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Governor's Message 

JERRY ApODACA 
GOVERNOR 

STATE OF NEW MEXIOO 
OFFICE OF THE GOVERNOR 

SANTA FE 

87503 

\fuen I became Governor, one of the maj or areas of our concern was 
the future of the adult and juvenile correctional systems in New Mexico. 
We faced serious problems, including a growing population entering the 
correctional system both on probation and committed to our institutions, 
few alternatives to incarceration and almost no community-based programs, 
and a court order mandating equal programming for women. Most significant 
however, was the lack of any clearly defined goals for our correctional 
system which translated itself into changing priorities for legislative 
requests and continuing crises in the management of the Department of 
Corrections. 

Both a.t my request and at the request of the Legislative Finance 
Committee, after an extensive search in and out of the state, the 
Governor's Council on Criminal Justice Planning contracted with an 
independent planning firm specializing in criminal justice, Approach 
Associates of Oakland, California to develop a corrections master plan 
for the State of New Mexico. The purpose of the Master Plan was to take 
an objective look at our correctional systems, make recommendations for 
the future, both short term and long term, and most important, provide 
New Mexico with the tools to regularly monitor and evaluate the successes 
or failures of our efforts. 

I met with the planning team during the early months of this com
prehensive planning effort and noted that corrections seems to produce 
many conflicting views. Many have strong opinions which favor defen
dant's rights, alternatives to prison, more rehabilitation programming, 
and compassion for offenders. Equally strong views support harsh puni
tive measures, retribution, and protection for the victims. Some favor 
large expenditures for new prisons, while others advocate demonstrated 
cost savings and successes through programs of alternatives to prisons. 
The Master Plan recommenda.tions are based upon the input from hundreds 
of New Mexicans and it appropriately represents their contrasting views. 





It is the result of an exhaustive year-long study of existing facilities, 
the needs of the state, programs and services, and relative costs. The 
Master Plan. team has assessed .the role of corrections in terms of the 
needs and resources of New Mexico and has produced a Plan that includes 
specific recommendations for new facilities, supplemented by a compre
hensive system of programming that avoids needless incarceration of 
persons who can benefit from community facilities. 

The Master Plan has articulated goals for our correctional system 
and has translated these into recommendations which include: (1) 
Construction of a diagnostic facility (Intake and Classification Center) 
that would evaluate all persons sentenced to the Department of Corrections 
prior to their assignment to a particular institution or facility. This 
will allow for differentiation between those people who are risks to 
themselves and others, and those who can benefit from programming, (2) 
Community correctional facilities as alternatives to imprisonment for 
those who are suited to this type of correctional setting and treatment. 
These programs represent a New Mexican approach to corrections because 
local programs allow local solutions to local crime problems and help to 
maintain our traditiorLally strong family and community ties in a cost 
effective manner, (3) Extensive programs for those persons who must be 
imprisoned to increase their opportunities for self-improvement and to 
provide restitution to society. Such programming is designed to a'loid 
the frequent "swinging-door" effect of prisons which see persons rapidly 
returning to prison after release because they do not avoid situations 
which result in crime. 

This Master Plan is comprehensive and realistic. Although there 
may be some disagreement about some of the recommendations, it offers us 
an opportunity to openly and constructively discuss the shape and future 
of our correctional system. As your Governor, I am proud that we have 
taken this major step toward understanding and seeking ways to improve 
our system of corrections. It has been a cooperative effort involving 
the executive, legislative and judicial branches of government. To
gether we have the means to imple'ment this plan for the benefit of the 
citizens of New Mexico. 

~.l Jl ........ __ ....... ~"'-, ...... ,. 
UERRY APODACA 

Governor 
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Preface 

In July 1976, New Mf~xico joined the ranks of states 
who have recently set about comprehensively planning 
their corrections systems, rather than reacting incre
mentally to sudden inGreases in the number of sen
tenced offenders. Most corrections "master plans" have 
stressed building programs to house current or expec
ted inmates, so as to relieve overcrowding. Few plans, 
however, have attempted to rethink the corrections 
problem in system terms -- analyzing all available state 
resources, the goals and objectives of corrections, and 
short-term as well as long-term needs. In the case of 
New Mexico, farsighted leadership in state government 
and an ag';;Jressive criminal justice planning agency 
combined to make such a total review and planning 
process possible. 

This plan was developed for a state that is not rich, 
and whose citizens expect cost-effective solutions. New 
Mexicans prefer local solutions to large capital expen
ditures for construction and/or a proliferation of state 
agencies and units of administration, far removed from 
citizen involvement. 

Beginning in 1969, the management of New Mexico 
corrections was centralized in the Department (now 
the Division) of Corrections. The division administers 
adult facilities, adult probation and parole, and juvenile 
parole. Although administrative centralization was first 
accomplished in 1969, system planning and manage
ment was hampered by the fact that the state peniten
tiary (PNM) continued to be the only major facility and 
was allocated inadeCtuate resources. As a consequer
ce, too many inmates, and often inappropriate securit'· 
levels, were incarcerated without adequate program
ming or services, in an overcrowded facility. Other, 
smaller facilities and juvenile corrections suffered as 
well, chiefly because New Mexico corrections was not 
a system but rather a constellation of facilities and 
administrative units, reacting to increased demand with
out a comprehensive plan. The managers of the system 
were not able to predict the system's future population 
or analyze and plan on the basis of inmate profiles and 
needs. New Mexico corrections agencies were largely 
without a means of articulating their budgetary and 
program objectives, and thus unable to convey correc·
lions needs to the legislature in a comprehensive and 
compelling manner. 

Largely in response to these prublems, the New 
Mexico Governor's Council on Criminal Justice Planning 
applied for and obtained an LEAA grant to conduct a 
comprehensive master plan, and obtained matching 
funds from the New Mexico legislature. After screening 
proposals and references, and conducting interviews, 
Approach Associates, a criminal justice and planning 
firm based in Oakland, California, was awarded a con-
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tract for a Master Plan for Adult and Juvenile Corrections. 
Relying heavily on a comprehensive planning pro

cess and a steering committee composed ot key state 
decision-makers, the Master Plan required eighteen 
months and proceeded in five distinct stages: 

In Phase I, the Master Plan Team described existing 
corrections preliminarily, citing problems and setting 
forth a Master Plan agenda as well as preliminary goals 
and objectives for corrections. New Mexico was tortun-

, ate to have produced one of the nation's most broadly 
based Standards and Goals projects, and thus signifi
cant concensus concerning public values in corrections 
already existed at the plan's inception. 

Ptlase " of the study involved developing the most 
comprehensive inventory ever compiled in the state of 
factors influencing corrections - e.g., facilities, pro
grams and services, and inmate profile data. Separate 
technical reports were developed for adult and juvenile 
population projections; a complete correctional facilities 
inventory; sentencing and the predicted impact of a 
new sentencing statute; a comprehensive inventory of 
adult and juvenile programs and services (both correc
tional and other); an analysis of inmate profiles; an 
analysis of corrections personnel; a study of women 
offenders; and a study of local corrections. These nine 
technical reports are published separately, as the 
Sourcebook for New Mexico Corrections Plenning, and 
they provide much of the necessary documentation for 
this plan. 

Phases III and IV of the planning process involved a 
complete analysis of the state corrections system, 
based on the above inventories and other technical 
reports, and the development of concepts and options 
for a systematic rethinl<ing of the corrections system
concepts and options that were reviewed and analyzed, 
and then decided by the steering committee. 

This Master Plan and its resulting recommendations 
were Phase V. 

Throughout the planning process, the Approach 
Associates corrections planning team worked closely 
with the GCCJP and other key state agencies, including 
the Division of Corrections, the Department of Hospitals 
and Institutions, the Administrative Office of the Courts, 
and the staff of the Legislative Finance Committee. 
Consultants employed a "team approach," emphasiz
in~l the coordinated use of in-house experts from various 
disciplinary backgrounds, a massive data collection 
effort direct&d by a permanent on-site staff, and input 
from all concerned public and private groups and indi· 
viduals in New Mexico. 

Although the master planning process was a techni
cal one, proceeding in formal planning sequence from 
an identification of resources, to needs, to solutions, 



the interaction between the Approach Associates 
Master Plan Team and New Mexico officials went 
beyond a formal one and, in fact, represented a process 
of interchange, merging views and values, and mutually 
developed solutions. In fact, as a consequence of this 
planning process, numerous recommendations set 
forth in this report were implemented during the plan
ning process, including the planning and remodeling 
of two facilities and the introduction of a great many 
statutes. Approach Associates assigned a full-time 
coordinator to be on site for the first six months of the 
study, and in addition to numerous on-site visits by 
every member of the Master Plan Team, two members 
of the Master Plan Team spent nearly a month each 
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driving throughout the state's judicial districts and 
counties, interviewing judges and prosecutors, collec
ting court and sentencing data, inspecting local jails, 
interviewing sheriffs, and obtaining local corrections 
data. 

From this complex planning process emerged this 
Master Plan and the nine-volume Sourcebook for New 
Mexico Corrections Planning. Without the full coopera
tion of many' many New Mexicans, the planning work 
would not have been possible. In Appendix 2, persons 
and organizations who contributed data and other input 
to the planning process are cited. Approach Associates 
is extremely grateful for this assistance, 



Adult Corrections 





1 Introduction 

New Mexico's correctional and criminal justice sys
tems are in flux and relatively unpredictable. Recent 
years have seen a dramatic rise in commitments to the 
state correctional facilities, and the passage of "deter
minate sentencing" legislation suggests that this in
crease will continue. Other indicators, however, provide 
contradictory evidence. For example, admissions to 
the Penitentiary of New Mexico (PNM) have leveled off 
in the last year, except for transfers from county jails 
and parole violators, a combination of factors demon
strating that patterns of criminal behavior and of crim
inal justice system dispositions are in transition. 

Planning in such circumstances is obviously compli
cated, sinciC' planning depends, ideally, on a relatively 

"knowable" future. In this Master Plan, primary empha
sis is placed on immediate and serious needs - issues 
and problems that already exist in New Mexico cor
rections. The recommended strategy of response to 
these problems is presented in considerable detail in 
this plan, phased over a three-year period, 1978 to 
1980. Recommendations for action in the more distant 
future are set forth, but specific recommendations 
would be premature at this timE" As a consequence, 
one major recommendation is Uldt the Division of Cor
rections immediately undertake planning procedures, 
developed by the Master Plan Team, to provide the 
agency with the planning mechanisms needed for 
responding to that more distant future, AS it aoproaches. 

Projections of Inmate Population, 1978-80 

Best estimates are that, with no planning or major 
changes in the next few years, admissions to the state 
corrections system will continue to increase. In 1980, 
there will be approximately 1900 offenders entering the 
New Mexico corrections system. This estimate as
sumes, however. that present administrative and judi
cial policies and practices will continue. In other words, 
the estimate assumes that there will continue to be 
many short-term diagnostic commitments to state COf

rections facilities, that county jail prisoners will continue 
to be transferred to PNM for pretrial detention at ap
proximately the same rates as at present, and that 
probation and parole policies will continue unchanged. 
Should these policies or practices change (and the 
Master Plan Team recommends substantial changes 
in all of them), more than one-third of the admissions 
entering the state corrections system would be affected. 

It is important to consider who these offenders are 
and will be. Research conducted by the Master Plan 
Team reveals that New Mexico's inmates are, on the 
whole, relatively young. A majority are native New Mex
icans, from Albuquerque and other cities in the state. 
They do have prior criminal convictions, but most are 
serving their first term in the state prison system. Most 
have been convicted for felonies, but only about one
third have been convicted of crimes of violence against 
persons, and an extremely high proportion have histor
ies of drug and/or alcohol abuse. On the basis of care
ful analysis, the Master Plan Team has concluded that 
New Mexico's prisons appear to house prisoners who 
are comparatively less "sophisticated" criminally than 
other state prison systems. 
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Based on this profile of offenders, and the documen
ted preference for local restitution approaches, it is 
apparent that correctional goals for rehabilitation of 
offenders and restitution are particularly appropriate in 
New Mexico. This Master Plan assumes that a certain 
percentage of the offenders in the criminal justice sys
tem could be placed more cost-effectively in community 
corrections program settings than in prisons. For plan
ning purposes, total projected admissions figures must 
be adjusted to account for the impact (on both admis
sions and "average daily populatioml" of inmates) of 
changes in the criminal justice system that either have 
already been initiated, as a result of the Master Plan 
process, or are recommended. These include changes 
in the number of county jail transfers to the state sys
tem, changes in diagnostic commitments to the pen
itentiary, and changes in program alternatives to insti
tutionalization at the preprosecution, sentencing and 
release stages. 

Table 1-1 displays the adjustments made in the 
baseline projections to simUlate these expected chang
es and their impact on inmate populations. Detailed 
explanations of the bases on which these changes 
were made can be found in Appendix 1. 

Based on these adjustments (described in more 
detail later in this report), the capacity required for 
institutional housing by 1980 is estimated to be approx
imately 1400 beds. 

The organization of this Master Plan roughly follows 
the progress of offenders through the criminal justice 
system, from the initial stages of prosecution and trial 
through release from correctional supervision. This 



Table 1-1: Successive Impact of Programs, FY 1979-80 

1. Baseline projection, assuming worst case 
2. Adjustment for decline in county jail transfers 

(reduction of 50 percent of admissions) 
3. Adjustment for reduced use of diagnostic 

commitments 
4. Adjustment for reduced parole revocations 

5. Adjustment for preprosecution diversion and 
for alternatives to incarceration at sentencing 

6. Adjustment for minimum security, noninstitutional 
population (community release, residential 
treatment, halfway houses) 

Net institutional populations 

Net additional supervised population not in 
institutio'ls, accruing from 5 and 6 above 

organization reflects the systemic perspective of the 
Master Plan - that the corrections system is one link in 
the criminal justice system, and, indeed, a link in the 
even broader social safety and welfare system. In fol-

Programs 

New Mexico should begin immediately to develop a full 
range of correctional programs for offenders, both inside 
and outside institutions. New Mexico's incarcerated 
offenders are young and are frequently committed for 
nonviolent offenses that appear to be related to drug or 
alcohol abuse. Thus, the characteristics of offenders in 
the corrections system demonstrate that they are par-· 
ticularly suited to rehabilitative and restitution-oriented 
programming. 

