrections commission, the standard Juvenite 
Court Aat allows for certain administr~tive duties: 

2. Subject to the approval of the Board, the presiding judge 
shall appoint a chief administrative and executive officer 
for the Board, who shall have the title of director of the 
juvenile court. Under the general supervision of the pre
siding judge and within the policies established by the 
Board~ the director shall: 

(a) prepare an annual budget for the court; 

(b) .formulate procedures governing the administration 
of court services; 

(c) make recommendations to the Board for improvement 
in court services; 

____ -n ______________________ 
O 

_____ --
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FIGURE II 
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officer has been properly certified as being qual:Lfierl by the Department of 
Corrections and State Personnel Board. Field servic~ officers would handle 
mixed caseloads composed of juvenile probationers C:'ld children on aftercare 
status. 

Within the juvenile institution subdivision it is recommended that the two 
basic facilities now existing, New Mexico Boys' School and New Mexico Girls' 
School, be made coeducational facilities at the earliest possible legislative 

(d) with the approval of the presiding judge, appoint super
visory, consultant, and necessary clerical personnel to 
perform the duties assigned to the Board an~ the director; 

(e) collect necessary statistics and prepare an annual report 
of the work of the court; 

(f) provide supervision and consultation to the district 
staffs regarding the administration of court services, re
cruitment of personnel, inservice training and fiscal 
management; 

(g) perform such other duties as the presiding judge shall specify. 

1 
1 
1 

11 
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1
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1 
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opportunity. With field services being mm<:imized,which should lessen the 
number of commitments to inst~tutions, this will serve the functions of not 
only allowing more modern techniques of heterosexual treatment and interaction 
but would afford greater opportunity for flexibility of placement when needed. 
This division would also be responsible for overseeing and regulating detention 
facilities as now mandated by the new Children's Code. Finally, in conjunction 
with field services it would be responsible for the development of community 
placement facilities and alternatives such as temporary shelter homes, foster 
homes, group homes, and other alternatives to institutionalization. In order 
to help finance correctional field services and to increase the reality of 
community-based correctional facilities where needed, it is reconunended that 
the remotely located training schools and forestry camps be eventually phased 
out and that the personnel and funds now being expended on them be allocated 
to this endeavor. 

The third subdivision involves the enlargement of the release authority or th~ 
Juvenile Parole Board. In that the present board composition is heavily 
weighted with institutional personnel, it is necessary that it be expanded 
to become a more objective governing body. In additioii' <.0 the three members 
currently serving, the director of Juvenile Probation Services (under this new 
organization, the director of Field Services), the institution superintendent, 
and the child t s caseworker, there should be aSSigned a field service 'vorker or 
workers. Inclutied should be a volunteer who is not an employee of the Depart
ment of Corrections and who would serve as the child's advocate. 

The composition of the releaSing authority is preferable to that of the parole 
board serving adults. Responsibility for aftercare should be vested in the state 
agency that is responsible for administering institutional and related services 
for delinquent children. 15 

It is recommended that the first phase of implementation be effected at the 
earliest possible time. Maximum time required for implementation of the first 
phase (which may serve as an alternative to the recommended structure) should 
not exceed one year. Three years' time should be sufficient for the necessary 
legislation, development of required funding, and recruitment of the needed 
staff for' full implementation of the recommended combined sel:,vice at the state 
level. 

Commission on Law Enforcement and Administration of Justice, Task 
Corpeations, U.S. Government Printing Office, Washington, D.C., 
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III. AVMINISTRATION Of.,JUVENI LE CORRECTION SERVICES 

I NTROVUcrlON 

Important functions and responsibilities of administration are: development 
of philosophy and policy; insurance of uniform adequate standards of service; 
employing, assigning, supervising and training staff; developing management 
information; administering fiscal and budget matters; and maintaining liaison 
with governmental, judicial and other public and pri,rate groups. 

In New Mexico, juvenile parole service is provided these administrative func
tions by the Department of Corrections. Juvenile probation service administra
tive tasks are provided locally by the district judge and 'chief probation 
officer. In both areas, however, there are demonstrated weaknesses in adminis
tration. This section of the rep~rt reviews the present level of administration 
of probation and parole services. Recommendations are advanced for the 
administrative requirements of correctional field services for juveniles within 
the proposed new organization. 

PROBLEMS OF AVMINISTRATION 

In the majority of juvenile court jurisdiction in the United States the task 
of administration is most often relegated to the chief probation officer or 
the court administrator. In jurisdictions where juvenile probation services 
are administered by agencies other than the juvenile court, a cooperative 
arrangement of policy development :i.s usually in existence where the juvenile 
judge .either participates directly or provides policy guidelines to the 
administering body. In these jurisdictions, however, the chief probation 
officer is held completely responsible for administration and supervision of 
probation services, usually under the direction and supervision of the 
administering agency. 

In most judicial districts in New Mexico, the chief probation officer is 
relegated the responsibility for day-to-day administrative supervision of 
the, probation department. While judges generally ar.e not involved in direct 
administration of services, they are often available to assist in decision 
making when asked for opinions. While routine probation department meetings 
are not scheduled in most departments, judges are often available to meet with 
officers to discuss policy issues. 

Universally, judges are not normally viewed as good probation administrators. 
The majority of their time is delegated to judicial matters leaving little 
time for administrative matters regarding probation service. Probation 
services are seen by some judges as being needed, but it is questionable 
in New Mexico whether all the judges understand the real purpose and subsequent 
value of probation. Most judges depend upon the probation department to act 
as a screening agent to the juvenile court, to prepare pre-disposition study 
reports and to provide supervision to official and unofficial probationers, 
but some see probation officers'ro1es differently. In many jurisdictions, 
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chief probation officers have been responsible to act as court referees, 
especially when hearing traffic cases. In at least one district, the chief 
probation· officer was designated as an official court referee to hear 
arraignment cases. In several districts, it was obvious that the district 
judge wanted not to hear any juvenile matters and, with the exception of 
serious felonious cases, relegated to the probation department all juvenile 
offense matters. 

Relationships between judges and chief probation officers in most districts 
appear amiable and workable, but there is a definite need for clarification 
of roles. The proposed organization envisions that policies of probation 
operation will be clarifi~d and developed in concert with the judiciary, the 
chief probation officer, and probation staff. Policies need to be written 
down in procedural manuals and made available to all concerned. The T.hird 
Judicial District Probation Department has prepared such a manual which 
might be used as a pattern for all departments. 

Under the proposed organization, implementation of policy should be the res
ponsibility of the chief probation officer (or office supervisor) under the 
supervision of the Juvenile Services Division of the Department of Corrections. 
The informality of relationships that exists, especially in the rural areas, 
is desirable, yet, meetings should be regularly scheduled to discuss policy 
and procedural matters. Chief probation officers should be held responsible 
for the administration of legitimate and meaningful probation services. 
Functions such as referee, court bailiff, political campaigning and other 
duties that are characterized as "serving the judge" should be discontinued. 

Currently, direct supervision of probation department activ~ties is diversi
fied throughout the state. In the larger metropolitan areaS, chief probation 
officers do act as department managers.. Meaningful functions are performed, 
such as overseeing the operations of·the department, insuring that intake 
screening is appropriately performed, insuring that pre-disposition study 
reports are conducted on juvenile cases going before the court, and insuring 
that meaningful probation supervision is carried out. Often, the chief proba
tion officer performs other administrative duties such as meeting with repre
sentatives of community social agencies, the schools, the community clubs and 
civic groups, tv interpret probation services. However, few are involved in 
child advocacy proceedings or in stimulating needed resources. 

In smaller judicial districts, where there may be only several probation offi
cers employea, the chief probation officer occupies himself with performing 
line operation tasks. Some of these include conducting all intake screening, 
representing the probation department in juvenile court, and supervision of 
cases on probation. While the smaller probation departments may not be able 
to justify the chief probation officer as full-time administrator, the lack 
of appropriate numbers of skilled staff often causes him to neglect needed 
administrative attention to the department. 

With the provision of adequate numbers of staff in the communities to ade
quately perform probation and parole supervision and with the necessary 
guidelines and supervision, roles of chief probation officers or office super
visors should become more clearly defined to provide meaningful administration 
Qf services. 

, 
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As indicated earlier, the administrative functions of aftercare have not 
received the necessary emphasis by the Department of Corrections. Lines of 
communication anq relationships among juvenile parole officers, adult proba
tion and parole officers, and field supervisors have not been fully defined. 
Some of these problems may be attributed to poor planning before implementa
tion of the service. Additionally, several of the officers were new to the 
field and did not receive sufficient orientation to the Department of 
Corrections or to the field in general. This is in conflict with the LEAA 
~rant requiring 80 hours of training. 

AVMINISTRATIVE NEEVS OF ORGANIZATION 

The proposed juvenile co.rrectional field services unit of the Division of 
Juvenile Services within the New Mexico Department of Corrections assumes 
shared administrative responsibility between unit and division directors 
within the department. 

The major facets of administration are: (a) operating the system of personnel 
administration; (b) developing program policy and procedure; (c) program 
evaluation and planning; (d) liaison and information service; and (e) fiscal 
and budget control. 