Preprosecution diversion programs, as well as alter
natives to incarceration at sentencing, are badly need
ed. Although a large number of offenders are clearly in 
need of supervision and would benefit from rehabilita
tion and/or restitution-oriented programs, many of the 

Management 

Improved management is crucial to effective and 
efficient operation of correctional programs and facili
ties, particularly in light of the increases in offender 
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Admissions ADP 

Number Reduction Number Reduction 

1895 1895 
1773 123 1885 10 

1415 358 1851 34 

1339 76 1796 55 

1:233 106 1711 85 

1233 1416 295 

1:233 1416 

380 

lowing the system links, certain common themes re
peatedly emerge. These themes form the heart of the 
Master Plan and characterize the corrections system 
as the Master Plan Team envisions it in 1980. 

younger, less serious offenders suffer more than they 
benefit from incarceration with more "hardened" offen
ders in the state's existing penal facilities. Incarceration 
of these offenders in the major penal institutions con
tradicts the long-term safety interests of New Mexicans, 
because it tends to increase the probability of recidi
vism. 

Particular attention should be given to minimum se
curity community release facilities and programs. In 
order to ease the offender's transition back into the 
community and to improve the opportunities for suc
cessful reintegration into society, halfway houses, resi
dential treatment programs, and minimum security 
programs ot state facilities are badly needed. 

admissions expected in the next three years. The very 
highest priority should be given to the Intake and Classi
fication Center (ICC) proposed in the Master Plan. High 



priority should also be assigned to implementation of 
the Planning and Management System (PMS) devel
oped by the Master Plan Team and set forth in the plan. 

The Intake and Classification Center is designed to 
provide careful, individualized management and pro
gram placement of inmates, including determinations 
of the security risk posed by the offender and of thl~ 
potential success of rehabilitative and restitution-orien
ted programming for that offender. The ICC would be 
in some senses the "nerve center" of the corrections 
system, because it \Mould classify all prisoners sen
tenced to the Division of Corrections and control their 
movement into, among, and out of the facilities and 
institutions in the system. 

The Planning and Management System is the mech
anism that evaluates aggregate system performance 
and data on further needs to determine if corrections 
facilities and programs are working, and what improve
ments are needed. The PMS contains procedures for 
predi'Jting future inmate population and thus forms the 
moael for post-1980 planning that this plan recom
mends be implemented by the Division of Corrections. 

Facilities 

The ICC, with a capacity set at 208 inmates, and the 
new medium security facility currently planned for the 
Los Lunas Correctional Center (already recommended 
by the Master Plan Team and now at the preconstruction 
stage) are the only new facilities recommended at this 
time. No other major new construction will be needed in 
the period 1977-80. 

In addition, the inmate population at PNM should be 
reduced, through an orderly and phased remodeling. to 
approximately 625 inmates, limiting commitments at 
this institution to medium and maximum security prison
ers only. In conjunction with the development of new 
programs and facilities, the present dormitories at PNM 
should be phased out, systematically remodeling these 
units to conform to a single occupancy, medium secur
ity housing arrangement.1 

In summary, the need for additional facilities following 
1980 will depend heavily on the success of programs 
and various alternatives to incarceration recommended 
in this Master Plan and on the content and judicial 
interpretation of the new sentencing act. Careful moni
toring of both the programs and the sentencing legis la-

1. See New MeXICO Standards and Goals. Standard 10.2. p. 359 
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The PMS also contains a program evaluation model, 
which should be implemented by the Division of Cor
rections along with the programs suggested through
out the Master Plan. 

For the coming three-year period, attention should be 
devoted to improving the management of prisoners and 
the management of the system itself. Building new facil
ities, other than the ICC and the new Los Lunas Correc
tional Center, is neither necessary nor advisable for at 
least five years. Moreover, the need for additional facili
ties at that point can be judged only after 3n improved 
Corrections Planning and Management System is de
veloped. The management of prisoners includes not 
only decisions regarding programs for and discipline 
of offenders once they are in the correctional system 
but also a more flexible rangs of dispOSitions and 
directions at the sentencing stage of criminal justice 
proceedings. Until a more comprehensive program 
planning system is fully developed, implemented, and 
integrated with all relevant criminal justice agencies, 
allocation of additional funds to new corrections facili
ties is premature. 

tion will be required, as all proposed changes in the 
correctional system are implemented. With the recom
mended PMS, by 1980 it will be possible to produce 
specific estimates of the long-range need for facilities, 
programs, and services. Increased use of restitution
oriented, community-based alternatives to incarcera
tion, recommended in the Master Plan, will have a 
significant impact on both the type and the number of 
persons assigned by the ICC to stt'.le institutions. In
creased alternatives to present correctional programs 
will have a notable effect primarily on the lower custody 
levels; as a result, the profile of the incarcerated pop
Ulation will change, with a proportionately higher per
centage of inmates in the maximum and medium se
curity levels in the future. 

Corresponding changes in institutions have been 
planned for the near future and should continue to be 
integrated in long-term planning. With increased em
phasis on intake and classification procedures, housing 
assignments and correctional programming will be 
more closely tailored to inmate characteristics. 



Overall System 

As the system is planned, all commitments will be 
made to the Division of Corrections and therefore be 
processed by the ICC. The ICC will also handle all 
transfers among institutions. The Penitentiary of New 
Mexico. with a reduced capacity, will be limited to max
imum and medium security inmates. The state's primary 
mediL n security facility for males will be located at the 
Los Lunas Correctional Complex. This complex will 
also handle all maximum and medium security females. 
Minimum security facilities for both males and females 
will be increasingly dispersed throughout the state; the 
existing facility at Los Lunas will be one, and one or 

After 1980 

The preceding discussion covers short-term bed 
capacity needs for New Mexico corrections. In 1979, 
however, the new sentencing act will go into effect. 
Because many details of the legislatior' remain to be 
clarified. and because significant legislative amend
ments are recommended in this plan, it is not now 
possible to astimate the precise impact of the legisla
tion. Even if no revisions are made in the legislation, the 
variability allowed the courts in sentencing decisions 
and the impact of plea-bargaining are so substantial 
that some experience with the new bill is needed before 
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more smaller programs will be located in other regions 
of the state. 

A comparison of population forecasts and bed cap
acities shows a system capacity in the major facilities 
of approximately 1400 beds for males and 118 beds for 
females in 1980, with corresponding population pro
jections of 1320 males and 85 females. 

In summary, with the new construction recommended 
in the Master Plan. total system capacity will be suffi
cient in number of beds and in the mix of security 
classifications. 

long-term planning is undertaken. 
It appears likely that inmate populations will rise 

markedly soon after the legislation goes into effect in 
1979, if it is not drastically changed. The direction of 
impact, in short. is clear, even though the scope of the 
increase is less certain. It is, therefore, imperative that 
the DiviSion of Corrections closely monitor the changes 
in the system during the coming three-year period, with 
the goal of determining by late 1979 the longer range 
need for facilities. 



2 Precorrections 

The criminal justice process is administered in stages 
as a flow-through system. Each stage up to the trial is a 
screening device, adhering to an increased standard 
of legal proof. Defendants who are tried and convicted, 
or plead guilty without trial, are sentenced, and thus 
become the clients of corrections. For this reason, it is 
appropriate to begin a master plan for corrections with 
an analysis of sentencing and alternatives. 

The tracHtional designation of corrections as the final 
stage of the criminal justice system underplays the 
essential connections between corrections and other 
units of the justice system. The arrest of an adult for a 
felony can usefully be analyzed as a "screening deci
sion" that introduces to the criminal justice system a 
particular person who may ultimately reach correc
tions. Local\:rosecution policies and priorities reduce 

Preprosecution Program 

The New Mexico Division of Oorrections (through the 
Field Services Bureau) should establish a statewide 
preprosecution program,l Pre prosecution programs 
are designed to intervene early in the cases of individ
uals with whom social services and formal supervision 
have a strong potential for averting futUre criminal 
behavior. Preprosecution programs screen cases to 
identify those that can be handled expeditiously by 
means other than full prosecution. The typical program 
participant is a young offender, with strong community 
ties whose al/eged criminal act does not display a pat
tern demonstrating criminal orientation and whose of
fense may be drug-, alcohol·, or economics-related. 
Preprosecution programs can thus have a significant 
impact on the volume and characteristics of the crim
inal proceedings for which publlc funds must be allo
cated. 

The Master Plan Team's analyses of current inmate 
profiles demonstrate that a significantly high percen
tage of crimes are associated with drug and/or alcohol 
abuse and economic need and are committed by rela
tively young and unsophisticated offenders. Inventories 
of programs and services conducted by the Master 
Plan Team demonstrate that local resources are not 
consistently available in all judicial districts, and there 
is a lack of programs aimed at this population and at 
similar offenders who are on probation but in need of a 

1. See New Mexico Standards and Goals (1976), Standards 1.1-
2.2, pp. 231-34, 1nd S(:lOdard 2.1, p. 313 
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and refine the population who, after being arrested, 
ultimately face criminal charges and perhaps trial. 
Procedural guarantees, substantive law, and the un
predictable nature of trials result in a great deal of 
further screening and refinement. 

Sentencing, however, is the ultimate screening func
tion of the criminal justice system. It is the exclusive 
purview of the judge, whether the case is disposed of 
by plea negotiation or by trial. 

Currently New Mexico judges have only two alterna
tives available at sentencing: (1) to commit the defen
dant to incarceration in the state's correctional institu
tions; or (2) to suspend or defer the sentence prescribed 
by law, generally sentencing the defendant to a term of 
probation, often with certain conditions. 

program. For these reasons, a system of preprosecution 
programs administered through a state agency is a 
necessary and pragmatic element in the total criminal 
justice system. 

The preprosecution program should be available to 
adults arrested for felony offenses who meet the fol
lowing criteria: 

- the defendant has no prior felony or misdemeanor 
conviction showing a pattern of similar behavior 

- the defendant's record does not indicate that pro
bation or parole has ever been withdrawn or revoked 
without thereafter being completed 

- the defendant's record does not indicate that s/he 
has been diverted pursuant to the preprosecution 
statute within five years before the alleged commis
sion of the charged offense 

- the defendant has no prior felony conviction within 
five years before the c;l/eged commission of the 
charged offense 

- the defendant is not charged with a crime of serious 
violence or the sale of drugs. 

Persons meeting these criteria should be referred by 
the court to the judicial district's preprosecution pro
gram. The program should be operated through the 
Division of Corrections Field Services Bureau offices in 
conjunction with local agencies. Field Services person-



nel should interview each person referred and prepare 
a plan for that individual's participation in the preprose
cution program. The plan may require involvement in a 
community corrections program (residential or out
patient), drug or alcohol counseling, restitution, com
munity work, and/or psychological counseling. 

This plan (in the form of a contract between the de
fendant and the court) should be submitted to the court 
for approval before criminal proceedings are suspend
ed. In addition, the defendant must specifically waive 
the right to a speedy trial. (Waiver of any other proce
dural rights is not necessary or appropriate to the pro
gram's objectives.) Criminal proceedings should be 
suspended for a period of six to twenty-four months, 
during which time regular progress reports should be 

AN ACT 
RELATING TO THE DIVERSION OF DEFENDANT FROM 
CRIMINAL PROCEEDINGS AND PREPROSECUTION PRO
GRAMS; PROVIDING AN APPROPRIATION. 

BE IT ENACTED BY THE LEGISLATURE OF THE STATE OF 
NEW MEXICO. 

Section 1. SHORT TITLE. - This act may be cited as the 
"Preproser;ution Act." 

Section 2. PURPOSE OF ACT. - The purposes of the Pre
prosecution Act are to remove those persons from the criminal 
justice system who are most amenable tc rehabilitation and 
least likely to commit future offenses and to provide those 
persons with services designed to assist them in avoiding 
future criminal activity. 

Section 3. ESTABLISHMENT OF PROGRAMS. - Thl3 pre
prosecution program shall be established by the department 
of criminal justice and operated through the field services 
bureau of the division of corrections. 

Section 4. ELIGIBILITY. - Any defendant accused who has 
allegedly committed a criminal act that would consti:ute a 
felony, if convicted, is eligible to participate in the preprose
cution program provided. 

A. The defendant has no prior felony or misdemeanor 
conviction showi1lg a pattern of similar behavior; 

B. The defendant's record does not indicate that probation 
0; parole has ever been withdrawn or revoked without there
after being completed; 

C. The defendant's record does not indicate that slhe has 
been diverted pursuant to this section within five years prior to 
the alleged commission of the charged offense; 

D. The defendant has no prior felony conviction within five 
years prior to the alleged commission of the charged offense. 

Section 5. DISTRICTATIORNEYAPPROVAL-REFERRAL 
TO PROGRAM. - The district attorney of the judicial district 
having jurisdiction over the defendant, shall certify whether 
the defendant is eligible to participate in the preprosecution 
program. In the event that the defendant is not eligible to 
partiCipate in the preprosecution program, the district attorney 
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filed with the court and reviewed by the district attor
neys, who may, if warranted, reinstitute prosecution of 
defendants ",,"'0 fail to adhere to the program success
fully. 

The goals and objectives of preprosecution programs 
necessitate close monitoring and supervision of all par
ticipants, in addition to the requirements of the individual 
plan. In addition, Field Services officers should be in
volved in identifying relevant community resources 
compatible with the preprosecution programs, so that 
the number of persons diverted from the courts can be 
increased and their restitution to the community made 
more substantial. 

The Master Plan Team recommends the following 
legislation to institute preprosecution programs: 

shall either file with the court or read into the record the 
specific grounds upon which the defendant is not eligible. In 
this event the information shall be made available to the defen
dant and counsel. In the event the defendant is eligible for the 
preprosecution program, the court may refer the defendant to 
the district office of the bureau of field services of the correc
tions division of the criminal justice department. 

Section 6. PREPARATION OF INDIVIDUAL PROGRAM.
The field services bureau upon referral of a defendant by the 
court to the preprosecution program shall prepare an indivi
dualized program that may include counseling, testing for 
alcohol or narcotics abuse, restitution, public service or entry 
into a residential treatment facility. 

Section 7. AGREEMENT - WAIVER - SUSPENSION OF 
CRIMINAL PROCEEDINGS. - In the event the defendant 
agrees to the proposed preprosecution program prepared by 
the field services bureau and can be supervised, the defend
ant shall waive his right to a trial as provided by Section 
41-23-S7(b) NMSA. Upon entry of the order, the court shall 
order the defendant diverted to the preprosecution program 
and suspend the criminal proceedings against the defendant. 