PERSONNEL AVMINISTRATION 

Required in this area of administration is recruitment, employment and dis
missal of all staff persons. Creation of job descriptions :eor all levels of 
staff and an inservice training program is a necessity. Making opportunities 
available for staff development is importa~t. The chief administrator assigns 
personnel to various locales and areas of work responsibility and insures 
that, where necessary, transfers and promotions occur. Supervision of staff 
activity and program is required in conjunction with other appointed supervisory 
staff persons. Within this component of administration, there is assurance of 
vertical and horizontal communication. 

VEVELOPMENTOF PROGRAM, POLICY ANV PROCEVURE 

A description of field service operations should be developed by the adminis
tt.ation and articulated .in written form in a procedural manual available to 
all staff. Policy should be developed'in concert with existing probation and 
aftercare. officers including consultation with the judiciary. Consideration 
should be given to local needs to permit flexibility in operations. The 
policy manual should be used as a basic tool for staff training. 

LIAISON ANV'INFORMATTON SERVICES 

Co~unication to and with agendies ancillary to correctional field services 
and 'With the public in general 1.s an administrative requisite. The recommended 
Board of the lJhiidren t s Court Judges should have available information regard
ing correc.r.:ional field services. Liaison and positive working relationships 
should be developed with state and local governmental officials and other 
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public and private agencies or groups concerned with the operations of correc
tional field services. Line staff assigned to local areas should also assist 
irt this administrative responsibility. Lack of communication with district 
judges was most notable in the failure to assume this responsibility. 

PROGRAM EVALUATION AND PLANNING 

A necessity of administrative action is to collect statistical information on 
which to base future planning. While the current JuveniZe Court StatistiaaZ 
Report does contain a great deal of usable informatio~ there are limitations 
where planning is concerned. Specifically, information should be collected 
which illustrates the activity of the various components of the juvenile 
justice system, including law enforcement, the courts, and corrections. 1 
Administration should conduct evaluation of all facets of the correctional 
field services operation using the statistical information as a basis. Where 
indicated, any area of the operation should be redirected, changed, and/or new 
prog'rams should be stimulated by administration. 

1 
The statistical report does indicate number of referrals from law enforcement 

to the juvenile probation department. It does not, however, explain how many 
cases were contacted by law enforcement and dismissed through station adjust
ment, referral to other agencies or other means. Nor does the information 
presented specifically state whether all "arrests" are referred to the probation 
department and/or juvenile court. In many jurisdictions an arrest may be 
official yet a police department juvenile bUleau may handle this case 
unofficially without further referral. 

Information on juvenile court dispositions should be available. By using the 
term "j~venilecourt," it is assumed that probation department intake services 
makes the initlal screening decision in determining where cases should be 
channeled. The statistical report does not, however, indicate dispositions 
at intake. There are many possible: adjustment with unofficial handling, 
petitioning, dismissal, referral to another agency, referral to anothe.r court, 
and detention which may be used in conjunction with the foregoing decisions. 
All of this should be included. 

Information presented on court dispositions, probation and commitments, points 
up the number of children committed to state training school or to other in
stitutions. However, there is. specificity lacking on thil definition of proba;o 
tion and suspended commitment;. There is presented information on "probation 
officer to supervise," but it is not indicated whether this is an official 
court disposition after the child has appeared before a juvenile judge or 
whether this is a probation officer disposition. 

For statistical information to 'be relevant, it is necessary that the above 
pieces of information be presented. The information must be presented speci
fically, it must have clarity~ it must be interlocking and coordinated, and 
it should be accurate. Most important is thtat the inrormation source report 
uniformly to the central information center. 
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FISCAL ANV BUDGET CONTROL 

Administration must estimate 
staff salaries and benefits, 
of-care and other contracts. 
require i~plementation. 
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cost of the required, service;. Included are 
physical facilities and equipment, purchase
Necessary accounting and auditing procedures 



IV. CORRECTION PROCEVURES ANV PRACTICES 

INTROVUCTION 

perhaps the most impprtant contributions to the effectiveness of field service 
operations are its working procedures and practices. The existence of probation 
intake screening can make significant differences in whether diversion is 
needed, whether detention is required, or whether the child should go before 
the children's court. The methods by which probation and aftercare supervision 
are conducted contribute to the child's successful adjustment in the comm\mity. 
The reintegration process of phasing the child out of the training school back 
into the home environment is influential in final adjustment. 

In New Mexico, the working operations of juvenile probation and parole can be 
improved to create a more desirable juvenile justice system. The following 
discussion is critical of many practices observed in the various districts. 
The intent is not to compare districts but to provide an overview of the 
recommended processes and the working procedures of correctional field ser
vices throughout the state. 

JUVENILE PROCEVURE OVERVIEW 

Juvenile procedures and practices are questionable in many of the phases of 
the juvenile justice system in New Mexico. For example, in many jurisdictions 
children are admitted to detention and/or jail by police before admission 
screening by probation or a judicial detention hearing. Further, some of the 
jurisdictions use jail time as a dispositional treatment at the order of the 
juvenile court and/or probation officer. 

Another criticism is that the majority of all juvenile offenders and cases 
throughout the districts are handled on an unofficial basis by probation 
officers. The majority of.all unofficial cases have not had petitions 
filed nor have they gone before the juvenile court to determine whet"er 
adjustments of any nature were necessary. 

It,is apparent in some districts that the juvenile judges avoid hearing juve
nile cases unless commitment is expected to be the likely outcome. This late 
action precludes separation of the adjudication and disposition hearing and 
otherwise the intent of juvenile justice. 

Procedures and practices of·law enforcement, the courts, and correctional 
field services need definition and revision. 

Figure I illustrates the proposed procedure of juvenile justice for New Mexico. 
All children arrested would have their cases closed through "station adjustment" 
or they would be taken immediately to probation intake to have the need f6r 
detention determined. Children would be entitled to a detention hearing before 
the court. Hearings for adjudication of delinquency and disposition of a 
child found delinquent would be separate and would allow time for the judge to 
consider the probation pre-disposition reports. Unofficial probation in its 
current form would be abolished but adjustment would be used in some cases; 
revocation of probation and parole would require most of the formalities of an 
adjUdication hearing. 
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FIGURE I 

PROPOSEV JUVENILE PROCEVURE IN NEW MEXICO 
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The following discussion more specifically points up problem areas in each facet 
of the' juvenile justice system in New Mexico. Table I, presented here, on 
which much of the discussion is based, illustrates statistically the flow of 
cases from the point of referral through court disposition by district. The 
comments in the discussion are critical and are applicable to only some districts 
in the state. Recommendations are advanced for improvement of procedures and 
practices. 

TABLE I 

PROCESSING JUVENILE CASES BY VISTRICT 

Re[erraZs 1 Petitions 2 
Court 

Probation 4 Distriat Disposi tiona 3 Commitments 5 

I 1,723 809 76 66 14 

II 9,773 509 '65 1,456 51+ 

III 1,247 262 301 103 18 

IV 765 83 46 253 25 

V 1,313 ') 7/. 
~ .. -.. 315 402 127 

VI 1,125 615 682 98 14 

VII 467 249 315 73 11 

VIII 851 18 27 155 7 

--J:X----~-----883-~---- -------5-r--------- ----- -- -- -- - ___ 85 142 32 

X 187 187 85 ------------0 -_____ 14 

XI 2,814 55 121 50 36 

XII 1,228 30 118 47 7 

XIII 1,048 217 25 271 4 

23,424 3,359 2,961 . 3.116 362 

1 
Source: Department of Corrections JuveniZe statistiaaZ Report, includes total 

number of referrals for all offenses to court and probation for calendar year 
1970. The accuracy of the reported number of referrals is subject to question. 
First, there is no uniform acceptance of a common definition of referral. NeeD 
defines a referral as a casework unit coming to the attention of probation 
intake. One child may be referred four times during a given year; this 

" 
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1RREST 

The majority of 211 referrals to the probation departments and juvenile courts 
came from law enfor~ament'agencies. A total of 23,424 referrals were made in 
1970; 22,698 of those: originated from law enforcement agencies, the remaind.er 
came from public schools, social agencies, parents and other sources. 

The child's initial contact with the juvenile justice system is most often 
with a-law enforcement officer. The manner in ~..vhich he is handled has a 
significant effect on his responsiveness to 'he total system. Often this 
first contact has distinct bearing on vlhether the child furthex:s his delinquent 
activity~ 

One of the major problem areas is that far too many juveniles are detained on 
the authority of police without approval of the probation departments. Jail
ing cfchildren without formal approval of the court is common throughout the 
state. In one district, an estimated 900 juveniles were detained in 1971. 
By matter of juvenile court policy, law enforcement officers should always 
have the approval of the court through the probation department before any 
child is placed in detention. 

constitutes four referrals. If a child is referred one time during the period 
with three offenses charged, this is still only one referral. 

2 Source: Department of Corrections, 0:;;. ait. 

3Source: 1971 Annual Report to the Direator of the Administrative Offiae of 
the Courts. Juvenile cases closed as of Oecember, 1971. This table is used 
rather than 1970 because it contains estimated information on cases handled in 
the Twelfth and Thirteenth Districts. Some variation exists in 1970 and 1971; 
a total of 2,949 cases were closed in 1970 compared to 2,961 in 1971. These 
figures represent juverd le COl,n:t dispositions but do not necessarily indicate 
the official court hearings conducted by the judge. In some cases the chief 
probation officer may have acted as referee. 