Section 8. LENGTH OF TIME DEFENDANT PARTICIPATES 
IN PROGRAM - PROGRESS REPORTS - CONSEQUENCES 
OF NON-COMPLIANCE - COMPLETION OF PROGRAM. -

A. A defendant may be diverted to the preprosecution 
program for no less than six months and for no longer than two 
ye':lrs. 

B. The field services bureau shall file with the court pro
gress reports concerning the defendant not less than every six 
months. 

C. In the event the defendant does not comply with the 
terms of the diversion order, is convicted of a misdemeanor 
that reflects the defendant's propensity for violence, or is 
convicted of a felony the court may order a hearing to determine 
whether the defendant should be re-diverted from the pre
prosec:ution program and the criminal proceedings reinsti
tuted. 



-- --- ----------------------------

D. In the event the defendant completes the preprosecu
tion program the criminal proceedings shall be dismissed. 

Section 9. ADMISSIBILITY OF INFORMATION OBTAINED 
BY PREPROSECUTION PROGRAM - EFFECT OF ARREST 
RECORD INFORMATION PERTAINING TO OFFENSE.-

A. No statement or information derived by the preprose-

To fully implei;nent the preprosecution program addi
tional resources should be allocated to Field Services. 
Estimating the volume of deferred cases is difficult, but 
initially implementation is feasible with the addition of 
one half-time professional in each judicial district to 
handle investigation and supervision. When programs 
are fully operative, the essential intensive supervision 
will likely require an additional fUll-time professional in 
each judicial district that does not yet have programs. 
During the early months of the program the district 
attorney uffices in some judicial districts may undergo 
slight adjustment problems with some accompanying 
costs. However, within a relatively short time, cost sav
ings can be expected both in terms of personnel costs 
and administrative resources. Savings should be der
ived from a variety of side effects of the program; for 
example, the number of appearances by attorneys and 
the number of investigations required for trial will be 
reduced. The reductions in overall caseloads should 
allow scarce resources to be focused on the most ser
ious offenses. 

In each judicial district, an advisory committee should 

Sentencing 

To effectuate a sentencing system that guan:tntees 
justice to the individual and protects the public, (;ertain 
provisions should be added to the New Mexico st.,tutory 
scheme.2 The Criminal Sentencing Act passed by the 
New Mexico legislature in 1977 is to take effect on July 
1, 1979. The act is intended to remedy the alleged 
failures of the existing indeterminate sentencing laws. 
The impact of the act on corrections will be significant 
and complex. 

The Criminal Sentencing Act combines features of 
both determinate and indeterminate sentencing. The 
act is "determinate" in providing that the judge senten
cing a convicted felon must fix the sentence at a specific 

2. See ibid., Standard 15.7, p. 395. 
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cution program with respect to the offense with which the 
defendant is charged shall be admissible in the criminal pro
ceeding. 

B. In the event the defendant completes the preprosecu
lion program, the information pertaining to his arrest shall be 
purged. 

be created consisting of at least one representative 
from the judiciary, the district attorney's office, Field 
Services, the defense bar, and the community (repre
sented by two or three public members). The committee 
should be assigned the responsibility of monitoring the 
program to ensure that its objectives for offender re
habilitation are being met without undue risk to the 
community. The committee should be a forum for the 
resolution of problems that may impede full use of the 
program, as well as for developing more resources in 
the community. Although the proposed legislation pro
vides the fundamental administrative, legal, and fiscal 
structure, district committees should be encouraged to 
adapt the program to local conditions, consistent with 
the goals and objectives of the program. An additional 
benefit of such a committee representing all units of the 
criminal justice system and the community, is that it 
brings a comprehensive focus to local crime problems. 
Thus, the preprosecution advisory committees should 
become a functioning planning unit for the district's 
criminal justice system. 

number of years. (This requirement, of course, applies 
only where the judge has determined that the offender 
should be incarcerated; the act has not modified the 
judge's discretion to suspend or defer sentence.) The 
act is "indeterminate" because, although the legislature 
chose to reduce the statutory range of terms for first 
and second degree felonies, the range remains fairly 
broad. In the case of a first degree· felony, the act 
provides that "the court shall set a definite term of not 
less than 10 years nor more than 25 years; for a second
degree felony, the court shall set a definite term of not 
less than seven years nor more than 15 years." In oper
ation, such a sentencing system could fail to produce 



the deterrent effect ascribed to determinate senten
cing, while nonetheless allowing serious disparities in 
sentences that could support challenges to the validity 
of the entire sentencing scheme. 

Sentencing results in input to corrections, and the 
new law thus suggests major system consequences 
and planning implications for corrections. Because 
present estimates suggest that the average daily pop
ulation in New Mexico's correctional institutions will 
double, the Master Plan Team carefully analyzed the 
law, The analysis led the team to several recommenda
tions aimed at conserving the legislature's goal of de
terminate sentencing while avoiding enormous "ware
housing" of offenders and allowing for restitution-orien
ted alternatives to incarceration. These recommenda
tions are discussed next. 

Revision of the Criminal Sentencing 
Act 

The Criminal Sentencing Act should be revised. The 
terms provided by the act should be restricted so as to 
avoid the possibility of disparities among sentences, 
which may lead to charges of abuse of discretion or 
discriminatory practice.3 The format adopted by many 
states experimenting with determinate sentencing 
consists of deSignating a preferred base term for each 
offense, provisions for sentence enhancement, and a 
formula for setting terms higher or lower than the pre
ferred term. This policy is recommended by the Master 
Plan Team, Accordingly, the New Mexico Criminal 
Sentencing Act should specify the following base term 
provisions for persons convicted of noncapital felonies: 

- for a first degree felony, a definite term of seven 
years 

3. There are additional questions regarding the sentencing legisla
tion, including the fullowing: 

•• - The act does not contain a "purpose clause." 
.- A noncapital offender is required to serve a two-year parole ,n addi

tion to the basic sentence imposed by the court. Thus, it would be 
possible for a person to serve more than five years for a fourth
degree felony it the person's parole was revoked. This objection 
applies to any degree of felony. 

- .. The act does not specify how long a perSon whose parole is revoked 
must serve-the balance of the maximum sentence or the balance 
of the term of parole? 

- The act does not contain a limit on how far back a felony committed 
by a person will be considered a prior oHense within the meaning of 
the habitual criminal section (6) of the act. 

~ .. To avoid the pOSSibility that a district attorney might improperly 
"hang" the threat of filing against a person as a habitual criminal, a 
clause should be added to section 7 of the act specifying thaI such 
a threat by a district attorney would be "misfeasal1ce" of oWce. 
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- for a second degree felony, a definite term of five 
years 

- for a third degree felony, a definite term of three 
years 

- for a fourth degree felony, a definite term of eighteen 
months 

Presentence Reports 

The sentencing hearing should elicit accurate, com
prehensive information about the defendant to ensure 
that the sentence "fits" the individual, the offense, and 
the needs of the community. A presentence report 
should be required before sentencing in all felony cases 
decided by verdict or plea.4 The Master Plan Team 
recommends enactment of the following legislation: 

AN ACT 
RELATING TO SENTENCING: MAKING PRESENTENCE IN
VESTIGATIONS MANDATORY; AMENDING SECTION 41-17 
-23 NMSA 1953 (BEING LAWS 1972, CHAPTER 71, SECTION 
17). 

BE IT ENACTED BY THE LEGISLATURE OF THE STATE OF 
NEW MEXICO: 

Section 1. Section 41-17-23 NMSA (being Laws 1972, 
Chapter 71, Section 17) is amended to read: 

"41-17-23. PRESENTENCE AND PRERELEASE INVESTI
GATIONS. - A. Upon the order of any [district or] magistrate 
court, the director shall prepare a presentence report which 
shall include such information as the court may request. 
Where a defendant has been convicted of a crime constituting 
a felony, the district court shall order the director to prepare a 
presentence report. The report shall include available infor
mation about: the defendant's version of the offense; family 
history; employment history; educational background; per
sonal references; any history of drug or alcohol abuse; psy
chological background; prior criminal history; and any defense 
and prosecution statements. The report shall be filed by the 

- Section 10(A) of the act requires a consecutive sentence to be 
imposed for escape from a penal institution. The concept of running 
the sentence consecutively is sound, provided the penalty for es 
cape from a trusty pOSition or minimum security institution is reduced 
to lesser term. 

- Section 12 provides for a parole he<lring for a person who has 
committed a capital oHense. The sentence is set at thirty years. The 
act should be amended to provide for a presumption of parole 
unless certain specified criteria are shown. 

- Section 12(C) provides for a parolee to be under the supervision of 
the parole board Actual supervision is by the Fietd Services Bureau 
of the Division of Corrections of the Criminal Justice Department. 

- Section 14 of the act may infringe on the governor's constitutional 
power to pardon. 

- Section 15 of the act (meritorious deductions) seems to allow pre
computation of the good time. 

4. See New Mexico Standards and Goals, Standards 4.12-4.19, pp. 
329-30. 



director with the clerk of the district court within twenty-one 
(21) days unless waived by the defendant. 

B. Upon the order of any district court the director shall 
prepare a prerelease report which the court shall use to deter· 
mine the accused's qualifications for bail. The report shall 
include available information about the accused's family ties, 
employment, financial resources, character, physical and 
mental condition, the length of his residence in the community, 
his record of convictions, his record of appearance at court 
proceedings or of flight to avoid prosecution or failure to 
appear at court proceedings and any history of drug or alcohol 
abuse. 

C. All local and state law enforcement agencies shall 
fumish to the director any requested criminal records. Criminal 
records furnished shall not include arrest record information 
that did not result in a conviction unless admitted into evi
dence in the criminal proceedings." 

Any submitted defense or prosecution statements 
concerning the sentence should be included in the pre
sentence report. The report should be made available 
to defense counsel and to the district attorney suffici
ently in advance of sentencing to allow for presentation 
of facts to refute or amplify any portions of the report. At 
the time of sentencing, either party should hav~ the 
opportunity to present evidence in support of argu
ments that the sentence should be deferred or sus
pended, or that the term of incarceration should be 
higher or lower than the preferred term. The sentencing 
judge should include on the record the specific facts 
upon which the sentence is based. 

lJ,se of Probation 
Any felony sentence. with the exception of a life sen

tence, should be eligible to be deferred or suspended. 
Probation should be possible in any such case where the 
interests of justice would be served by such sentence. 

EffectiVe probationary supervision is central to the 
most efficient use of limited corrections funds and to the 
full use of community corrections and restitution alter
natives to incarceration. Traditionally, incarceration 
has been the norm for persons found to have committed 
serious crimes. Probation, or any other sentence that 
did not directly result in total incarceration, was con
sidered an exception or an instance of leniency. In 
recent years New Mexico, like most states, has come 
to use probation as the primary (and often exclusive) 
alternative to incarceration for felons. For first offenders, 
use of probation is so widespread it is considered 
almost the normal sentence. The exceptions generally 
recognized are for serious violence (where the violence 
was not situational but recurrent), sales of controlled 
substances, and organized crime activities. 
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Probation should be the preferred sentence where, 
considering all the circumstances of the individual de
fendant and the offense, the interests of justice would 
be served. The following criteria should be used for 
assessing the appropriateness of a deferred or sus
pended sentence, with a grant of probation, and for 
setting the conditions of probation: 

- the likelihood that the defendant will be a danger to 
others if not imprisoned 

- factors relating to the crime, including the circum
stances, the amount of harm or loss suffered by the 
victims, whether the defendant was armed with or 
used a weapon, whether the defendant inflicted 
bodily injury 

- whether the defendant planned the commission of 
the crime, whether s/he was an active or passive 
participant, and whether the crime indicated crim
inal sophistication on the part of the defendant 

- whether the crime was committed because of an 
unusual circumstance (such as great provocation) 
that is unlikely to recur 

- the defendant's background, including prior record 
of criminal conduct (type and frequency, age at 
which criminal activity began, and whether the record 
indicates a pattern of increasing criminality), prior 
probation or parole history, and willingness and 
ability to comply with the terms of probation; age, 
education, health, mental faculties, family bEick
grourd; employment and military history; addiction 
or danger of addiction to alcohol or dangerous 
drugs; the likely effect of imprisonment on the de
fendant and dependents; possible effects on the 
defendant's life of a felony record; and whether the 
defendant is remorseful 

- whether a financially able defendant has made res
titution to the victim, and whether there would be a 
greater likelihood of restitution to the victim and 
community if probation was granted, rather than 
incarceration. 

Upon applying these criteria, if the court is reasonably 
assured that the interests of justice would be served by 
sentencing a particular defendant to probation, the 
court should suspend or defer sentence accordingly. 
Conditions can be attached to the probationary grant. 
Probationary conditions should be drafted to tailor the 
supervision to the specific needs of the defendant and 
to any identifiable causes of criminal behavior. Condi
tions such as residence in a community corrections 
prog ram, voluntary commitment to a mental hospital or 
facility, or restitution may bf3 appropriate and productive 
in specific cases. 



Sentencing Workshops 

To develop guidelines for sentencing (and the use of 
probation) and to ensure equal application of the laws, 
the New Mexico Judicial Con~1erence should conduct at 
least annual sentencing w<;lrkshops with all district 
court judges)) The workshops should focus on clarify
ing interpretations of the law, the use of probation, and 

exploring areas where resources could be developed 
to assist judges in improving the efficacy of their sen
tencing. In addition, data on sentences should be col
lected regularly from the various districts. The Adminis
trative Office of the Courts should prepare an annual 
report summarizing sentencing data, for dissemination 

. during these workshops and seminars. 

Mentally Disorder'ed Criminal Defendants 

For:ansics encompasses both precorrections issues, 
often entailing a diversion of offenders out of the cor
rections system, and postGommitment services. This 
section thus contains a discussion that is also relevant 
to the institutional programs and services discussed in 
Chapter 5. In order to discuss the forensics system as 
a whole, however, all Master Plan recommendations 
regarding forensics are presented here. 

The term "forensics" refers to the psychiatric evalua
tion and treatment of mentally disordered or retarded 
criminal offenders. The diagnostic or evaluative facet 
of forensics is r'aised by the criminal law's recognition 
of the mental or intentional component 01 crimes (I.e., 
"mens rea"). For a crime to have been committed, 
there must be both commission of a proscribed act 
(Le., "actus reus") and a criminal state of mind - that 
is, both an act and the intention to commit an act that 
the offender understood to be proscribed. This princi
ple has given rise to intricate legal issues of "com
petence," "diminished capacity," and "innocence by 
reason of insanity." Treatment can range from long
term inpatient care to occasional outpatient counseling 
sessions. 

In New Mexico, the forensics system is presently 
composed of the Forensics Treatment Unit at the New 
Mexico State Hospital, the Psychological Services Unit 

AN ACT 
RELATING TO MENTAL CONDITION OF CRIMINAL DEFEN
DANTS - EVALUATION - TREATMENT; AMENDING SEC
TION 34--2-26 NMSA 1953 (BEING LAWS 1953, CHAPTER 
43, SECTION 1). RELATING TO THE MENTAL CARE OF 
CRIMINAL DEFENDANTS AND INMATES COMMITIED TO 
THE PENITENTIARY. 

5. See IbId .. Standard 63, p. 253 
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at PNM, and some additional community-based ser
vices, most notably the mobile evaluation teams ad
ministered through the Department of Hospitals and 
Institutions. Evaluation and treatment roles are shared 
throughout the system: the State Hospital conducts 
evaluations for the courts, as well as housing offenders 
for treatment; likewise the Psychological Services staff 
at PNM both conducts court-ordered diagnoses and 
provides outpatient treatment for offenders in PNM anl' 
other correctional facilities. 

Forensics necessarily entails a "dual system" of cor
rectional and mental health roles. In New Mexico, the 
dual system has been troubled by ambiguities of juris
diction and overlapping services. Present forensics 
resources are not adequate to meet the magnitude of 
mental health problems among offenders, and this in
adequacy is exacerbated by the lack of a unified and 
organized system for dealing with forensics cases. The 
Master Plan recommendations thus contain a reorgan
ization of forensics responsibilities and an increase in 
resources allocated to forensics purposes. 

The following statutory provisions are necessary to 
implement a system that responds appropriately and 
with minimum disruption to the special problems of the 
mentally disordered criminal defendant: 

BE IT ENACTED BY THE LEGISLATURE OF THE STATE OF 
NEW MEXICO. 

Section 1. Section 34-2-26 NMSA 1953 (being Laws 1976, 
Chapter 43, Section 1) is amended to read: 

34-2-26. MENTAL CONDITION OF CRIMINAL DEFEN
DANTS - EVALUATION - TREATMENT.--



A. Whenever a district court finds it necessary to obtain 
an evaluation of the mental condition of a defendant in a 
criminal case, and whenever the court finds it desirable to use 
state facilities to assist in making the evaluation, the court shall 
contact the secretary of the hospitals and institutions depart
ment for arrangement and designation 01 suitable available 
facilities. Upon such contact, the secretary shall advise the 
court whether the defendant shall be retained in the local 
facilities available to the court. for visit by diagnostic personnel 
furnished by the state, or whether the defendant shall be 
transported by the county to facilities designated by the secre
tary for the purpose of making an evaluation. 

B. If the secretary elects to have the defendant retained at 
the court's local facilities, he shall notify the court when the 
state diagnostic personnel will visit the local facilities; pro
vided that, such visit shall be no later than two (2) weeks from 
the time of the court's initial contact with the secretary. 

(1) After the evaluation of the defendant is completed, 
the state diagnostic personnel shall make themselves avail
able for depOSItion to declare their findings. The usual rules of 
evidence governing the use and admission of the depOSition 
shall prevail. 

(2) If the secretary finds that the state diagnostic per
sonnel will be unable to initiate the investigation within two (2) 
weeks from the time of the court's initial contact with the 
secretary, then the secretary shall call upon the county sheriff 
of the county wherein the defendant is incarcerated and have 
the defendant transporteci to facilities designated by the sec
retary for the purpose of conducting the evaluation. 

C. If the secretary elects to have the defendant trans
ported to the facilities deSignated by the secretary for the 
purpose of evaluation, the evaluation shall be commenced as 
soon as possible after the admission of the defendant to the 
facility, but, in no event, shall the evaluation be commenced 
later than seventy-two (72) hours after the admission. The 
defendant, at the conclusion of the evaluation, may be returned 
by the secretary to the facilities of the court upon not less than 
three (3) days' notice. After the evaluation is completed, the 
state diagnostic personnel shall make themselves available 
for deposition to declare their findings. The usual rules of 
evidence governing the use and admissibility of the depOSi
tion shall prevail. 

D. Documents reasonably required by the secretary to 
show the medical and forensic history of the defendant shall 
be furnished by the court when required. 

E. After an evaluation and upon reasonable notice, the 
court may commit a defendant to the secretary for custody 
and treatment. A defendant so committed shall be treated as 
any other patient committed involuntarily. When deemed by 
the secretary to be medically appropriate, the defendant may 
be returned to the custody of the court upon not less than three 
(3) days' notice. 

F. The secretary shall make regular reports to the court at 
intervals of no more than 90 days. A defendant committed 
under this section may not be released without the approval of 
the court. 
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G. If the secretary determines that a defendant is compe
tent to stand trial, l1e will be returned to the custody of the 
court. 

(1) The court shall credit time spent in the custody of 
the department of hospitals and institutions to a later sentence 
the individual may receive for the same offense. 

(2) An initial determination of incompetency shall not 
exclude a defendant from benefiting under this section. 

H. A defendant may be held under the authority of the 
department of hospitals and institutions, under the provisions 
of this section, for a maximum of three years, or the term for the 
underlying offense, whichever is less. 

I. The secretary may, in appropriate circumstances, st:ek 
an ac.'iudication ofincompetency and sale, conveyance, lease 
or er.cumbrance of property pursuant to NMSA 32-3-1 (1953 
Rev. Comp.) et seq. The secretary. for the purposes of this 
section, is a person andlor interested person. 

fF;1 J. All acts to be performed by the secretary of the 
hospitals and institutions department pursuant to this section, 
may be performed by the secretary's designee. 

Section 2. Section 34-2-27. [NEW MATERIAL] MENTAL 
CONDITION OF CRIMINAL DEFENDANTS - USE OF PRO· 
BATIONARY TERMS FOR THE COMMITMENT OF MENTALLY 
DISTURBED DEFENDANTS. -

A. Where at the conclusion of the criminal case. upon the 
entry of the final judgment through verdict or plea, the district 
court judge determines that the defendant is in need of psy
chiatric care or counseling, and that the interests of justice 
would be served by such care and counseling, and that the 
interests of justice would be served by such care and counsel
ing rather than incarceration, the court may defer or su,:,pend 
sentence and place the defendant on probation with the con
dition that she/he obtain such care or' counseling. Commitment 
to the department of hospitals and institutions may also be an 
appropriate condition of probation in certain circumstances. 
The circumstances in which such conditions of probation shall 
be deemed appropriate, although not the exclusive circum
stances, involve defendants evaluated as sexually disoriented, 
gravely disabled, mentally retarded, or persons found not 
guilty by reason of insanity. 

B. In no circumstances shall the defendant be held in
voluntarily under the authority of the department of hospitals 
and institutions in excess of the probationary term. The court 
shall require regular progress reports. which may include 
reports from any institution where a delendant has been 
pl3ced, during the probation. If at any time, the secretary of the 
department of hospitals and institutions determines that the 
defendant is no longer in need 01 custo(jial care and treatment. 
the recommendation will be made in a written report to the field 
services bureau and to the district court that the conditions of 
probation providing for custodial care and treatment be stric
ken or modified. 

Section 3. Section 34-2-28. CARE AND TREATMENT OF 
PERSONS COMMITIEO TO THE DEPARTMENT OF COR· 
RECTIONS, SUFFERING FROM CHRONIC MENTAL DISA· 
BILITIES.-



A. If the chief of tile forensic unit at the department of 
corrections determines that an inmate has a serious mental 
disorder or disability and that such illness is chronic, a recom
mendation shall be made that the inmate be transferred to the 
care and custody of the department of hospitals and institu
tions. 

B. Upon agreement with the secretary of the department 
of hospitals and institutions, the inmate shall be transported to 
the state hospital at Las Vegas, New Mexico, or any institution 
designated by the department of hospitals and institutions. All 

Presentence Evaluations 

It is recommended that all psychiatric evaluations of 
offenders before actual commitment to the custody of 
the Division of Corrections be conducted by the Depart
ment of Hospitals and Institutions. Evaluations included 
within the meaning of this recommendation include 
evaluations of competence to stand trial and evaluations 
related to defense by reason of insanity, as well as 
presentence evaluations assessing the probable im
pact of incarceration On the mental state of the defen~ 
dant. 

Diagnostic commitments to PNM (orto any other cor
rections unit, including those developed pursuant to this 
Master Plan) should be discontinued with an due speed. 
Such diagnoses are most appropriately accomplished 
outside the prison setting, free of the distortions intro
duced by incarceration. Moreover, the present practice 
of diagnostic commitments to correctional facilities 
necessitates a significant diversion of correctional psy
chiatric staff time and energies, with detrimental effects 
on the planning and delivery of services for those of
fenders already incarcerated. 

It is recommended that the present DHI Mobile Eval
uation Teams be expanded to cover all judicial districts 
in New Mexico. Although evaluations can be carried out 
either at the state hospital or by the mobile evaluation 
teams, it is recommended that the mobile evaluation 
teams or other available local resources (e.g., the Ber
nalillo County Mental Health Center) be used wherever 
possible. The reasons for this recommendation are 
similar to those for removing diagnostic responsibilities 
from the PNM staff: diagnosis is best accomplished in 
a "community" or noninstitutional setting familiar to the 
offender; and the assignment of diagnostic cases to a 
treatment facility interferes with the primary function of 
that facility - careful case planning and treatment. 

6. See Approach AssOCiates, New MexIco Master Plan lor MenIal 
Heal/IJ (January 15 1978) prepared for the OHI, 
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subsequent decisions as to the nature and scope of treatment, 
including placement, program involvement, type of care and 
control, and facility assignment shall be within the authority of 
the department of hospitals and institutions. The inmate will 
remain in the care and custody of the department of hospitals 
and institutions until his/her sentence is served. Under no 
circumstances, may such an inmate be held under the authority 
of the department of hospitals and institutions beyond the term 
of his/her sentence. 

Commitments to Mental Health 
Facilities 

When the mental health eValUfJtion concludes that 
the offender is not competent to stand trial or would not 
benefit (or would be harmed) by incarceration in a cor
rectional facility, the court should commit the defendant 
to an appropriate mental health facility or program.6 

Offenders so committed should be protected by due 
process rights, such as the right to a jury trial before 
involuntary commitment and the right to regular review 
of thair status. 

The "appropriate" placement is determined accord
ing to: (1) the kind of care required (which varies de
pending on whether the defendant is mentally retarded 
or mentally ill and according to the precise diagnosis of 
mental illness); and (2) the need for and available level 
of security or custody to prevent risk to the safety of the 
offender or others. 

When the professional staff of the institution or pro
gram to which the offender has been committed deter
mines that the mental disability has been resolved or 
has stabilized, the staff should report this conclusion 
(together with a transitional or follow-up care plan) to 
the appropriate criminal justice authority, typically the 
court. In cases in which criminal proceedings were 
suspended during the defendant's commitment or in 
which the defendant was placed in a facility or program 
as a condition of probation, for example, the offender 
would be returned to the criminal justice authority for 
criminal proceedings, where appropriate. Under no 
circumstances should the term of commitment exceed 
the maximum term of incarceration for which the defen
dant was brought to trial unless the defendant first 
goes through a civil commitment process. 



Table 2-1: ) Elements of the Forensic Treatment Program 

Competency 
Examinations 

Presentence 
Diagnosis and 
Evaluation 

Commitment 
for 
Treatment 

Inpatient 
Care during 
Incarceration 

Community 
Mental 
Health 

Centers 

• 

• 

Inpatient Forensics Treatment, 
Division of Corrections 

The facilities of the Psychological Services Unit at 
PNM should be remodeled to provide up to twenty-five 
inpatient beds for short-term care and treatment of in
mates suffering from episodes of acute mental illness. 
This component of care would supplement the current 
outpatient counseling provided at PNM. 

The inpatient unit should be placed on the upper 
floor of the current Psychological Services wing of PNM. 
Under no circumstances should inmates be committed 
directly from the courts to this unit, which is intended 
only for inmates whose psychiatric episodes occur after 
(or as a result of) their commitment to Division of Cor
rections incarceration. Responsibility for PNM psycho
logical services should be lodged with the director of 
the unit, who should report administratively to the Bur-

DHI DHI DOC 
Mobile Forensic Penitentiary 

Evaluation Treatment Treatment 
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Team Unit Unit 

• • 

• • 

• 

• • 

eau of Programs and Services. The Psychological Ser
vices Unit should provide "satellite" .<;;ervices to all other 
correctional facilities, coordinated through the Bureau 
and Programs and Services. 

If the director of the Psychological Services Unit de
termines that an inmate's psychiatric disorder Is severe 
and chronic, a request should be made for the State 
Hospital of New MeXico to assume responsibility for the 
housing, care, and treatment of the inmate. Such trans
fers would remove the offender fully and finally from the 
authority of the Division of Corrections, for the duration 
of treatment and confinement on the present offense 
charges. 

Because little if any preincarceration diagnostic func
tions will be required of Psychological Services Unit 
personnel, the only additlonal personnel required in 
the immediate future to staff the inpatient unit at PNM 
are one psychiatrist and two psychiatric technicians. 



3 Intake and Classification 

In the coming years, the complexity of the New Mex
ico correctional system will increase dramatically, as 
new community programs are developed and addi
tional facilities are built. In order to use these programs 
and facilities most effectively, it is essential that a 
sophisticated intake and classification system be de
veloped. 

The intake and classification function should be the 
central mechanism by which the individual offender 
committed to the Division of Corrections is placed within 
the system of programs and facilities.1 The essential 
goal::; of an intake and classitication system are to eval
uate each offender's potential for rehabilitation and risk 
of violence or escape and to make (or revise) program 
and housing assignments based on these evaluations. 
The intake and classification system is thus a corner
stone of the double responsibilities of c,)rrectional ad
ministration: offender rehabilitation and institutional and 
community security and safety. The Intake and Classi
fication Center (ICC) proposed here for New Mexico 
follows the guidelines for correctional administration 
developed by all authorities on conterr.po:-ary correc
tions.2 

Implementation of the ICC concept will entail major 
changes in the curtent corrections system. Chief among 
these changes are: 

_. Functions: Intake and classification functions should 
be upgraded, and significantly greater resources 

ICC Functions 

As shown in Figure 3-1, all offenders sentenced to 
incarceration in the New Mexico adult correctional sys
tem should be committed by the courts to the custody of 

AN ACT 
RELATING TO PLACE OF COMMITMENT; PROVIDING FOR 
SENTENCES TO RUN TO THE DEPARTMENT OF CORREC· 
TIONS; il,MENDING SECTION tlOA-29-13 NMSA (BEING 
LAWS 1963. CHAPTER 303, SECTION 29~ 12. AS AMENDED). 