In comparing the district petitions to court dispositions, the dispositions 
in some cases may be a greater number due to court heaxings carried over from 
previouJ years. There is also indication of inaccurate reporting by probati.on 
and the courts; for example, the Eighth District Court reported 84 cases 
commenced in. 1970 yet probation indicates only 18 petitions being filed. 

4Source: Department of Corrections, JuveniZe Court StatistiaaZ Report. Number 
'of probation cases includes both unofficial (Without petition) ana official 
(with petition and court hearing). The report also states that 86 per cent of 
cases aY'e handled without petition on unofficial basis. It might be assumed 
that 14 per cent of the 3,116 probations or 443 cases were officially on 
proba:tion~ 

5Source: Department of Corrections, AnnuaZ Report" 59th FisaaZ Year, July 1, 1970, 
through June' 30, 1971. These figures represent n.ew;f.ommitments to the Boys' School 
and Girls' School within the period. Some variati0ti' clxists with the proba1: .... 'n 
reported figures of 337 commitments for calendar ye~r 1970. 

I 
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There are indications that far too many juveniles are apprehended by police for 
noncriminal offenses--offenses that are not considered r.riminal when committed 
by an adult. During 1970, a total of 5,503 juveniles were referred to court 
and probation for offenses such as truancy, curfe'w violation, running away, 
and'incorrigible. Compared to the total 6,412 criminal offenses conunitted by 
juveniles and referred to court, there is much l~w enforcement activity with 
children exhibiting wh,~t might be behavioral problems rather than criminal 

'offenses; 

Many of the ehildren in this latter category (offense.s that apply to juveniles 
only) may be screened out of the justice system initially by the police. 
Implementation of procedure by police administration may dictate that these 
children not be arrested. 

Another- procedure is available for many children co.twitting criminal offenses 
that will serve as an advisable alternati"'e to juvenile court handling. 
"Police station adjustment" serves to set.1e the matter by contacting the child I s 
parents or guardian and coming to an agre l ment jointly. The adjustment should 
be made non-coerciv~ly and should be satilfactory to all parties concerne~--
the c@mplainant, parents or guardian, and the child. 

The creation of juvenile bureaus or police units designed to fOGUS on juvenile 
crime is helpful in resolving police-juvenile procedural problems. The 
Albuquerque Police Department does have in operation such a unit, and in some 
of the smaller departments individual officers are aSSigned this function. 
There is need throughout the state 'to develop standard 9',uidelines to regulate 
police procedure from arrest to juvenile court referral. Juvenile courts 
and police administrators are urged to work cooperatively to develop a better 
understanding of the roles and functions of each. 

PROBATION INTAKE 

Intake screening is a function of probation which makes the determin&tion as 
to whether a child's case should be dismissed, adjusted, or referred for court 
action. It determines whether the child needs temporary detention before the 
court hearing; and it initiates the appropriate court petidon when COUl;t 
action has been deemed necessary. 

Only in one judicial district probation department is there a designated 
intake unit staffed by individual probation personnel on a full-time basis. 
In the other districts where there are fewer probation officers employed, all 
personnel conduct the intake interview at the point of referral. 

More than half (12,109) of the 23,424 referrals to the probation department 
were traffic offenses. The majority of these referrals did not require normal 
intake screening activities but were transferred to a d~signated officer in 
the probation department, usually the chief probation officer, for a disposi
tion of the case. Almost half of the traffic offenses, 5,829, were dismissed; 
in the majority of the remaining cases the child's driver's license was held, 
he was fj~ed, requested to attend drivers training school, or some other 
disposition, Only in 342 of the traffic cases did the probation ofHcer provide! 
further supervision. 

, , 
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There were a total of 10,314 remaining referrals to the probation department 
and juvenile court. Of that number, over half were oHenses applicable to 
juveniles only, such as running away, truancy, curfew violation, incorrigible, 
drinking liquor, and other offenses such as "deporting oneself 8.0 as to 
endanger the health, welfare, or morals of oneself or others." As indicated 
earlier in the law enforcement discussion, these types of offenses should ;not 
be handled by the juvenile court; if attention is needed, they should be . 
referred to an appropriate community agency: health and social services, the 
church f -YMCA, welfare, family service, etc. . 

Probation officers generally indicate that the greatest portion of their time 
is devoted to working with children at the point of referral. What is usually 
considered an adjustment in other juvenile courts, filing a petition, adjusting 
the case at the adjudication hearing to be reviewed three months or six months 
later to determine whether the child has successfully adju~tedwithout super
vision, is not normally practiced in New Mexico. Unofficial probation is 
used in the majority of judicial districts in New Mexico. In several of the 
thirteen judicial districts the probation departments file the petition with 
the district attorney before working with the child, but often without the 
judicial hearing. 

In 1970, 86 per cent of all cases referred to the probation department were 
handled in this unofficial capacity. These children were often supervised and 
treated in the same manner as are official probationers. The petition was 
not filed, and the pre-disposition reIJort was not conducted to determine 
accurately the needs of the child, nor was an adjudication hearing held. 

Unofficial cases are subject to the same conditions as are official cases. 
Children are compelled to abide by curfew laws; limit their association to 
peers who have not been in trouble w~th the law; make themselves available at 

-j school, their place of employment, or home to be visited by the probation 
officer; report to the office regularly, and/or cqmplete written reports upon 
request; and fulfill any other conditions imposed by the probation officer. 
The majority of these children have not had legal counsel. 

None of these unofficial probation cases have been legally tested for their 
constitutionality; yet, it is apparent that probation officersarq assuming 
control over children without legal safeguards. Further, the l!~,r sof the term 
lIunofficial" probation is erroneous since probation is a court disposit1on~"dl!""""" '.'0010$. 
only by the children's court judge. 

Unofficial probation in its present form should be discontinued. Where it is 
determined by intake that the child is responsive to the seriousness of his 
delinquent act and when agreeable by voluntary consent of all parties con
cerned, an adjustment may be effected. This should occur only if dismissal 
is not in order, and it is the opinion of intake that the case should be 
reViewed thirty to forty-five days later. 

The recommended administration should insure that all probation intake 
activities throughout the state are regulated by operational procedure. 

DETENTION CONTROL 

Detention control is a responsibility and function of probation intake services. 
Whi1~ intake may make the initial decision to detain, there should be within 
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f.brtyt-'eight hours a detention hearing by the juvenile judge to determine 
whether continued dete/nt:Llon is needed. 

As indicated earlier, delt,ention control in most of New Mexico's judicial 
districts is a function shared by the police and by probation personnel. 
While the police is the a1uthority responsible for arrest of the child, they do 
in many districts detain ~c.hildren before contacting the 'court or probation, 
department " 

Probation officers often j[ee1 hampered in gaining aut;hqrityto work with 
police in decision making" In about half of the ,districts, a representative 
of the probation departme:tlt visits the city and/or county jail each morning 
to determine whether or nc)t, there are any detained children. ' In another 
dis trict, however, the probation department is successfully w'u:cking with 
police au thori ties so tha.t upon a child I s apprehension the probation depart
ment is notified immediately. This is the desi'red me thod and should be 
implemented accordingly by the judiciary in all districts. 

There are indications that in nearly every district in New Mexico detention 
is over-used. Jails are commonly in use for the detention of children since 
only two districts, the First and Second, operate detention homes. 

Not only is detention used after apprehension and arrest, but oftentimes it 
is used as a dispositional rBsource by the juvenile court as a treatment 
measure and by some probation departments. This may occur for children in 
official and unofficial pt'c>bation status depending upon the judicial district. 
Jailing of children is not: seen as a desirable method of treatment by most 
judges and probation offic,E~rs; yet, for lack of utilizing other resources ~ 
jails are frequently used. As a means of punishment, it is not infrequent in 
several districts that children are ordered to report to the jail after 
school hours during the wes!k, to spend the night and to be released the follow
ing morning to attend school. Some judges sentence children to jail over the 
weekends for periods of three to si~ weekends in succession. 

Although current methods of record keeping do not reflect accurately the 
incidence of jail detention in New Mexico, there is every indication that it 
is misused. 

Children should be detained only: (1) if there is probable cause that they 
will commit another crimincLl offense; (2) if they are considered dangerous to 
themselves or others; and (3) if there is certainty that they will run away 
before the court disposes cd: their cases. In no instance should a child be 
detained in a jail. Where required, agreements should be initil\ted to use 
detention space in the two E~xisting facilities. 

F'RE-VISPosrnON REPORTING 

The pre-disposi'tion study rE!port should include the nature of the alleged 
offense, a social history of the child, conditions surrounding the family and 
home, and other pertinent psychological and sociological information about 
the child. It is used to as,sist the judge in the disposition hearing if the 
child is adjudicated delinqu.ent. It should include the disposition reconunen
dation by the probation officer in determining the course of action for the 
child. The plan of treatment should be an integral part of the pre-disposition 
study. 

1 , . , 
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In the majority of judicial districts the pre-disposition report is prepared 
in some fashion for children appearing before the court. Most often the 
reports are written; infrequently there is only a verbal presentation made. 

In the majority of reports, much attention was paid to conditions surrounding 
the offense' allegedly committed. For the mos~ part, reports contained a home 
evaluation .or a synopsis of the physical setting of the ho~e and a brief 
description of the family. Some of the pre-dispos'ition reports did contain a 
recommendatiou to the judge for disposition. Most .of: these, however, were 
not well thought out nor substantiated by a thorough investigation of the 
child's social and psychological problems and needs. ,None of the pre-disposition 
reports reviewed contained a structured plan of treatment for the child .• 

A better quality of pre-disposition reports complete with a recommendation 
and plan for all children going before the juvenile court is required. These 
should be reviewed by the judge after adjudication to assist in making an 
appropriate ·disposition. 

PROBATION SUPERVISION 

Probation supervision is designed to protect the community and to help the 
probationer a.djust successfully without further illegal behavior. Related 
to the earlier stated objectives, probation services should assist the child 
in conforming to n,ecesser~7 social and legal restrictions; it should help him 
to satisfactorily alleviate his problems and establish a more constructive 
environmental adjustment. Supervision services should provide a tailor-made 
probation program in accordance with each child's individual needs. While 
there are some general terms of probation that may be applicable to all children 
under supervision» each condition should be reviewed to determine its relevance 
for the particular child. 

The majority of probation officers' time in New Mexico is allocated to functions 
such as attempting to resolve disputes, initial counseling with the child and 
his parents, responding to complaints from public schools and, in some cases, 
assisting law enforcement investigations. Probation supervision, whether it 
be used with Gm official or unofficial case, takes on a variety of forms. 
Most probation officers require that the ~hild report to the office periodi
cally. Indivi~ual judgments by the probation officer regulate the child 7s 
office visits. Most often, after the initial contact and determination that 
probation services should be provided, the officer requires a weekly visit 
with each child.. After determination that satisfactory adjustment is being 
made~ the requirement for office reporting may be readjusted to two visits per 
month, and later to a monthly visit. 

In their methods of dealing With children, the majority 'of officers in the 
smaller districts rely, to a great extent, on written conditions of proba
t:f.cm. Each probation department has a standard form that it circulates 
to childr:'", on probation. Few jurisdictions differentiate between conditions 
of offici~l and unof&icial probation. 

While there is some variation ofpfobation rules from jl,u:isdiction to jU'risdic
don, the following .format in one dis trict is presented as an example: 

I 
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Agreement to FoLLow RuLes 

1. Day-to-day supervision is the parents' responsibility. You 
must obey them and break no laws. Parents must agree to tell 
the juvenile' probaHon officer if you fail to fo'How these 
rules. Your probation officer has the authority to add any 
rules which he believes are needed. 

Z. Unless the family having legal custody of you is changed by 
the court, you must continue to live in this home. 

3. Do not violate any municipal, state, or federal laws and 
cooperate fully with all law enforcement officers. 

4. If youc£ause or have caused loss or damage to the property of 
others, you and your parents are expected to make ~rrangements 
to pay for the loss or damage. 

5. You are within the provisions of the juvenile code as a ward 
of the juvenile court until your 21st birthday unless otherwise 
ordered by the court. 

6. Keep away from saloons, bars, roadhouses, and other undesir
able es,tablishments. Do not use intoxicants or narcotic drugs 
of any kind. Do not associate with persons having a criminal 
record, juvenile record, or bad reputation. Do not possess 
any fire~rm, knife, or anything else which might be used as 
a weapon. 

7. You are subject to the compulsory school attendance law until 
your 17th birthday. You are required to be in school every 
school day and cooperate fully with all school officials. 

8. Your parents should know where you are at all times. When not 
at school or on the job, you will be expected to stay at home. 
Before going anywhere else, you should have speciHc permission 
from your parents to go to a specific'place and come home prior 
to a specific time. 

9. Report promptly on all dates fixed by the juvenile probation 
officer. If absence is unavoidable, promptly advise the pro
bation officer. 

10. Violations of these rules or your failure to get along with 
other members of your family will be sufficient cause to be 
brought before the court on a motion to revoke parole. 

I have read and understand these rules and promise to live by them. 

Signed~ ______________________ _ 

I (we) understand'these rules and promise to enforce them to the best 
of our ability and will report to the probation officer if we are 
unable tJ do so. 

Signed.~ ______ ~~ ______________ __ 
(pare:nts) 

'1 
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! 
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It is obvious that some of the above rules are not applicable to all children. 
Regarding 117 above, there are many children who .are expelled from school. '"':0 
require a child as a condition of probation to attend school when he is not 
allowed to do so and to indicate a court motion for revocation places the 
child'in a condition of unavoidable problems. Regarding #8, some children 
are naturally more mature than others and may have a relationship where they 
may' assume responsibility for being places without the necessary permission. 
of parents. This condition of probation also permits the parents to act 
against the juvenile should they so desire. 

On another standard form of probation conditions, it is required that the 
child attend a church of his choice at least once weekly. This is an 
extremely questionable practice. 

Another standard probation form requires children not to associate or visit 
with "juveniles who have been in trouble," or those with "bad reputations." 
It should be recognized that if a child is in trouble it may well be likely 
that his peers also may have a juvenile record. Hence, this particular 
requirement places many children in jeopardy of unfair revocation. 

Another probation agreement states that "you will permit ,your probation 
officer to vis,it you at home, school, and place of employment. You will 
permit your probation officer to administer any tests or examinations which 
the office~ feels necessary for purposes of evaluatjon, counseling, and 
referral." The skilled probation officer should hav'~ ,;the type of relation
ship with a child that is conducive to visitation at the child's home with 
him and hts parents. However, the requirement that gives the probation 
officer the privilege of entry to the child at school and/or place of employ
ment is questionable. Further, it may cause extreme embarrassment and other 
difficulty to the child. Where the child is on unofficial probation, it is 
questionable as to whether the probation officer may "administer any tests 
or examinations" that the child is opposea to. 

In summary, the jurisdictions should discontinue use of the current probation 
forms. 

Many of these rules of probation are of questionable value as a tool of 
probation for many of the official probationers. Of greater concern is that 
in most jurisdictions these same conditions are applied to children on 
unofficial probation. Without sanction of the court through an official 
court petition and final court order, it is questionable whether probation 
officers may unofficially exert the authority as attested to qn the standard 
probation forms. 

Probation su.pervision should involve methods of casework and counseling to 
assist the Child in understanding himself and his situation and to develop 
methods of behavior that will not cause him to come into conflict with the 
law. The Ylcasework approach" has very definite advantages where the "punitive 
approach" assumed by some officers has a negative effect. 

Casework treatment occurs primarily through the interview process 
by which the offender comes to more clearly recognize his goals, 
capabilities, and pr.oblems and is able to either perceive mOre 
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rational ways of achieving his goals or of redefining them con
sistent with his capabilities and available opportunities. 
Treatment goals and problems are indicated by the offender 
but it is the worker's function to articulate and--when 
necessary--redefine them. 

The major t~eatment efforts of the social worker in direct 
relationship with the offender are generally centered on what 
may be called Ylego-strengthening." The effort is to support-
to reinforce--the latent abilities of the offender so that he 
may use them more effectively. Techniques such as l~cturing, 
punishTr!ent, and blame are thereby precluded as either destruc
tive or iI),effective. The worker "begins where the client is" 
with problems and situation, encourage~ the offender to 
gradually express those related conscious feelings which they 
can securely deal with, and helps the offender examine and 
test alternative ways of behaving and their likely consequences. 
It is'nptall problems and feelings which the worker tries to 
help the offender identify and come to terms with, but only , 
those which the client, in view of his motivation and capacity, 
is able to consciously express and deal with productively in 
the casework relationship. ---

The punitive officer's supervision methods reflect his conception 
of offenders as malingerers and his goal of compelling conformity 
with ideal standards. The punitive officerfs ongoing task is 
t.o define for the offender the full range of his social res
ponsibilities. The law and court or parole orders define a part 
of man's responsibilities, but they protect only the most valued 
and crucial aspects of men's lives. They reflect only part of 
the ideals of behavior. Men have ~oral obligations undefined 
by law which nevertheless are important. Formal agency 
conditions of probation/parole also define obligations, and 
strict enforcement of these rules is one basi~ of supervision. 
Nevertheless, the rules, like the law, do not completely define 
an offender f s responsibilities. The officer contipues to do so 
for the offender throughout the period of supervision, .evalu
ating each situati~n in terms of the rights and demands others 
have to make upon the offender. 

The officer makes decisions for the offender, not with him, in 
minor matters as well as important ones. The officer sees this 
as in the best interest of the offender because the officer is 
certain that his own determination of what is best for an offen
der is correct. It is not an issue of having a right to inter
fere in an offender's decisions; he has an obligation to do so 
by virtue of his commitment as the legal representative of an 
orderly society. 

The officer's orientation rules out a ppiopi any supervisory 
approach which necessitates allowing gradual improvement. The 
officer cannot allow moral lapses. Work decisions are made on 
the supposition that forced temporary' conformity will become 
habitual or that temporary conformity is better than none at 

~I 

f:" 
kJ 



:: ,. 

~ 
1 
~ , 
'f 

i 
~ 
.~ 

~ 
~; 

a 
I 
y 

~ 
~ 
~ 
~i 

r It 
~\ 
~; 
! 
'1 
I 
'[ 
! 

~~ 
_11 

'1 
'; ~ 

,! , 
:1 ., 
tI 
··f 
: t 
~l 
"-1 
d 

',! 
., 

!J 
'J 

~,:'t 

11 
;1 
" ., 
i .,;. 