BE IT ENACTED BY THE LEGISLATURE OF THE STATE OF 
NEW MEXICO: 

I See New MexicO Standards and Goals (1976). Standards 5.1--
52. pp. 333·34 

2. National AdVisory Commission on Criminal Justice Standards and 
Goals. Corrections (1973). Standards 6.1.6.2; American Law Institute. 

should be invested in developing detailed program 
plans and carefully defined security classification 
(housing assignment) procedures. 

- Facilities: The ICC must be housed in a new facility 
phys;~alli and administratively separate from any 
existing or proposecJ facility. 

- Administration: The ICC should be accountable to a 
new Bureau of Programs and Services and, in mat
te'rs concerning placement and programming for 
individual offenders, should have superior authority 
to the administrators of individual correctional facili
tiEtS. 

- Siaffing: Significant changes in staffing, including 
reassignment of some existing personnel and addi
tion of others, are needed to ensure that the functions 

I of the ICC are completely accomplished. 
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Implementation of the ICC is the single most impor
tant recommendation of the Master Plan. Unless the 
central administrative capability provided by the ICC is 
developed, the other recommendations of the Master 
Plan - for new community and institutional programs 
and for additional or remodeled facilities - cannot be 
fully and effectively implemented. Even in the absence 
of such innovations, efficient management of the grow
ing number of offenders requires an improved intake 
and classification system. 

the secretary of the Division of Corrections, and be 
transported to the ICC. The Master Plan Team recom
mends the following legislation: 

Section 1. Section 40A-29-13 NMSA (being Laws 1963, 
Chapter 303, Section 29-12, as amended) is amended to 
read: 

40A-29-13. Place of imprisonment - Commitments. -
A. Persons sentenced to imprisonment for a term of one 

(1) year or more shall be imprisoned in f\fl&state penitentiary] 
a corrections facility designated by the corrections division of 

Modt'! Penal Code. (1962). Part III. Article 304; National Clearinghouse 
for Cnmlnal Justice Planning and Architecture. Guidelines for the Plan· 
nmg and Design of Regional and Community Correctional Centers for 
Adults (1971). Section B. 



the criminal justice department, unless a new trial is granted 
or a portion of such sentence is suspended so as to provide for 
imprisonment for less than one (1) year, then such imprison
ment may be in such place of incarceration as the sentencing 
judge, in his discretion may prescribe. 

B. All commitments, judgments and orders of the courts 
of this state for the imprisonment or release of persons in the 
penitentiary shall run to the [penitentiary ef ~!ew MO)(iooj cor
rections division of the criminal justIce department, but nothing 
herein contained shall invalidate or impair the validity of any 
commitment, judgment or order of any court in this state di
rected to the superintendent [eHeJ warden of the penitentiary 
of New Mexico, or to the penitentiary of New Mexico, and all 
such commitmeTlts, judgments and orders shall be treated 
and construed as running to the corrections division of the 
criminal justice department. 

CommItment to 

C. There is created within the adult institutions bureau of 
corrections division of the criminal Justice departm(3nt an intake 
and classification center. The intake and classification center 
shall have the following duties: 

1. initial processing of all inmates sentenced to the 
department of corrections and for aI/ diagnostic commitments 
to the department of corrections; 

2. classi"/ inmates for housing assignments: 
3. develop an individualized plan for participation by 

each inmate in programs, work assignments, cJf1d specIal 
needs; 

4. monitor each inmate's progress during in~arceration 
and reclassify or modify classification assignments as may be 
necessary, taking into consideration the overall nE1eds of the 
inmate population, institutional and facility requirements, and 
the individual inmate's needs. 

DHI ForenSIc Treat'l1ent UnIt 
or other Mentat Health Program 

Intake and 
ClasslflcatJon 
Center 

Commumty Treatment( 
DIverSIon Programs 

I ~ ,,"",,"""' q (probatIon) 

Figure 3-1 : Sentencing Options and Offender Flow 
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Per\Jten\laly 01 New MeXICO 
(maxImum secutlty) 
Los Lunas Correctional Center 
(medium secufJly) 
Los Lunas Correcllonal Cenlm 
Camp Sierra Blanca 
(minimum sccunty) 



Only three categories of offenders should not enter 
the adult corrections system at the ICC:3 

- offenders sentenced to "straight probation" 
- offenders sentenced, as a condition of probation, 

directly to community treatment or diversion pro
grams 

~ offenders who, following a psychiatric evaluation by 
DHI personnel, are committed to the state hospital 
or other mental health facility or program 

The primary ICC activities entail an expansion and 
elaboration of activities currently conducted at the 
Admissions and Orientation Unit at the penitentiary. 
The responsibilities of the ICC are detailed below. 

Orientation 
Each new inmate should participate in an extensive 

orientation program designed to provide the inmate with 
an understanding of the correctional system, its rules, 
and the opportunities it provides. The primary goals of 
orientation are to impress on the offender the serious
ness of the transition from community life to incarcera
tCfI .... nl!e minimizing the traumatic and disorienting 
aspects of ihat transition. The offender should be given 
a c;ear understanding of the new "social system" s/he 
is entering. likewise, the orientation period should be 
structured to help minimize inconveniences to the of
fender's lamily (which typically follow the incarceration 

. of a family member, often the family's primary wage 
earner). 

The following topics should be included in the orienta
tion (which should last approximately two weeks): 

- preview of intake and classification procedures and 
responsibilities 

-" overview of the correctional system, including iden
tification of available facilities, programs, a~d ser
vices 

- review of rules, regUlations, disciplinary procedures, 
and prisoners' civil rights 

- detailed discussion of correspondence, visitation, 
and community release or furlough procedures 

_. introduction to "prison life and society," including 
discussion of the interpersonal relationship pEltterns 
typical among inmates 

The orientation period should also include provisions 
for offenders to make necessary arrangements for and 

3, This recommendalion changes the current statute commithng 
ollenders to the custody of the warden of PNM. See New MeXICO 
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with their families. Offenders should be encouragad 
not only to understar.d what to expect during their in
carceration, but also to coordinate that understanding 
with plans and arrangements for their families during 
that period of time. 

Medical Examination 

Each entering offender should receive a complete 
medical examination at the ICC. This is necessary not 
only so that illnesses and other health and hygiene 
problems can be treated, but also in order to avoid 
program or work assignments that might be Je"lrimental 
to the inmate's health. Medical staff should also thor
oughly examine inmates for indications of drug or alco
hol abuse.4 

Program Placement 

Each new inmate should remain in the ICC for a 
period of approximately six weeks. The major task of 
the ICC staff during this period should be to develop a 
"program plan" for the individual offender, in which the 
services and programs most appropriate to the offen
der's needs and potentials are outlined. Key aspects of 
the program development for individual offenders are 
described in detail in the following sections. A schema
tic summary of the program placement and planning 
function is contained in Figure 3-2 . 

Program Design 

In the program plan, primary attention should be given 
to the initial placement of the offender, A tentative pro
spectus or outline of "steps" for the inmate during the 
entire period of incarceration should also be developed, 
although this prospectus may well change during the 
period of incarceration. 

Rehabilitation strategies can be based on a number 
of causal theories. SOtTle theories focus on personality 
issues and suggest that rehabilitation requires changes 
in self-concept and other personal attitudes or charac
teristics. Others argue that rehabilitation involves re
structuring the socioeconomic opportunities open to 
an offender, in order to make criminal behavior compar
atively less attractive (or necessary). In developing a 
program plan for inmates, it is necessary to apply 

Standards and Goals. Standard 15.12, p. 400 
4. See ibid., Standard 1.6, p. 301. 



Phase I: 
Data 
Collection 

Focusing on: 
-social 
-psychiatric 
-vocational 
-education 

Sources: 
-forensics reports 
-presentence roports 
-ICC interviews 
-ICC background checks 
-ICC tests 
-ICC observation 

Phase II: 
Diagnosis 

Analysis of: 
-sources of criminal 

behavior/problem 
-personality 
-socioeconomic 
-potentials for 

rehabilitation 
-aptitudes 
-skills 
-interests 
-community ties 

Supplement 

Phase '": 
Placement 
Plan 

Stated as: 
-initial placement 
-subsequent steps 
-performance objectives 

for each step 

Constrained by: 
-security classification 

housing assignment 
-length of sentence 
-program availability 

Designed with: 
-inmate participation 

Revise Revise 

Phase IV: 
Periodic or Forced 
Evaluation 

Initiated by: 
-preestablished 

interval since initial 
placement or last 
evaluation 

-inmate request 
-facility superintendent 

request 

Figure 3-2: Schematic Summary, ICC Program Placement and Planning for Individual Offenders 

these and other concepts with some sophistication 
and with attentiveness to the particular circumstances 
of the offender. Proper program planning involves both 
accurate diagnosis of the sources ot the individual's 
criminal behavior and development of practical reme
dial actions. 

It is important to acknowledge the generalization that 
rehabilitation efforts that require changing the inmate's 
personality become less and less feasible or effective 
the more restrictive the institutional setting becomes. 
This is a major reason for the rule of thumb guidIng 
contemporary classification systems: that each offen
der be placed in "the least restridive" environment 
feasible. Many correctional authorities believe that, in 
maximum and medium security facilities, rehabilitation 
occurs only in vocational or educational training pro-

5. For a model formal for such data collection, see National Claar
inghouse, op. cit. in note 2. Section B. 
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grams that offer at least the possibility of broader 
socioeconomic opportunities. 

Program planning must thus be seen as a course of 
action; where, for example, security classification de
cisions initially require closer security than is optimal 
for personality change or growth, particular attention 
should be given to incentives by which the offender 
may earn a way into less restrictive settings. 

Diagnostic Data 

Program placements should integrate information 
from a variety of sources and regarding a large number 
of offender characteristics.s In addition to information 
concerning the inmate's criminal history, the iollowing 
categories of data should be collected: 



- Social: Information on the offender's family and cul
tural background should be collected from pre
sentence and forensics reports, supplemented by 
in-depth interviews at the ICC. This information 
should be designed to ascertain the depth of the 
offenders' "roots" or ties in the community, as well as 
pointing to interpersonal or family problems that 
may be related to criminal behavior and that may 
continue to cause attitudinal or behavioral problems 
during incarceration. 

-- Psychiatric: Primary sources of psychiatric data 
should be the forensics and/or presentence reports 
to be provided by the courts. These should be sup
plemented as needed by further tests conducted at 
the ICC. More significantly, they should be supple
mented by extensive observation of the inmate's 
behavior and interactions Vvhile being housed at the 
ICC. 

- Vocational: In addition to complete background 
reports (including inquiries to employers) regarding 
past employment, all inmates should be given thor
ough vocational aptitude tests. Such information is 
critical in designing a program of prison employment 
and vocational education. 

_. Educational: Information concerning past educa
tional attainment should be verified, and former 
teacher and school counselors should be contacted, 
I,I/ith the offender's permission. In addition, inmates 
should be tested to evaluate their actual education
al attainment and to identify areas of intellectual 
aptitude and interest. Special needs, such as ESL 
courses, should be identified. 

Performance Objectives 

To clarify the expectations of all parties, the program 
plan for each offender should be specified as much as 
possible in terms of expected achievements (or "per
formance" or "behavioral objectives"). For example, 
part of an inmate's plan could be to complete GED 
certification, by an established date, as "Step 1." Such 
performance objectives serve as a kind of contract 
between the offender and the corrections staff, implying 
both an obligation by the offender to attempt to progress 
at a certain rate and an obligation by the staff to assist 
in that progress. Performance objectives tied to target 

6. See New MeXICO Standards and Goals. Standard 10.5, p. 363, on 
speCKll offender types 

7 Some inmates may have to be placed In maximum secunty housing 
for ltlelr own protection, for example. because they have been identified 
as police Informants or because they are known targets for homosexual 
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dates form convenient benchmarks for reevaluating 
the progress (or rehabilitation) of the offender. 

Offender Participation 

The offender should be fully appraised of the programs 
and services available. The program plan for the offen
der should be developed with the individual's partici
pation, so that the reasons for particular program 
placements and the expected results in terms of indivi
dual rehabilitation are mutually understood. This pro
cess of working with the inmate is important in order to 
increase the probability of successful program partici
pation and to encourage positive adjustment by the 
offender and minimize feelings of either rebellion or 
helplessness. As a more general principle, an inmate's 
right to refuse to partiCipate in any program should be 
respected. 

Security Classification and Housing 
Assignments 

Assessment of program plans should proceed in 
conjunction with the security classification evaluation. 
Whereas program plans serve rehabilitation objectives, 
security classification procedures are designed to 
manage the risks of violence, escape, and traffic in 
weapons and other contraband. Final assignment of 
offenders - to institutions or community programs and 
to particular jobs or activities within either - should be 
based on the most appropriate combination of rehabili
tative goals and security requirements. 

All such placements should be guided by a pair of 
basic rules of thumb: (1) that each inmate should be 
placed in the least restrictive security classification that 
is prudent and possible, and (2) that adequate pro
gramming should be available for all inmates, regard
less of their security classification.6 

Basic Classification Criteria 

The basic considerations governing maximum se
curity classification are: 

- the inmate has a history of extreme emotional insta
bility or of violent behavior and poses a risk of phys
ical violence (or extortion) to self, other inmates, 
staff, or the public.? 

assaults Wherever pOSSible, however, the preferred procedure In 
such cases is to remove the inmate from danger through other mech· 
anlsms, such as transfer to another institution, rather than placement in 
maximum security housing. 