;j 
'\ "f 

t 
I , , 

~ 

1.:'.r 

4.12 

all. The ultimate justification for enforcing conformity 
is that conformity is good .in itself. 'Fulfilling a social 
obligation is a duty ,and living up to duty is good. Whether 
or not the offender continues after superv.:ilston·lends·.is.'n6t 
the real issue. 

Evidence on conformity is gathered in a number of ways. 
Supervisory inter.:views are sources of information about be
havior. The officer probes, questions, confronts, and looks 
for internal consistency or contradiction. Reports by others 
are another source of information, and the officer cultivates 
informants among relatives, police, landlords, bartenders, 
offenders and others. The officer also attempts to place the 
probationer/pa":rolee in a work and living situation where he 
can be carefully watched. Finally, the officer uses sur
veillance to obtain information about the offender's behavior. 

The punitive officer relies upon negative sanctions to obtain 
conformity. He uses lectures, reprimands, and threats as 
devices to mak.e the offender aware that the price of noncon
formity is too high. The threat of revocation is implicit and 
sometimes explicit in supervisory interviews, and its applica
tion is not restricted to violations of law or written rules 
of supervision. Short of revocation, the officer has other 
techniques for punishing the nonconformist. A commoa one is 
the increase of restrictions for the offender who has done, 
or is suspected of having done, something of which the officer 
disapproves. Progressive imposition of restrictions charac
terizes punitive supervision. The oaicer also believes that 
jailing the probationer/parolee for short periods is an effec
tive technique of "shock treatment.,,6 

The "punitive approach" taken by some probation officers in New Mexico should 
be replaced by the more effective Hcasework approach. II Probation supervision 
should include utilization of appropriate community resources. In many 
com~unities there are existing agencies which may provide comprehensive child 
and family services, diagnostic and evaluation services, recreation and other 
forms of outlet for juveniles, special education programs, financial assis
tance, and vocational training. 

A majority of probation departments in New Mexico do have good working rela
tionships with law enforcement agencies and with the public schools. For 
intake services it is desirable that communications be open with police; 'in
frequently, however, law enforcement does not serve as a dispositional re
source. Some probation officers do frequently work with the public schools. 
In several jurisdictions) probation departments work with the schools to 

6 
Youth Development and Delinquency Prevention Administration, Department of 

Health, Education and Welfare, A Study of Praatiae Theo~ in Probation/ParoZe, 
U.S. Governmentd2.r.int,ing Office, Washington, D.C., 1971, pp. 46-49. 
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help"reintegrate the child into classwork, to develop special programs, 
or to otherwise enable the child. to function in the public school setting. 
Oftentimes, ho~ever, the type of communication which exists is that the 
school official contacts probation to advise of truancy or a school be
havior problem. 

In most judicial districts some contact is had ~ith the Department of Health 
and Social Services toward providing available resources to the child on 
probation. In other districts the Neighborhood Youth Corps and other 
federally-funded programs have been worked with frequently toward providing 
service to juyeniles. 

It is' evident, however, that the majority of. probation departments do not 
rLach to the community to assist in providing special services. Religious 
groups and churches often provide family counseling services which may, in 
'many situations, be advantageous. Other youngsters may profit from voca
tional training which is provided by the New Mexico Division of Vocationel 
Rehabilitation. Some contact has been had with that agency in some jurisdic
tion$;it would appear that many could profit from this service if contact 
were made. 

, 
In another jurisdiction, there was indicated a great need for resources to 
provide diagnostic evaluations for children adjudicated delinquent. Within 
that community existed a state university with the probable resources 
needed, yet contact had not been made there. Services such as this may be 
made available after contact and exploration of problems and needs. 

Foster· home and group home placement has long been one of the most commonly 
used alternatives to detention and institutionalization. Additionally, a 
sizable prQPortionof juvenile correctional progr~s nationally make these 
placements a routine part 9f their work. Such placements keep the juvenile 
offender in the community 'where he must eventually settle. It is obvious 
that many delinquent youngsters come from badly deteriorated family situ
ations and that such conditions are significant, perhaps critical, factors 
in generating delinquent behavior. 7 

Where residential care is needed, a facility such as a group home or foster 
home in the community is much more advantageous than treatment in the state 
training schools. From the cost standpoint, community residential care is 
more economically advantageous as illustrated below. 

What is needed in most communities is for probation departments to survey 
available community resource agencies and groups that might offQr potential 
services for children in trouble. Utilization of community resources, 
group homes, and foster care is a requisite adjunct to probation supervision. 

7president's Commission on Law Enfurcement and Administration of Justice, Task 
li'oX'oe RepoX't.~ CO'r''r'eations, A report prepared by the TaskForce on Corrections, 
U.S. Government Printing Office, Washington, D.C., 1967, p. 40 • 
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TABLE 11 

Cost PeY' YeaY' Cos t PeY' Day 
PeY' ChiZd PeY' ChiZd 

New Mex:tco Boys' School $6,000.38 $16.44 

New Mexico Girls' 
Welfare Home 9,048.93 24.79 

Average Cost of Group 
Home in New Mexico 8 3,500.00 9.59 

Average Cost of Group 
Home Care Paid for by 
New Mexico Health and 
Social Services 1,423.50 3.90 

Foster Care Paid for by 
New Mexico Health and 
Social Services 9 959.95 2.63 

COURT PROCESSING 

Although the focus of this report is on correctional procedures and practices, 
there are' problems in the area of juveni~e court operations worthy of note • 

One of,themajor concerns, as indicated in the discussion on law enforcement 
and probation intake, is that of children charged with non-criminal offenses 
being processed through the juvenile system. It is not suggested that chil
dren charged with offenses that are applicable to juveniles only do not re
quire any attention. The majority of children who may be exhibiting what 
might be typified as a behavior disorder can more efficiently be handled by 
agencies other than juvenile court and probation service. It is suggested 
that the juvenile courts establish policies which will require probation 
intake screening services to refer these types of caseo to other\more appro
priate community agencies. The alternate service applies to the category 
of "children in n.eed of supervision" ~ti!ated in the new children's code. 

8Source: Juveni Ze COY'Y'edtions in New Mexiao, A Study by thlB Governor's 
Policy Board for Law Enforcement, 1969, p. 21. 

9Source: The Health and Social Services rate includes room, board, clothing, 
medical and miscellaneous. 
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As indicated in Table III below, there is a surprisingly high number of 
commitments and probation dispos~tions in relation to the number of petitions 
filed'. During 1970, 3,3$~ petitions were filed. During that same year there 
were'3,108 probation dispositions, 352 commitments to training schools, and 
34 suspp.nded commitments. (The greater number of dispositions than petitions 

'may be attributed to cases being carried over from the previous year.) 

The consent decree which is used for unofficial Frobation should not be used 
in its current form. It should be modified as an adjustment with compulsory 
court review without the application of probation supervision. 

In several judicial districts in New Mexico, juvenile court does place on 
official probation some children without their appearance before the juvenile 
judge. In particular, one district may place on probation a child with the 
orde,r being stimulated by the chief probation of'=!cer and signed by the judge. 
This type of practice should be discontinued. Children should not be placed 
on probation unless adjudicated and disposed as such by the juvenile judge 
in a juvenile court hearing. 

The problem of the availability of d.efense counsel was mentioned by several 
district judges. Lt was indicated, especially in the more rural areas, that 
it is difficult for the court to ~(~~tain interested and competent defrmse 
counsel for children. Several judges suggested the need for a state
sponsored public defender association to represent both juveniles and adults 
in court. All children appearing in court should be represented by legal 
counsel whether or not they have capability to pay. The state should develop 
this service, but not within the administration of the courts. 

Commitments to juvenile detention homes, jails f and the training schools need 
clarification. First, the Department of Corrections has permitted its training 
schools to be used as facilities for diagnosis by the juvenile court. As a 
result, there are being made a number of ' commitments both to the Girls v School 
and Boys' School for the purpose of diagnosis and evaluation. For several 
reasons this is an exceedingly poor practice. First, if there is available 
to the juvenile courts sufficient numbers of qualified probation officers, 
diagnosis can occur in the community without custodial care. If custody is 
absolutely required, a contractual agreement should be made with one of the 
two existing detention homes in the state for this service. Secondly, there 
is in evidence an abuse of the diagnostic commitment by the courts. Indica
tions made by the probation staff and institutional staff are that the courts 
commit to the training schools for thirty days for the purpose of shock treat
ment or therapy rather than the stated purpose of diagnosis. There is, however, 
no available literature that indicates this type of shock therapy has any value. 
Third, the training schools are not programmed or staffed to provide meaningful 
diagnosis and evaluation. 

At the Boys' School when a child is received on diagnostic commitment, he is 
enrolled into the regular training school program with no diffarentiation in 
treatment or handling from other regular commitments. There are no available 
psychometrists, psychologists, or diagnostic facilities that might provide 
diagnostic service. Further, probation officers state that the evaluation 
report they receive after the thirty-day commitment includes no more information 
than that which was inc,luded in the pre-disposition study report. Therefore, 
the thirty- and sixty-day diagnostic commitments to the Boys' School and Girls' 
School should be discontinued immediately. 

~I 
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REASON FOR REFERRAL 

District Total Crimina 1, Juvenile 

I 1,723 461 167 

II 9,773 2,602 1,076 

III 1,247 329 152 

IV 765 238 251 

V 1,313 671 590 

VI 1,125 148 416 

VII 467 61 192 

VIII 851 225 452 

IX 883 340 500 

X 187 43 58 

~~ 
XI 2,814 805 1,073 

XII 1;228 296 345 

XIII 1,048 193 231 

TABLE In 

REfERRALS ANV.VISPOSITI0NS 

Other 
DISPOSITION OF CASEl; 

Tl'affic Traffic Total Adjustment Commitment Probation 

18 1,077 1,723 751 23 66 

109 6,586 9,773 5,489 70 1,456 

15 751 1,247 385 24 103 

60 216 765 247 16 253 

8 44 1,313 509 128 402 

24 537 1,125 425 14 98 

38 176 467 75 37 73 

13 161 851 174 8 155 

25 18 883 442 15 142 

7 79 187 11 20 0 

72 864 2,814 1,828 26 50 

8 579 1,228 583 8 47 

21 603 1,048 527 4 271 

'~ .. 

Other 

883 

2,758 

735 

249 

274 

588 

282 

514 

284 

156 

9W 

590 

246 
-.--------.---. _ .. _-

Source: New Mexico Department of Corrections, Juvenile Court Statistical Report~ 1971. 
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Additionally, several district court judges utilize a thirty-day commitment to 
one of the county juvenile detention homes as a court disposition. This 
illustrates misuse of detention, since its purpose is only to provide secure 
custody until court disposition occurs and then only if needed for children 
who uill probably commit another offense, present a danger to themselves Or 
to others, and those who probably will run away. The detention fadlity 
should be equipped to provide diagnosis and evaluation that will aesist the
court in making dispositions, yet it is not programmed nQ~ doe$ it have or 
should it have the staff and physical facilities to provide the services as 
would be provided in a training school. Again, if there are adequate numbers 
of trained correctional field services stqff available, commitment for 
treatment purposes will not be necessary. This practice of committing children 
to detention should be discontinued. Jail detention for children is exceedingly 
damaging and its use should be curbed immediately. 

PRE-PAROLE PLANNING 

Analysis of the pre-parole procedure, as it is being performed and as it i.1 
viewed by the juvenile parole officers and adult probation and parole offi
cers, indicates an overwhelming structu.ral gap between the officer's contact 
with the child while institutionalized and the moment: he returns to the 
community on parole. With the exception of two juvenile parole officers, 
the staff voiced a conceptual opinion that they were not expected to become 
involved at the planning level, nor were they encouraged to do so. 

Several of the new juvenile parole officers, as well as severaJ. of the adult 
probation and parole officers had, in fact, never visited the two schools. 
The majority were unfamiliar with the operations and programs of the training 
schools except for what they had learned from their clients. One juvenile 
parole officer, although previously stationed in Albuquerque for several 
months prior to this new assignment, had 'never been in the Girls' School. 
Several officers stated that they we,re being discouraged from involvement 
with the institutions. They had beein advised not to communicate directly 
with the institutions without going through the chain of comnand of discussing 
the matter with~eir supervisors. This person then communicated with the 
Juvenile Parole Office Division Dire.ctor who was followed by a related 
approval or disapproval to the officer, by his supervisor. This communica
tion pr9cedural lag was referred to several times in various contexts, most 
frequently in written communications regarding parole revocation and 
recommendations for discharge. 

There appeared to be a much greater consensus of op~n~on and eagerness for 
pre-parole involvement through institution visitations with the juvenile 
parole officers than with the adult probation and parole officers. However, 
all agreed that it would be most advantageous for initiating sound thera
peutic intervention to establish the relationship with the clients as soon 
as possible. This would promote a greater degree of success once the child 
was released, since most clients experienced the greatest difficulty within the 
first few months of release from the institution. The primary objections to 
this early involvement were: an uncertainty whether the child would be 
released to his jurisdiction; lack. of early notification that a child from his 
jurisdiction was institutionalized; lack. of time or low in time assessment of 
priority; distance from office to institution; and lack of encouragement and/or 
dir.ection. from the administration t.; become involved at this level. 
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The of~icers did indicate that they were notified of a chilu's institutionali
zation sooner by the Girls r Welfare Home tl.lan by the Ne,~ Mex:l.co Boys' School. 
Further, in those areas or districts where there is close coordination between 
the probation staff cmd the parole division, some officers were notified 
shortly afte~ commitment by the p!'!)bation staff. 

Field investigation and pre-parole preparations within the community are viewed 
by the officers in the field as an extremely difficult procedure. It is 
hampered by the short notification given (generally sixty days), a knowledge 
of their client gained only through wri.tten reports, a lack of and inability 
to ~ocate cow~unity resources, and no definite assurance of when the client 
will be released. This does not negate the seriousness with which they 
approach this task nor the ability to perform it. Rather, it again demonstrates 
the need for and actual lack of personal contact with the client and integral 
interaction with the pre-parole process. 

Each of the sub-tasks illustrated below, from family through recreation facili
ties, presents unique problems within the various communities and with the 
individual clients. 

Pre-Parole Integration ~~ 

1. Pre-parole institutional interviews 

2. Field investigation and pre-parole preparations 

a. Family 
b. Substitute placement 
c. School 
d. Medical/psychological assistance 
e. Employment and/or financial assistance 
f. Recreation 
g. Community receptiveness 
h. Court 

3. Trial visits 

4. Recommendation, presentation and interaction with parole board 

5. Preparation for release once parole,granted 

6. Continued interaction if parole denied 

) 
Many officers were reluctant to recoJIllIlend that the child return to his/or her 
home. immediately upon release from the institution, preferring an inte.rim 
placement facility until family problems could be worked out. Howeve~, with 
but a few exceptions, the officers cited a lack of funds for and/or a'lack of 
resources for substitute placements. Several of the officers had worked out 
good arrangements with the Department of Health and Social Services to help 
them develop substitute placements or had developed them on their own. 
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A consistent objection by the officers was the lack of coordination with 
the' public schools in their area regarding the timing of the client's 
release and public school semesters. They felt that it put their clients 
at a definite disadvantage to have to enroll in school after the semester 
had started or when just a few weeks remained. All officers mentioned the 
difficulty of securing employment for their clients as a primary problem. 

Consistent with the frustrations associated with the above tasks, the parole 
officers were in agreement that there would be substantial therapeutic value 
in the use of trial home visits. Use of the same would necessarily give them 
an opportunity to observe family relationships, peer group interactions, 
community responses; to locate needed community resources; and to begin the 
development of the parole officer-parolee relationship. 

All officers interviewed were high in praise of the reint,egrative service 
performed by the Girls' Welfare Home which, in part, serves the task described 
above. Noticeable was the lack of a like service being performed by the 
Boys' School. 

The task, of making recommendations to the parole board by completing a pre
scribed form upon request when a child is being considered for parole is 
viewed by most officers as more of a c1erica3. or procedural function mandated 
by policy than as an integral part of the correctional continuum. For most 
officers, thj.s is the first notification that a child is nearing readiness 
for release and is his signal to begin getting involved in the pre-release 
study, that the decision to parole the child has already been made. Their 
report and recommendation is, therefore, of little consequence. 

In that the officer is not present at the parole hearing and that in many 
instances he has never met the client, he believes little credence is placed 
in his report. This was exampled by a statement from one parole officer, 
who related that the report submitted indicated that placement of the child 
back in her own home would be detrimental to her welfare, yet the parole board 
placed the child in the home without explanation to the officer. 

At the Girls' Welfare Home, preparation for release once parole is granted is 
handled by the girl's caseworker and the reintegrative worker; at the Boys' 
School, by the caseworker. During this preparation period and prior to the 
child's release, the parole agreement is signed and forwarded to the parole 
officer. However, the parole officers reported that frequently they learn of 
a child's release when they show up at the office for the initial interview 
and introduce themselves. The officers stated there is frequent communj.cation 
breakdown on notification of the granting of parole and more frequently in the 
forwarding of the parole agreement. 

Continued interaction is needed between the client and the field services 
officer in order to provLde an opportunity to plan for the future. This is 
contingent upon expanded communications, understanding, and working relations 
between the aftercare worker and institutional personnel. 
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PAROLE SUPERVISION tiNV ENFORCEMENT 

Although departmental regulations request adherence to the parole classifica
tion reporting system of minimum (monthly), medium (every other week), and 
maximum (weekly) periods, it appears that the officers adhere to it for 
"statistical purposes" only. Because of their assumption of professional 
responsibility of re-evaluation or assessment of progress or regression, and 
the fa.ct that the juvenile client experiences more frequent "crisis" situ
ations that demand more frequent reporting, more officers rate the vast 
major~ty of their cases as reporting on a maximum basis. Additionally, the 
officers view the. mandato:.:-y report writing as a bureaucratic: responsibility. 
They feel a more practical app:r:0ach of fi1:i.ng reports on the basis of the 
parolee f s progress, lack thereof, or surrOlmding circums tances is needed. 
This is subsc~ibed to by NCCD. 