- the inmate requires both physical security and close 
surveillance and supervision by staff 

-- the required security measures include "hard" insti
tutional perimeter security and stringent restrictions 
on circulation within the institution 

- the inmate needs an institution with emphasis on 
single cells, as a control device, with separate day 
areas, dining areas, and recreation and other pro
gram areas, where feasible 

- the inmate can be allowed most privileges, although 
with restrictio'1S (e.g., limited visitation frequency, 
no contact VIsitation) 

- the inmate can be allowed program participation, 
although with restrictions on setting and circum
stance (e.g., no access to classroom setting, but 
access to correspondence courses, tutors) 

The following considerations govern medium security 
classification: 

- the inmate poses no real risk of physical violence, 
but is a potential escape risk or has a history of drug 
or alcohol abuse and thus may pose contraband 
problems 

- the inmate requires some security measures, pri
marily a secure institutional perimeter, but less staff 
surveillance than maximum security prisoners 

- the inmate can be allowed relatively free circulation 
within the institution 

- the inmate can be permitted reasonable participation 
in all programs, services, and privileges within the 
institution 

- the inmate may be permitted to participate in closely 
SUpe rvised activities outside the institution 

The !.~ c;onsiderations in assigning a minimum 
security,.' ~ification are: 

- the inmate is considered responsible and reliable, 
presenting no real risk of eithar violence or escape 

-- the inmate requires few if any physical security 
measures 

- the inmate requires limited staff surveillance and 
may go unsupervised for substantial periods of time, 
subject to only occasional checks 

- although the inmate lives in a supervised facility, 
s/he may be eligible for work and education furlough 
and/or for personal leaves. 

Other Classification Considerations 

In addition to the individualized determinations re
garding the risks of violence, escape, and contraband, 
other classification criteria should be applied in deter-
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mining which prisoners to "mix" together or integrate in 
a common institutional and/or program setting. These 
criteria should be seen as guides that mayor may not 
be appropriate, depending on the individuals to be 
classified. They include: 

- Age: Where possible, relative uniformity of age in 
inmate housing groups should be encouraged, in 
recognition of the importance of peer group inter
actions. 

- Criminal sophistication: "Novice" offenders should 
not be housed with "sophisticated" offenders (as 
measured by prior convictions or incarcerations). 
Some corrections authorities believe that "sophisti
cated" prisoners are likely to regard rehabilitative 
programs cynically and, through such altitudes, 
mitigate the effectiveness of programs for less ex
perienced offenders. 

- Cliques: It is a legitimate administrative concern to 
prevent the development of cliques - whether the 
cliques are based on past association, common 
institutional activities, or cultural, religious, or racial 
identification - but only where such cliques pose a 
threat to the safety of other inmates or staff. 

- Length of sentence, time remaining: Many correc
tional administrators believe that an inmate will be 
more prone to escape attempts, the longer his/her 
remaining time to serve. While this may be a relevant 
consideration, evidence suggests that the relation
ship between length of time to be served and pro
pensity to escape is neither direct nor simple. Thus, 
considerations regarding the inmate's term or re
lease status should be applied with care and with 
attention to the particular inmate's personality, atti
tudes, and adjustment to incarceration. 

ClassificMion Instruments 

The key to fair and accurate classification decisions 
is that they be both personalized or individualized, and 
objective. They should be individualized in the sense 
that they are based en information about individual 
character and behavior, rather than on such generic 
criteria as offense categories. They should be objective 
in that they follow explicit, written criteria; to the degree 
possible, these criteria should be embodied In speciflc 
indicators, on which security classification "scores" 
can be based. With certain exceptions (including firmly 
based psychiatric diagnoses), the indicators should 
reflect "behavioral" factors, such as past offenses and 
disciplinary reports. 

There are a variety of instruments by which security 
classification decisions can be made. Exhibit A, is a 
sample of a security classification scale, in which sev-



eral behavioral indicators, all easily drawn from criminal 
history records, are ranked according to the degree of 
security restriction required when the indicator is pre
sent in an inmate's record. An alternative technique 

invclves scoring selected variables. Exhibit B is a sam
ple of this procedure. 

In both 8caling and scoring approaches the critical 
point is that classification decisions are reached largely 

Exhibit A: Security Classification Scale 

Procedure for Determining Resident Classification: Beginning with question number one proceed to answer, in 
order, each question with either a YES or NO. When the answer to all parts of a question is YES, look in the 
margin to the left of the question for the resident's security classification. 

Number per 
Assignment Assignment Cumulative 

Level Does the inmate have Percentage Level Total 

High 
1 A violent misconduct report during the past year? 3.4 27 27 
2 Two violent crime convictions, an escape history, 

and less than eight years ser/ed? 
3 Two violent crime convictions and less than four 3.4 27 54 

years served? 35.9 284 338 
4 Two misconduct reports during the past year? 0.7 5 343 

High level total 43.4 343 343 

Intermediate 
5 More than two years until he is eligihle for parole? 44.1 350 693 
6 ,A.ny violent crime conviction (or detainer) and less 

than two years served? 3.4 27 720 
7 A violent misconduct report during the past two 

years? 0.7 5 725 
8 Two violent crime convictions and an escape 

history? 0.7 5 730 
9 More than eighteen months until he is eligible for 

parole? 2.1 17 747 
10 Any violent crime conviction and less them four 

years served? 1.4 11 758 
11 Any prior felony conviction or prison incarceration 

and less than four years served? 2.1 17 775 
12 Any felony detainer? 0.0 0 775 
13 Any escape history? 0.7 5 780 
14 Two violent crime convictions and less than six 

years served? 0.0 0 780 
15 More than two prior incarcerations? 0.0 0 780 
16 Other than above? 1.4 11 791 
Intermediate level total 56.6 448 791 

Total 100.0 791 791 

Source: Gruzen & Partners/The GraCi Partnership. Rehabilitation of Trenton State Pnson \ 1977}. 
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on the basis of uniform, written, explicit criteria or indi
cators. Other factors should, of course, be considered 
if appropriate; these should be amply documented, 
however. Both exhibits are intended to be illustrative; a 
security classification instrument tailored to New Mex-

ico's inmate population must be developed by New 
Mexico officials, Development of an appropriate security 
classification instrument should be an immediate priority 
of the ICC,8 

Exhibit B: Scoring Method of Security Classification (Sample Score Sheet) 

Indicator 

Institutional misconduct (within past two years) 
Violent misconduct or report involving threat of violence 
Escape or escape attempt 
Serious misconduct (theft, contraband, false testimony, etc,) 
Violation of administrative rules 
If violation occurred within past year, add 

Criminal history 
Aggravated or premeditated violent crime (each count within past two years) 
Aggravated or premeditated violent crime (each additional count within past five years) 
Outstanding felony detainer or warrant 
Other violent crime (each count within past two years) 
Other violent crime (each additional count within past five years) 
Nonviolent felonies 

Three or more within past two years 
One or two within past two years 
Three or more within past five years 

Parole violation, technical, for present admission 
Current sentence 

More than two years remaining before earliest possible release date 
Less than two years remaining before earliest possible release date 

Miscellaneous indicators 
More than two prior incarcerations 
Psychiatric diagnosis (from at least two qualified physicians) indicating propensity 

to extreme emotional instability or violence 
Psychiatric diagnosis (from at least two qualified physicians) indicating strong 

antisocial tendencies or inability to cope with authority 
History of severe sUbstance abuse (alcoholism, hard drug addiction) 

that was still present at time of arrest 

Classification scoring 
Maximum security: 12 or more points 
Medium security: 7 to 11 points 
Minimum security: under 7 points 

Score 
(Points) 

10 
5 
4 
1 
1 

7 
4 
3 
3 
2 

3 
1 
2 
1 

2 
1 

2 

5 

3 

3 

8. As seen In Exhibit A, the classification instrument can also be 
used as a source of data tor facilities planning. When the scores of 
individual inmates are aggregated, estimates of the numbers of inmates 
falling within each security classification can be derived. The Division 
of Corrections has developecf a scale similar to that found in Exhibit A: 

in the division's effor:s to implement and refine the Master Plan recom
mendations, this (or II similar scale) should be used to estimate security 
classification proportions among the projected inmate popul!ltion (An 
abbreviated version of the division's scale was used in developing the 
initial projections deScribed In Chapter 1.) 
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Inmate Transfers 

In order to maintain consistency of inmate program
ming, the ICC staff should retain responsibility for inmate 
transfers between Institutions and for inmate program 
participation. Institutional superintendents should, of 
course, have disciplinary powers, including authority 
to curtail social privileges and programs, such as visi
tation and recreation, consistent with legal and other 
guidelines summarized in the Master Plan. All disci
plinary actions should, however, be reported to the 
ICC. Institutional personnel should have authority to 
invoke temporary five-day suspensions of an inmate's 
participation in rehabilitation programs, pending review 
by the ICC. Within the five-day period, the ICC should 
either reinstate the inmate in the program, or make 
program placement revisions. Except in extremely un
usual cases, removal of an inmate from program partici
pation should not be used for disciplinary purposes. 

Inmate Reevaluation 

The ICC should conduct regular reevaluations of 
each inmate's program plan, including the determina
tion of inmate good-time. These should occur at least 
every six months, or more frequently if an inmate's 
particular circumstances warrant. During reevalua
tions, the inmate's performance in programs and insti-

Administration and Authority 

The ICC should ~e placed administratively under the 
authori~, of the Bureau of Programs and Services (see 
Chapter 7). While the bureau should be responsible for 
management and direction of all programs and services 
at all cOl'rectional facilities administered by the Division' 
of Corrections and for monitoring of treatment programs 
under contract, the ICC should be responsible for the 
placement and monitoring of individual inmates. 1 0 

This administrative structure entails a dual reduction 
of the present authority of institutional superintendents. 
In the first place, management of the programs to be 
provided at each institution would be the responsibility 

9. The precise nature of .the information to be collected should 
depend on the program. If. for example, the program was aGED 
course, learning could be moasured by standard instruments. For a 
community release program. recidivism or violation data would be 
pertinent, In any event, the data to be collected regarding program 
perforrnance should be identified in conjunction With the Bureau of 
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tutional employment should be reviewed, and a con
ference with the inmate should address whether his/her 
interests or goals have changed. In addition to the 
scheduled reevaluations, reevaluations of inmate pro
gress can be initiated at any time at the request of 
either institutional officials or the inmate. 

Program Evaluation 

Inmate progress evaluations should be structured in 
such a way that program evaluation and planning data 
can also be extracted from the results. The evaluations 
should thus serve two purposes: to review the inmate's 
performance and to provide planning information re
garding the relative SUCC8SS or effectiveness of various 
programs and services in motivating or rehabilitating 
prisoners.9 

Prerelease and Parole Plans 

A final function of the ICC should be to develop, in 
conjunction with Field Services Bureau, a prerelease or 
parole plan. As inmates near release, they should meet 
with representatives of both units to develop such a 
plan. The plan should be a logical extension of the 
inmate's institutional program plan developed by the 
ICC. 

of the Bureau of Programs and Services; secondly, 
individual inmate program participation would be the 
decision of the ICC. The primary reasons for these 
revisions of responsibility are to centralize inmate 
placement decisions and to reduce. interinstitutional 
conflicts over transfers and housing assignments. When 
the ICC is completed, it will be important to maintain 
close coordination between institutional administrators 
and ICC personnel. 

lCC housing and program assignments should be 
made by an inmate review team. The inmate review 
team should develop recommendations on initial place-

Programs and Services (10 be established in the central office of the 
Division of Corrections). 

10. As discussed in Chapter 7, the performance of the ICC, as well 
as its criteria and procedures lor inmate assignments. should be per
iodically reviewed by the Bure,au of Programs and Services evaluation 
committee. 



ments, and on requests for transfers of inmates between 
institutions or for changes in program plans. The review 
team should also consider documentation provided by 
the inmate and/or the institutional superintendent re
garding incidents and motivations leading to a request 

Facility 

The ICC should be physically as well as administra
tively separat\3 from any present institution; it is therefore 
an immediata priority to plan and construct a new facility 
for the ICC. The new facility should be designed for a 
projected 1985 capacity of 208 beds. Design criteria 
and capacity requirements for the new facility are pre
sented in Chapter 6. 

Interim Measures 

In the period before completion of the new ICC facility, 
it is recommended that the ICC be housed in one or 
more of the cellhouses in PNM. This solution must only 
be an interim measure, however; it is critical that the 
ICC function be removed as soon as possible to a new 
and separate facility, where the environment will be 
more appropriate for assessing inmate behavior and 
preventing the needless detrimental effects of maxi
mum security incarceration on many prisoners. 

The environments of the present correctional facilities 
are inadequate in these respects. Custodial and logistic 
problems that will arise in the existing facilities will 
necessarily interfere with the primary mission of the 
ICC. 

Staffing 

Implementation of the ICC will require a substantial 
increase in staff, particularly professional staff. Current
ly, the admissions and orientation function at PNM is 
the responsibility of one caseworker, with partial ad
ministrative support from the classification officer, and 
with specialized support provided by the Psychiatric 
Services Unit and the Educational Services Unit. In 
ordel' for the ICC to fulfill its mission, it will have to 
increase substantially the number and types of staff 
members undertaking each of its functions. 

Stalff Positions 

Although staffing levels will need to expand as the 

for a change. Decisions by the inmate review team 
should be subject to appeal, by either the inmate or an 
affected institutional superintendent, to the dirt3ctor of 
the Division of Corrections. 

Site Considerations 

Primary criteria to be applied in selecting a site for 
the new ICC facility include the following: 

- proximity to existing professional staff resources 
(such as psychiatric. educational, and medical per
sonnel) 

- proximity to areas sending large numbers of offen
ders into the corrections system (in order to facilitate, 
as much as possible, visitation and consultation 
between inmates and their families) 

- travel and correctional logistics, including access to 
major transportation routes or proximity to major 
correctional institutions 

- cost factors such as the availability of land owned 
by the state or Division of Corrections 

These criteria seem to limit the feasible and desirable 
sites to three: the present PNM reservation; the present 
Los Lunas Correctional Center site; and a location in 
metropolitan Albuquerque. 

inmate population in the ICC expands, minimal profes
sional staff requirements are as follows: 

- Caseworkers (with at last a SA in counseling or 
social work): one per fifteen inmates (a total of four
teen caseworkers at full capacity of 208 inmates); 
tasks - intake, daily observation of inmates, liaison 
between inmates and other professional staff, su
pervision and assistance in arranging family visita
tion 

- Educational counselors: one per thirty inmates (a 
total of seven at full capacity of 208 inmates); tasks
administer achievement and aptitude tests, review 



case histories, discuss educational needs and ob
jectives with inmates 

- Vocational counselors: one per thirty inmates (a 
total of seven at full capacity of 208 inmates); tasks 
-similar to education counselors with respect to 
job needs and objectives of inmates 

- Psychiatrists/psychologists: one per forty-five to fifty 
inmates (a total of five at full capacity of 208 in
mates): tasks - review of forensics and presen
tence reports, direction of caseworkers' observa
tions, follow-up consultation and evaluation of in
mates when needed, direct counseling when ap
propriate 

- Medical/dental personnel: one physician, one den
tist, one nurse for each; tasks - intake check-ups 
and treatment as needed 

- Orientation instructors: one full-time position; tasks 
- development and administration of orientation 
curriculum; some "classroom" responsibilities 

-Inmate review team: one full-time institutions repre
sentative and one Field Services Bureau represen
tative, who would participate in inmate review team 
deliberations. 
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In addition to professional staff, the ICC will need 
custodial pmsonnel, support services, and administra
tive personnel, together with volunteers and inmate 
trustys who will be given occasional counseling re
sponsibilitie·s and a role in the orientation sessions for 
new inmates. The level of staffing required for each of 
these functions is heavily contingent on the particular 
design configuration of the new institution; during the 
interim period, however, while the ICC function is 
housed in PNM, most of these functions could be ac
complished within PNM resources at minimal cost. 