Parol~ Supervision and Enforcement Tasks 

1. Initial interview upon release 

a. Review of parole plan/goals 
b. Review of parole agreement 

2. Routine contacts 

<:l. Parole 
b. Family/substitute placement 
c.. Collateral 

3. Develop referral resources 

4. Evaluation/assessment of plan/goals progress vs. regression 

5. Submission of requested reports 

6. Specify obligations 

a. Self 
b. Family 
c. Community 
d. Courts 
e. Department/agency 

7. Confront with infractions/charge 

8. Detaln only if violation/c:onditions warrant with court order 

9. Submit parole violation report 

10. Return to court if new delinquency act 

11. Provide for due process hearing 

·'~""""~'1 
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12. Return to institution if vi,olation/ conditions of parole 
boa'f:i warrant 

13. Discharge from parole. 

Regarding discharge from parole, most officers utilize the standards of one 
year on parole or attainment of the etghteenth., birthday. The use of the 
"unsatj;sfactory discharge" was questioned particularly when it was obvious 
that the client was being returned to the institution. It w'as stated that 
this might tend to give the reader of statistics the misleading impression 
of a greater parole success rate than was actually being achieved since 
all parole discharges for statistical purposes are lumped together. 

While exercising their professional roles, responsibilities and prerogatives 
to the best of their ability to enforce conditions of parole, the officers 
feel constrained by several existing conditions or circumstances. Primatily, 
they experie'nce a pressure from the district judge to remove clients from the 
community who have violated the law and they felt that frequently the parole 
board does not follow their recommendation to revoke the parole. 

Where there is a denial of an alleged law violation, determina·tion or guil t 
or innocence should be made by the court rather than the parole board. As 
the desired practice, the probation department, under the direction of the 
judge, files a new delinquency petition, brings the child into court and 
recommits him or her to the institution. Although the local parole officer 
is often forced into a position of criticism by the judge an.d probation staff 
with whmn he must maintain communication, it is desirable that pa1::'ole revoca
tion be a judicial order rather than an administrative one. 

The officers have an undue communication time-lag between the filing of a 
parole revocation report and the return of the decision by the parole board. 
This could be reduced by direct involvement of the aftercare worker in the 
judicial revocation hearing process. The worker may then explain in detail 
not only the allegation, but also give the c1:!.ent and his counsel an oppor
tunity to relate his account of the extenuating circumstances surrounding it. 

Although the Department of Corrections may still have legal custody of a 
child after release from the institution arid under the supervision of a 
parole officer, a technical violation of parole does indicate the need for 
review of the child's case. The parole b~ard may act as a review panel to 
reconsider the child's individual treatment plan and its failure to achieve 
the desired results with him. Accompanying the review panel should be the 
child, his parents or guardian, and the aftercare worker. It might be 
determined jointly that the parole rules (generalized to all parolees) are 
too stifling for the child and require i.ndividualized exception. The revised 
plan should pinpoint problems with readjustment that the youth may be exper
iencing with commonly acceptable solutions toward rectifying the problems and 
continuing progress. 
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V. CORRECTION MANPOWER AND BUV9ET REQUIREMENTS 

1NTRODUCTION 

Correctional field services for j~veniles can function effectively given tbe 
avai!ability of sufficient numbers of experienced, ql,lalified, and properly 
compen:'lated staff. In New Mexico, there is indicater. a need for upgrading 
qualifications, training, salary, benefits and working conditions. This 
section of the report addresses current conditions of the staffing function. 
Requirements for manpower and workload are fr.ssessed under the proposed re .... 
organization. This discussion also addresses the funding of the service. 

STAFF QUALIFICATIONS 

The majority 'Of all juvenile probation officer personnel eJllployed throughout 
the state of New Mexico are genuinely interested individuals concerned about 
the welfare of children. Among the sixteen Chi~f Probation Officers employed, 
more than one-half have had at least ten years' t.~xperience in probation work; 
the r~mainder have had three or more years' experi\~nce in probation. More 
than half of the chief probation officers in the state have background 
experience in law enforcement, received from police departments or county 
sheriffs' offices. Where chief probation officers have had a large part 
of their training in law enforcement agencies, it is not uncommon for 
the philosophical direction of the department to be a quasi~law enforcement 
type of operaUon. 

Three ~f the chief probation officers working with juvenile departments in 
Ne.w Mexico are qualifie-d with the necessary background training. NeCD 
standards call for probation officers t~ be equiTiped with a college degree. 
In these departments there are differences noted in their modes of operation. 
By comparison, these departments communicate better with other social agencies 
in the community and attempts are made to make utilizatic:\n of their resources. 
They tend not to assist police officers in investigative work as is common 
in other departments. There is more involvement with the total family in 
resolving problema with casework methods. Pre-dispositior.\ reports in these 
departments 'show greater reliance on psychological and sociological conditions 
surrounding the child and his invo1vemenr. in illegal behaviQr. Plans for 
treatment are usually better thought o:;,;t and more appropriately stated. The 
qua.lity of operation exhibited by probation departments is directly related 
to the qualifications and background e:x:perience of chief pro'bation officers. 

P:t;:12pation work requires. full-time employment. It requires t:hat the officer 
be available daily, as well as on call during the evening and week.~nds, should 
emergp-ncy situations occur. Decisions regarding detention, when not well 
estabished with other authorities, are needed fr~quently at odd hours. All 
of the sixteen chief probation officers are employed full-time in the state 
but nineteen of the fifty-one probation officers are employed on part-time 
status. Other jobs held by these persons include secretary, school teaqher, 
student, court bailiff, process server, welfare worker, policeman, and truant 
officer. While it may be desirable that part-time officers work on their 
off-.duty hours in positions associated to probation work, it is also desirable 
that both pcsitions be compatible. More than several persons are employed, in 
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addition to their part-time duties as probation officers a~ law enforcement 
workers. 

It is difficult to rationalize that these two jobs are compatible in nature. 
Law enforcement often assumes an authoritative roJe while probation officers 
should be helping persons.' As recommended earlier, a better alternative would 
be for part-time officers to be employed on a full-time basis and work with 
both juvenile probationers and parolees to complete full~time employment. 

The personal quality and profesSional ability of the personnel employed by 
the Department of Corrections to supervise juvenile parolees was, with but 
~ few exceptions, most impressive. All officers do have the required college 
degree. Despite the fact that overall SUpervision assumes the posture of 
allowing a great deal of professional latitude and individual exercising 
of discretion with cases, the parole officers voiced a remarkable similarity 
of philosophy in their basic.approaches to the care and handling of their 
clients. They did however, voice a need for increased in-service and/or 
advanced professional training. . 

The responsibilities and duties of persons employed in field officer positions 
demand that they meet certain personal, educational and experience require
ments. First, officers performing the basic probation functions should possess 
the highest personal attributes. They should have emotional and intellectual 
maturity, ability in interpersonal relations, positive value systems, and a 
dedication to the service of others. Second, they should ha.ve the training 
and experience that will supply the knowledge and skill necessary for their 
enormously complicated work. Since theit:' tasks include diagnosis and treatment" 
they mus~ have professional training in these functions. 7 

rr< .. ferred educational requirements for E)upervising field officers are a master is 
degree from a recognized school of social work or a master's degree in the 
social or behavioral sc~ences. Three years of paid, full-time social work 
experience in an agency maintaining acceptable professional standards is 
recognized as the sufficient minimum requiremenj: for experience. Chief 
probation officers, in addition to the required personal qualities for 
probation officers, should ha,ve (1) the ability to develop social skills 
in . others in an authoritati';e setting and to interpret departmental 
policies and procedures to staff, (2) demonstrated administrative and 
organizational abilities, (3) ability to write and speak effectively, 
and (4) demonstrated ability to establish and maintain effective working 
relationships with individuals. Minimally, the probation officer 
should have a bachelor IS degree with a major in the social ot:' behavioral 
Sciences and courses in delinquency and crime. The master's degree in 
social work or in the social or behavioral sciences is preferable. 

1presidentls Commission on Law Enforcement and Administration of Justice, Task 
Porae Repo.'t't: Correations, U.S. Government Prin.ting Office, Washington, 1967, 
page 136. 
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SALARIES ANV BENEFITS 

The average annual salary for chief probation officers within the state is 
$10,430. For juvenile probation officers the average is estimated at $8,867 
annually. While these salaries are not seen with disfavor in comparison 
to salaries paid by the Department of Corrections, there are indications 
that mona qualified personnel would be recruited and retained if salary 
ranges were made more attractive. The following illustration reflects 
recommended salary ranges for the correctional field services division. 

RECOMMENDED SALARY RANGES FOR 
CORRECTIONAL FIELD SERVICE WORKERS 

$15,200 - ** Director $19,400** 
Area Supervisors 

* 
$12,400 - $17,200** 

District Supervisors $ 9,600 - $13,800** 
Field Workers $ 8,500 $12,600 
Field Worker Trainee $ 7,200 

-;-~~~** Clerical $ 4,620 - $ , 

* **Counterpart to the former chief probation officer positions. 
Five steps are recommended from beginning to top of range. 

Benefits comparable to those in the best private social agencies should be 
estabished for sick leave, annual leave, hospital and medical insurance, 
disability and retirement coverage, etc. 2 

STAFF NEEDS 

There are several methods by which workload and subsequent numerical staff 
needs for juvenile correction field services may be computed. One method may 
be simply to assume that past and current workload and manpower are sufficient. 
Yet, this method is inferior, since workload assumed by the probation departments 
and.parole officers varies from district to district and from area to area. 
The variati~n in average probation case10ads is illustrated below. 

The method of using past or current workload as a guide to determining numbers 
of staff required is also erroneous, since the supervision of unofficial 
probation as used is recommended to be discontinued. Further, average 

.caseload is an indicator of supervision workload only and does not reflect 
the amount of work units required for additional probation/parole functions, 
such as intake screening and case study. 

2president's Commission on Law Enforcement and Administration of Justice, Task 
Force Report: Oorrections. 
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Average Caseload Per Probation Officer By District 3 

District Official Ut • .:JfficHll 

t 34 34 0 
II 103 66 37 

:(II 75 65 10 
IV 20 10 10 
V Div. I 45 40 5 

Div. II 48 28 20 
Div. III 30 5 25 

VI 52 3 49 
VII 53 14 40 

VIII 16 0 16 
IX l~4 24 20 
X 4 4 0 

XI Div. II 38 1 37 
Div. I 38 6 32 

XII 28 28 a 
XIII 50 --1J_ 37 

TOTAL 679 341 338 

Average Case10ad Per Officer 42.4 21.3 21.1 

The most acceptable method of determining staff needs for probation and aftercare 
is to separate the necessary functions, determine numerically the number of 
children processed through or by each function of service and then apply work
load standards for computing manpower requi remen ts . Based on NCCD t s exper:l.ence 

,'. in the field of juvenile probation and parole, the following guideline$ for 
determining workload have been developed and adapted as national standards. 

Intake Screening 

One professionally qualified and experienced officer may 
conduct satisfactorily no more than 500 intake interviews 
annually to fulfill the intake screening function. 

Pre-Disposotion or Pre-Release Study 

One professionally qualified officer may satisfactorily 
complete no more than 120 pre-disposition or aftercare 
pre-release studies annually. 

3Caseloads reflect in most instances the number reported by the chief probation 
! officer, in others estimates were made by NCCD. the average :1.ncludes caseloads I for full and pare-time officers and for caseloads carried by chief probation 
~ officers in districts whe.re applicable. Work units or amount of workload by 
I officer to include intake and pre-disposit~on study work units are not reflected 
f ;, here. Estimates were take:n in April, 1972. 
t 
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Probation or Aftercare Supervision 

One professionally trained officer may supervise on probation or 
aftercare supervision no more than an average of 50 cases annually.4 

Applying these standards to available data in New Mexico, the total staff 
requirements for juvenile correction field services is one hundred fifty-four 
persons. The number includes five administrative, twenty supervisory, 
thirty-eight clerical and ninety-one field service worker positions. This 
figure was arrived at by the method illustrated below. The recommended 
geographic and district assignment of officers is attached. 

It. is recognized that this application of national standards to the State 
of New Mexico at this time may not be economically practical. The importance 
of the assessment of staff requirements does illustrate that many of the district 
probation departments are greatly understaffed and it should be the goal of 
the State to fully staff the service as soon as possible. 

Some other important conclusions can be drawn from the resultant staff comple
ment, as determined by national standards. First, the projected staff needs 
may be decreased appreciably if children allegedly involved in offenses 
applicable to children only (truancy, incorrigible, curfew violators, etc.) 
are removed from the aegis of probation departments as recommended earlier in 
this report. Second, alterations of staff needs may be required after 
implementation of the recommendations contained in the study. The variable 
having the greatest effect is that of law enforcement referrals to the children's 
court. Should referrals be reduced by use of "police station adjustment", 
probation and aftercare staff needs will be affected accordingly. Third, 
staff needs may be decreased partially with the use of volunteers in juven:i.le 
correction, as is currently being utilized in at least one district in the 
state. 

For quality service to children in New Mexico, it is necessary that provisions 
for required staff be made available. 

COST OF SERVI CE 

The national average for the cost of providing correctional field services for 
juveniles is 84 cents ~er day for children on parole and 92 cents per day for 
children on probation. !he current funds expended for juvenile field services 
is substantially below the national figure. Information is not available on 
probation yet an average of 23 cents per day was the amount expended by 
aftercare in fiscal year 1959. To provide quality service, increases in 
budget will be required. 

4This standard assumes that caseloads may be weighted according to intensiveness 
of supervision required for each probationer or parolee, For example, a case
load of 10 might be considered maximum for an officer working with children 
requiring intensive supervision, while another officer might supervise 200 
children requiring only light supervision, 

5Pr~9ident's Commission on Law Enforcement and Administration of Justice, Task 
Fo"t'ae Repo"t't: Co"t'reations s U.S. Government Printing Office, Washington, D.C., 
1967, page 194. 
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I 628 1.26 126 l.05 101 2.02 23 .19 18 .36 4.88 1 2 8 

II 3,678 7.36 736 6.13 589 1l. 78 70 .58 55 l.10 26.95 5 11 43 

III 481 .96 96 .80 77 l.54 24 .20 19 .38 3.88 1 2 7 

IV 489 .98 98 .82 78 l.56 16 .13 13 .26 3.75 1 2 7 

V 1,261 2.52 252 2.10 202 4.04 128 l.06 101 2.02 11. 74 3 5 20 I.n 
• 
0 

VI 564 1.13 113 .94 90 l.80 14 .12 11 .22 4.21 1 2 
0\ 

7 

VII 253 .51 51 .43 41 .82 37 .31 29 .58 2.65 1 1 5 

VIII 677 1.35 135 1.13 108 2.16 8 .07 6 .12 4.83 1 2 8 

IX 840 1.68 168 1.40 134 2.68 15 .13 12 .24 6.13 1 2 9 

X 101 .20 20 .17 16 .32 20 .17 16 .32 1.18 1 1 3 

XI 1,878 3.76 376 3.13 301 6.02 26 .22 21 .42 13.55 2 5 21 

XII 641 . l.28 128 1.06 102 2.04 8 .07 6 .12 4.57 1. 2 8 

XIII 424 .85 85 .71 68 1.36 4 .03 3 .06 3.01 1 1 5 

TOTAL 11~915 23.84 2,384 19.87 1,907 38.14 393 3.28 310 6.20 91.33 5 20 38 156 

-----~.------~~--------~~----------~--
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During the last year $86,745.00 was expended on juvenile aftercare services; 
$499,144.00 was spent the 60th fiscal year for district court probation and 
secretarial personnel. The total amount of f.unds spent during the sixtieth 
fiscal year for probation and aftercare was $585,889.00. 

There are indications that the State and the Department of Corrections have not 
given high priority to funding correctional field service for juveniles in the 
past. As illustrated below, only three tenths of one percent of the Department's 
budget went for development of the juvenile probation division. Clearly, theria 
is need for an increased budgetat'y allocation in this area. 

Source of Data: New Mexico Department of Corrections, Juvenile COUr't Statistiaal
Repor't" 1970. 

6 The number of cases was arrived at by deleting traffic from total number of 
referrals by district. Traffic cases which are projected to go before the 
children's court as stipulated by the new children's code are not included 
since this data was not available. It is not anticipated, however, that thiose 
cases would increase staff needs at intake greatly. 

7The number of prf~-disposition studies required is based on past practices in 
New Mexico. Probation has consistantly screened out at least 80% of all c,ases 
referred. The projected 20% of cases requiring a court hearing should all have 
the pre-dispositton study completed. 

8probation supervision staff needs are based ort the 50 unit caseload and the 
assumption that at least 80% of all children ad.judicated delinquent may be 
handled successfully on probation without institutionalization. 

9Aftercare planning data based on actual number of commitments to Boys' and 
Girls' School in 1970. Staff needs are baeed on at least the same number of 
releases annually. 

10 Based on an estimated number of releases per year. The number is selmewhat 
smaller than commitments, since the length of stay is averaged at 9.47 months 
by boys and gi1:'1s. The actual number of parolees under supervision at the 
time of data collection in April and May, 1972, was 332. 

I'The estimate of five administrative staff includes one as director of the 
overall division of juvenile correction field services. The four additional 
persons are in projected area supervisory positions consistent with the Depart
ment of Corrections geographic divisions. 

12Supervisory positions were projected on national standards that for each 
six officers one ~upervisory position should be created. Add:i.t1clnally ~ because 
of New Mexico's large geographic area, it is recommended that each disttict 
office have at least one supervisor to act in a similar capacity, as is the 
case with the chief probation officer, yet under the supervision of recommended 
division of, juvenile field services. 

13Estimates of clerical needs are based on the standard of one clerical position 
for three professional staff. 

\ 



Penitentiary 

51.1% 

1.3 Administration Ce~ntral office 

Boys' School 

24.1% 

11.9% 

.3% Juvenile Probation 

With the need for suitable numbers of qualified staff to adequately perform 
the juvenile cOl;'rectioi"l.ral field servir.es function the budgetary requirements 
wi.ll increase. accordingly. It is anticipated that an additional $500,000.00 
will be required to develop the recommended service, 

Implementation of the first transitional phase of upgrading services will 
require approximately $750,000.00; the second phase should be increased 
to $925,000.00. The final phase of complete implementation of the state 
correctional field services for juveniles will require funding in the 
approximate amount of $1,000,000.00. 

·1 
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JUDICm DIS'IlUCTS WI'Ili '.RECOMMENDED FIELD WOUEllS 

San Juan Rio Arriba 

XI (16) 

McKinley 

XIII 

Valencia 

VII (4) 

Catron 

Grant 

VI (5) 
Luna 

Socorro 

Sierra 

III (5) 
Pona Ana 

VIII (6) 
Colfax 

San Miguel 
IV (5) 

Torrance 

De Baca 

Lincoln 

Chaves 

Union 

X(2) 
Quay 

curry 

v 15) XII (6). .------.....j 
Lea 

Otero Eddy 
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