Staff Configuration 

The staff configuration should revolve around the 
concept of "teams" of professionals and paraprofes
sionals working with each inmate or with small groups 
of approximately fifteen inmates. The team approach 
provides continuity of interaction with the inmate, and 
allows the assessment professionals to become the 
core of the inmate review team when placement de
cisions are to be made. 



4 Community Corrections 

The development of community-oriented program
ming for adult offenders is a central aspect of the cor
rections system articulated in this Master Plan.1 "Com
munity programming" refers to those aspects of the 
correctional system that are geared most di rectly to the 
reintegration of offenders into society and their restitu
tion to the community. It refers typically, but not entirely, 
to correctional programs or placements of offenders 
outside of major facilities. These placements are made 

most frequently, but not always, for offenders nearing 
or following release from institutional incarceration. 
Community programming encompasses not only com
munity treatment alternatives, and community release 
(or halfway house) programs but also institutional pro
grams intended to prepare offenders for release and 
probation and parole servic::es required to manage and 
supervise the reintegration of offenders into society. 

Rationale for Community-based Programs . 

A community corrections program is needed as a 
just and practical response to the particular character
istics or "profile" of New Mexico's prisoners. That profile 
demonstrates that the New Mexico inmate population 
includes a majority of youthful first offenders with strong 
ties to local communities. Most have some work history 
(the majority were employed at the time of arrest) and 
have developed some work skills. Interviews with in
mates revealed they had a high degree of intHrest in 
improving their vocational abilities and a genera! sense 
of responsibility fcr their dependents in the community 
(65 percent have at least one dependent). Although 
there is controversy about the general effectiveness of 
community-based corrections programs, New Mexico's 
offender population is heavily compriseci of persons for 
whom community-based corrections and restitution 
have been found effective. 

According to population projections for 1980-81 and 
the offender profile, the correctional system that year 
should include at least 295 minimum security offenders 
placed in noninstitutional (or community treatment) 
programs, thus reducing the population in the major 
correctional facilities by that figure (see Table 1-1). 
The same projections show a further reduction (by 85) 
in the number of institutionalized offenders because of 
recommended pre prosecution divers'lon programming 
and the use of alternatives to incarcmation at senten
cing. Preprosecution diversion was discussed in 
Chapter 2; discussion in this chapter refers primarily to 
programs for offenders who have be·en committed. to 
the custody of the Division of Correclions. 

In addition to the expansion of community-based 
programs, community-oriented programming within 

1. See New Mexico Standards and Goals (1976) Standard 6.1, p. 
337. 
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secure facilities should be augmented, emphasizing 
release programs that will enable low-security-risk in
mates to work, study, and participate in constructive 
restitution activities in a community setting. 

The stress on community correction;> is an essential 
aspect of the Master Plan perspective on corrections 
as an elaborate system - or array of options - in its 
own right and as a part of a broader criminal justice 
system. The movement toward community-oriented 
programming by correctional agencies is a response 
to the increasing interest taken in corrections and in 
correctional programming by a wide spectrum of indi
viduals and groups in the community. It is the result of 
efforts by many criminal justice professionals working 
within these agencies to "normalize" the institutional 
environment by developing mechanisms :or regular 
and varied contact between inmates and the outer 
society - "the real world" to Wllich almost every inmate 
will mturn in time. It reflects the notion that gradual 
reintegration with and res:itution to this real-world setting 

. is more effective (and often less costly) than traditional 
prison-based rehabilitation efforts and that it must be 
accomplished in a normal environment by making use 
of community resources that will remain accessible to 
the inmate after release. 

Community-based correctional programs are not 
defined by mere physical location in a local community. 
A community-based correctional facility differs in more 
important ways from the traditional, secure institution: 
in the degree of freedom of movement allowed the 
inmate both inside and outside the facility; in the a
mount and type of supervision given the inmate; and, 
most importantly, In the degree of emphasis on main-



taining or reestablishing the inmate in society. The cus
todial environment of most secure institutions fosters 
total dependence on the institution for survival needs 
and a surrender of decision-making power as well as 
important aspects of personal identity. The thrust of 
community corrections is toward independence, self
determination, individual development, and restitution. 
The inmate is encouraged to be self-reliant and to look 
to the community for help in developing skills, in relating 
to others, and in conforming to societal norms. 

The physical setting of the community alternative 
program (absence of bars and uniformed guards, often 
a "homelike" atmosphere) and the degree of freedom 
to come and go that is afforded the inmate (as well as 
access to personal property, clothing, etc.) invite the 
public misperception that it is a "soft" approach to 
reintegrating the offender. In fact, well-designed com-

Types of Progralms 

Three types of community-oriented programming are 
emphasized in this section of the Master Plan: 

- programs allowing for periods of furlough from se
cure institutions; work and education release, home 
visits, release for participation in communily activi
ties, etc. 

- community release centers: nonsecure facilities lo
cated in the communities to which inmates will be 
returning, operated by either the Field Services Bur
eau or the Bureau of Programs and Services 

- community-operated treatment centers: nonsecure 
residential programs operated by service agencies 
and nonpr<:',fit organizations, staffed by community 
workers, vhich would accept inmates/clients by 
contract agreement with the Division of Corrections 
(e.g., drug .lmd alcohol treatment programs). 

PrereleaSE!l and Institutional Release 
"rograms: 

Gommunity-orienied programming should be available 
in significant wiays to all inmates within secure facilities. 
/\Imost all inrr:ates will eventually return to the com
rnunity: none si10uld return totally unprepared for life in 
a free setting.2 The ICC, as proposed in the Master 

2, Richard P Seiter et al.. Halfway Houses (1977). p, 5 
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munity programs are in many respects far more rigorous 
and demanding than traditional incarceration. They 
force inmates to face squarely the reality of life in the 
community, with its pressures and responsibilities; 
personal problems and deficiencies cannot be evad
ed; the program's constraints on an inmate's free
dom and prescriptions for his/her behavior and restitu
tion require a degree of self-discipline not necessary in 
a close-security setting. where discipline is imposed 
by others. In the end, a community-based program 
affords the only opportunity available to an offender for 
significant testing of new skills s/he has learned while 
incarcerated, as well as an opportunity for correctional 
personnC:i1 to observe the inmate closely in a setling 
that affords partial freedom and independence before 
fully releasing the inmate to the community. 

Plan (see Chapter 3), has the responsibility to initiate 
prerelease/parole planning (a process that begins when 
an offender is initially classified for custody). In addition 
to the periodic reviews of inmate progress, prerelease 
planning should begin at least four months before an 
inmate's scheduled release date. Prerelease planning 
should ideally involve a phased movement toward min-

I imum security classification, institutional release pro
grams (Le., work or education release), residence in a 
community release center or community treatment pro
gram, and coordinated supervision and services after 
discharge. However, some inmates will be released 
directly from m2ximum and medium security status. 
Thus, the ICC should design a prerelease orientation 
program that will ease the transition for inmates unable 
to experience the gradual reintegration offered by 
community-based programs. 

Orientation 

Prerelease orientation should include practical in
formation on the labor market, a survey of resources 
available in the community, and training in "survival 
skills" such as handling a bank account and a budget, 
as well as information about the technical requirements 
of parole. The orientation should also include discus
sions of problems of adjustment that arise particularly 



for "ex-cons." In addition to general curricula on these 
topics, individual counseling should be provided. 

Eligibility Criteria 

Institutional release programs (work and education 
release, home visits, release for community activities), 
which allow inmates in secure facilities to pass regularly 
into the community for structured, constructive, restitu
tion-oriented activities should not be restricted to in
mates soon to be ieleased from the institution. All mini
mum security inmates, and low-risk medium security 
inmates whose classification stems from the length of 
their sentences or the number of prior commitments to 
prison, should be carefully but positively considered for 
institutional releases. 

Many inmates who work as trustys with little super· 
vision outside secure areas could be eligIble for salaried 
positions in the community. Inmates who are meeting 
academic standards in institutional education programs 
and are without recent disciplinary infractions should 
be considered for educational release irrespective of 
the lengths of their sentences. All inmates who are not 
security risks or a danger to public safety should be 
eligible for regular home visits to maintain community 
and family ties. Lastly, women with responsibility for 
the care of their children, who are otherwise eligible for 
work release, should have the option of choosing to 
provide care for th~ir children as a release activity. 

EXisting statutory restrictions on release and furlough 
of inmates should be eliminated. The Master Plan Team 
recommends that existing legislation be modified so as 
to underscore the discretion and flexibility with which 
the Division of Corrections should build a total system 
of correctional options that will best serve both the 
interests of public safety and the effort to provide posi
tive rehabilitative and restitution activities through which 
inmates may prepare themselves for eventual return to 
community life. 

Community Release Centers 

The Field Services Bureau should establish and ad
minister a network of nonsecure correctional residential 
facilities in various parts of the state where inmates can 
work or study in the community. At least six such facili
ties should be developed, each with a maximum capa
city of thirty, and they shoiJld be located according to 

3. It would be possible for the ICC to assign inmates to these centers 
Immediately from intake. with inmates then serving their entire senten
ces at the centers. 
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the distribution of inmates returning to the various re· 
gions of the state - with more than one located in 
Albuquerque. 

The Field Services Bureau should seek the involve
ment of the respective communities in establishing these 
centers by forming advisory boards including represen
tatives of community groups interested in corrections, 
as well as representatives of business, legal, and politi
cal interests. Much difficulty in securing employment 
opportunities for inmates can bE~ avoided if labor 
leaders are included on such boards and consulted in 
program planning. Care should be taken to assure that 
the employment of inmates will not result in the dis
placement of employed workers and that they will not 
be paid less than prevailing wages for work of a similar 
nature. 

Flexibility of Programs 

The administrators of community release centers 
should be allowed a significant amount of flexibility and 
autonomy in administering their programs, to adapt to 
the needs of both the inmates and the local communi
ties. Staffing should reflect a balance of criminal justice 
professionals and paraprofessionals, students, com
munity volunteers, and ex·offenders. Individuals should 
be hired with racial and cultural balance in mind. 

Each center should offer educational and vocational 
counseling and recreational programs. The atmosphere 
should provide support and a suitable setting for indivi
dual study. Tutoring should be available to all inmates. 
Almost all inmates admitted to GRCs should have ex
perienced some release programming while still in 
confinement, including visits for orientation to the cen
ter. The individual's length of stay at a center should 
vary widely, according to need.3 

Model Centq~rs 

At least two community release centers should be 
designed as model programs providing intensive re
sources. One of these centers should be located on or 
near a college campu:s and should be operated in con
junction with the college or university as an Opportun
ities Program for CClIIElge Admission. The other model 
program should be planned and operated in concert 
with state or local manpower services. It should offer an 
intensive vocational program, combining manpower, 
vocational rehabilitation, and social service resources. 



Formal contracts with local industry and/or union ap
prenticeship programs should be developed - per
haps as a CRC phase of the prison industries program. 
Manpower training and employment funds (e.g., CETA) 
should be sought to enhance the opportunities available 
to inmates in this program. 

Women Offenders 

Although the Master Plan proposes secure residences 
(in Santa Fe and Albuquerque) for women, the com
munity rc;lease facilities should b.e accessible to female 
as well as male inmates, to allow these women to reside 
near their homes and children. It is particularly important 
that the twe model programs be open to women. To 
assure access to female inmates, the facilities should 
provide a small, separate sleeping area for women, and 
staff should be chosen and trained so as not to reflect 
an exclusively male orientation. The small numbers of 
women in the inmate population preclude the develop
ment of separate nonsecure facilities for them, and within 
the CRC they will remain a small minority. Care must 
therefore be t"ken to assure that their interests and 
needs are met. 

Community Treatment Centers 

In addition to the community release centers operated 
by the Field Services Bureau, the DiVision of Corrections 
should contract fol' the placement of inmates in residen
tial programs operated by social service agencies and 
nonprofit organizations.4 This kind of program is need
ed primarily for the residential treatment of substance 
abusers. According to Master Plan data, 50 percent of 
New Mexico's inmates had a history of drug abuse, 
and another 40 percent had a history of alcohol abuse. 
The inventory of programs and services in the state, 
however, revealed a major deficiency in residential 
treatment programs for substance abusers. Taking 
into account the high rate of recidivism among serious 
drug abusers, the formulation of adequate treatment 
alternatives for this corrections population is critical. 
Therefore, communities should be encouraged to initi
ate local programs, eitller on contract to the Division of 
Corrections or independently. 

Drug addiction and alcoholism are complex prob
lems, rooted both in such personal dynamics as inad
equate personality development, self-destructive be-

4. See New MeXICO Standards and Goals, Standard 3.2. p. 22. 
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havior, and antisocial attitudes and in such f;ocial and 
economic problems as the lack of vocational and inter
personal skills, lack of social mobility, and lack of legiti
mate access to opportunities. In order to deal effectively 
with the problem, substance abuse must be met at all 
these levels simultaneously and in a reeidential atmos
phere that will afford both intensive probing and sup
port. More procrams such as the new Delancey Street 
center near Espanola must be established by com
munity efforts and used by the corroctions system. 

Intensive residential programs would require from 
one to five years' involvement depending on the offen
der (see Table 4-1). The more stringent, longer-term 
programs have more success with inmates from lower
class socioeconomic backgrounds (i.e .. those with no 
other options). Less stringent programs of shorter dur
ation are usually more effective with those from middle
class backgrounds. Criteria for program entry in any 
case should be based not on any measurement of 
abuse or on the severity of the charged offense but 
rather on the inmate's indication of readiness to change. 
Referral to such a program should be made by the ICC 
staff, at any time. The ICC should have the option of 
assigning an offender to the program immediately from 
intake, when appropriate. Admission to the program 
should be voluntary - by a request for placement on 
the part of the inmate. 

In adlition to residential programs for substance 
abusers, community agencies and organizations wish
ing to develop other programs for inmates should be 
genelally encouraged to do so. In this way, programs 
tailored to the needs of special populations (I.e., Nat;ve 
Americans) or offering treatment for specific types of 
offenders can be developed. Programs relevant to 
specific racial and cultural segments of the inmate 
population should be developed and stressed. Innova
tive ideas often can be generated and explored more 
readily in the flexible and creative milieu of community 
programs. In other words, the development of new 
community programs should not be solely dependent 
on Division of Corrections initiatives. 

Probation ~f1d Parole 

The probation and parole sU'Jervision provided by 
the Field Services Bureau (FSB) is an integral compon
ent of community CorrE')ctions. Augmentation of the 



Table 4-1: Residential Programs for Substance Abusers 

Type of Time 
Program of Stay 

Major Criminal Justice Clientele, 
and Eligibility Criteria Services 

Short-term 3-6 
residential months 

Medium-term 6-18 
residential months 

Primarily a prerelease program lor parolees 
or for offenders progressing out of longer 
term residential programs. Voluntary enroil
ments by parolees would be acceptable. 
Deferred prosecution referrals from courts, 
especially youthful, non-violence-prone 
offenders and first offenders. Referrals from 
the ICC (often as initial placement). Referrals 
should have some job skills and schooling. 
Voluntary or self-placements would also be 
eligible. 

Peer support groups, involvement with 
Alcoholics Anonymous and Narcotics 
Anonymous community groups, job place
ment, family counseling. 
Vocational training, job placement, family 
counseling, group and individual therapy, 
work in community projects. 

Long-term 
residential 

18 months 
to 5 years 

Deferred sentence referrals from courts and 
sentenced alternatives to prison for hard 
drug abusers. Also referrals from the ICC 
for offenders at the appropr;ate security 
classification level. No skills or schooling 
required. 

Vocational training/job placement. general 
education, compulsory GED,' voluntary 
special courses/college, money manage
ment training, social training skills, therapy 
(group and individual), peer support 
groups, community developf'llent training, 
family counseling. 

FSB role is recommended in several respects in this 
Master Plan: 

- preprosecution diversion programs require more 
probation referral and supervision 

- more extensive use of presentence reports (and 
new criteria regarding recommendations for or a
gainst incarceration) wi!! demand more, and more 
comprehensive, investigations by FSB personnel 

- FSB personnel will have to participate with the ICC 
in constructing prerelease plans for inmates 

- community treatment programs will create special
ized supervision case loads and liaison roles for FSB 
personnel 

- the FSB will bear primary direct responsibility for 
management of the new community release centers 
(halfway house::;). 

Together, these recommendations will require ap
propriate increases in FSB staffing and resources, 
together with some reallocation of eXisting resources. 

Staffing 

To accommodate additional FSB probation and parole 
duties, r,lOre personnel will be needed by FY 1980-81. 

5. Costs for this staffing Increase are inctuded in cost projections for 
the specified programs. 

6. Guidelines regarding the optimal probation or parole caseload 
vary widely, in part because there is no reliable scientific evidence 
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Preprosecution and presentence roles are estimated 
to require an additional probation officer in each judicial 
district. The six new community release centers will 
need at least three parole officers each to handle ad
ministrative and counseling duties. In addition to the 
approximately eighteen officers for the centers, clerical 
positions should be funded for each center, as well as 
appropria.te specialized staff (e.g., vocational counsel
ors) and paraprofessionals, "house managers," and 
support services personnel. This comes to a total of 
thirty-one additional probation and parole officers for 
preprosecution and community release programs, a 
nearly 60-percent increase over the present comple
ment of FSB field officers, needed by 1980-81.5 

Resources 

Present supervision caseloads average approxi
mately fifty per FSB officer. Even with the 60-percent 
increase in FSB staff, it is probable that caseloads will 
continue to rise in the near future. Division of Corrections 
planners should continue monitoring these case loads 
to ascertain whether further staff additions are needed, 
particularly in sparsely settled and geographically dis
persed districts.6 In preference to additional staff, im-

about the relationship of case load size to supervisory effectiveness. It 
will thus be necessary to rely on FSB and DOC perceplions of the level 
at which caseloads are too large to make real supervision possible. At 
the present time, casetoads do appear to be manageable. 



proved use of present resources is recommended. 
FSB should seek to develop specialized case loads 

where possible; close liaison with related programs and 

Summary and Implementation 

As noted in the discussions of various programs, 
enhanced community corrections programs will entail 
many complex new tasks and responsibilities for of
ficials throughout the criminal justice system. Com
munity corrections requires close cooperation between 
courts and corrections agencies, as well as between 
correctional and other programs or services managed 
by private parties or by other social service agencies. 

Community treatment programs, like the preprose
cution diversion programs discussed in Chapter 2, 
require cooperation of the program receiving the of
fender with probation and/or parole officials. In addition, 
Division of Corrections program personnel, particularly 
ICC staff members, are involved in decisions about 
program placements. Community release centers are 
focused more within the Division of Corrections, al
though the model centers also require support from 
other social service agencies {e.g., education and 
vocational training resources) and the private sector 
(e.g., employers and unions). Primary responsibility 
for management of the centers, however, should be 
divided between the ICC (for release plans and program 
placements) and the FSB. 

A critical priority in the development of community 
corrections should be the clarification of lines of authority 
and the development of interagency agreements (e.g., 
between the DOC and the DHI). These agreements 
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social services should be cultivated; and increased 
training for FSB officers should be given immediate 
attention. 

should specify the services to be rendered, the fees to 
be transferred for such program services or enrollments, 
and the mechanisms for making decisions about an 
offender's performance and supervision. 

The major benefits of community-oriented programs 
for correctional agencies are the flexibility and variety 
offered by these programs. Under the central adminis
tration of the Division of Corrections, programs should 
be decentralized and tailored to fit the needs of indivi
dual communities. Programs could and should be 
housed in a variety of facilities. Construction of new 
community facilities is less needed than houses, hotels/ 
motels, YMCA/YWCAs, trailers that can be moved from 
place to place, etc. Programs should be staffed to 
assure cultural relevance and community ties. Pro
grams should be designed to serve specific popula
tions of offenders. They should be started and termina
ted as needed. The use of community resources to 
serve inmates is cost-efficient and provides continuity 
of care; restitution offers income to facilities and repay
ment to victims and the community; and savings occur 
where offenders continue to support their families. 

Such community-based alternatives will cost less 
than traditional incarceration, not only in operating costs 
but also in capital outlay. This is especially significant, 
since construction costs for minimum security correc
tional facilities are now $20,000 or more per bed. 



5 Institutional Programlming 

The Bureau of Programs and Services should be 
established within the Division of Corrections. The 
bureau should have responsibility for developing. im
plementing. and supervising programs and services at 
all the institutions and facilities of the Division of Correc
tions. 

Life behind the walls of penal institutions is a micro
cosm of the larger society. combining many of the same 
fundamental needs and problems. At the same time, 
corrections systems cannot be expected, nor is it ap
propriate for them, to reconstruct free society in all its 
complexities and resources to meet inmates' funda
mental social needs. However, the traditional orientation 
of correctional administrations, which has been to iso
late their institutions from surrounding communities, 
has placed tremendous service and program burdens 
on the correctional systems. 

Contemporary corrections administration and plan
ning acknowledges the necessity of establishing on
going relations with the outer society. Correctional 
institutions are seen as one unit in the network of com
munity programs, agencies, and institutions concerned 
with individual and public needs (e.g .. health, welfare, 
religion, recreation, employment, education, and safe
ty). As such a unit, the correctional system uses com
munity resources for corrections purposes and devel-

Goals and Guidelines 

The Division of Corrections should adopt an official 
equal opportunity policy for each inmate, set out in the 
regulations of each institution. that guarantees the in
mate's right to participate reasonably in all relevant 
programs and activities.1 Significant budgetary alloca
tions are necessary for new and expanded programs 
and to make this policy meaningful, although ultimate 
resource savings from program-oriented security rather 
than construction approaches are likely to offset these 
expenditures somewhat. 

While there is a clear tension between the demands 
of custody and the need for rehabilitation. a clear com
mitment to institutional programs, as set out below, will 
go far toward alleviating this tension. Mechanisms for 
creating a commitment to institutional programs by the 
Division of Corrections include in-service training, de
velopment of career ladders that take such program-

1. See New Mexico Standards and Goals (1976). Standard 18. p. 
303. 
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oping constructive roles for itself and its population to 
contribute to the overall well-being of the surrounding 
communities (restitution). 

Program planning can be most effective when its 
purpose is to restructure opportunities for incarcerated 
offenders, allowing them to rehabilitate themselves 
through a wide array of institutional programs, while 
fostering personal rehabilitation and restitution through 
a progression from institutional to community-based 
programs. 

Institutional programming has obvious utilitarian 
benefits for the correctional administration as well as 
the inmates. Productive use of the vast amounts of 
available inmate time and energy is usually the most 
efficient strategy for managing and controillng the 
penal society. Programs that meaningfully involve in
mates are a far more promising means of avoiding 
escapes and violence than "brick and mortar" ap
proaches. In New Mexico, for example, reduced pro
gramming and increased security-oriented measures 
have been paralleled by an unexplained increase in 
escapes. Therefore, institutional programming should 
be given the full and affirmative support of the Division 
of Corrections, the correctional administration, and the 
line staffs at each institution and within each program. 

ming into account, and institutional councils, composed 
of staff, administration. and elected inmates, to monitor 
and plan programming. (These mechanisms are fully 
discussed in Chapter 7.) 

Gross security classification categories should not 
be confused with program and treatment classifica
tions. In implementing programming, gross classification 
categories (e.g .• maximum, medium. minimum) should 
be recognized as referring exclusively to security. In 
allocating resources to programming. security alone 
should not be the basis for denying programming to any 
specific classification and specifically to inmates in 
maximum security. In principle, all inmstes should have 
the right to participate in all kinds of programs. Pro
grams should be structured differently for each security 
classification level to account for differences in freedom 
of movement, etc. 



Inmates assigned to maximum security should be 
assured specific minimum standards of programming. 
Maximum security inmates should be guaranteed clean, 
healthful surroundings, nutritious foods, at least an hour 
of physical exercise daily, visitation and correspon
dence, library access, and prompt, comprehensive 
medical care. 

In programs in which maximum security inmates 
participate, involvement should require minimal move
ment, pose little threat to others and/or the security of 
the institution, and not disrupt the overall goals and 
objectives of the program. For example, education 
programs that focus on individual accomplishment 
and supervised, structured contact with other students 
are particularly appropriate to inmates in maximum 
security confinement. 

Programming for other security classifications will be 
progressively structured to parallel the inmate's move
ment through classifications, characterized by increas
ing flexibility and diversity, and leading to full-time 
participation in a variety of community release programs. 

New Mexico's current program efforts on behalf of 
Native American offenders who are processed in the 
non-Indian justice system are inadequate.2 The Master 
Plan Team recognizes the special needs of the Native 
American offender and recommends that the Division 
of Corrections develop explicit guidelines and policies 

Social Programming 

The Division of Corrections should adopt a system
wide policy of normalizing the institutional environment 
wherever possible, consistent with other institutional 
goals. "Normalizing" includes encouraging regular and 
varied contacts with persons in the outer society, com
munity agencies, and community resources:4 

"Social programming" is a multifaceted category of 
programs and services, incorporating a wide range of 
activities of very great personal importance to inmates, 
and integral to the successful daily operation of the 
penal Institution. Not only are social programs manda
ted by recent judicial decisions, but they also serve the 
crucial objective of encouraging inmates to strengthen 
their skills in relating to others and to societal norms. 
This is difficult in a custodial enVironment, where rela-

for coordinating the efforts of the non-Indian and Indian 
justice systems and ensuring that Native American 
offenders, both adults and juveniles, have access to 
Indian counselors while in the division's custody. 

The goals of the Indian Ex-Offetlder Program adminis
tered by the National Indian Youth Council serve as an 
excellent model for the types of services Indian offen
ders badly need. These goals include: drug and al
cohol counseling, help with living arrangements on 
release, job referrals, aid with parole plans, and regular 
contact with Indian offenders while incarcerated.3 

(These objectives are worthwhile models for all offen
ders.) Of particular importance to the Indian offender is 
the maintenance of cultural ties with his/her community 
while in custody. This enables the offender to make a 
more successful transition from incarceration to com
munity release. 

Overall planning for institutional programs and ser
vices should be conducted through a centralized 
bureau of the Division of Corrections, functioning in 
close coordination with the inmate classification pro
cess conducted by the ICC (see Chapter 3). The struc
ture of Bureau of Programs and Services is discussed 
in Chapter 7. Centralized planning produces systema
tic, coordinated, and cost-efficient programming and 
guarantees minimum standards. 

tionships are artificial and highly structured. However, 
developing positive interpersonal skills has been shown 
to be directly related to modifying attitudes and, ulti
mately, behavior. AttitUde and behavior changes are 
essential to the orderly operation of the institution as 
well as to the inmate's successful reintegration into 
society. The Division of Corrections should develop 
policies and procedures for social programming ac
cording to the guidelines detailed below. 

Correspondence and Visitation 

Isolation from families and friends is one of the most 
disorienting consequences of incarceration. Although 
routine social contacts are necessarily denied to in-

-------------------------------------------
2. See Governor's CounCil on Criminal Justice Planning. Compre

henslV€' Cnmm,,1 Justice Plan (1978). Chap. 4. p. 223. 
3. Informa'ion obt<:lIned from an interView with Mr Gilbert Souchez. 
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National Indian Youth Council. July 12.1977. 
4. See New Mexico Standards anti Goals, Standard 103, p. 360. 



mates, institutional policies and procedures should en
courage inmates to maintain close contact witn those of 
importance to them on the outside.5 For many inmates, 
visiting and correspondence will be the primary means 
of maintaining relations with the "outside world." Ex
perience in New Mexico institutions, as well as nation
ally, clearly demonstrates the tremendous significance 
of these two activities to the inmate's state of mind and 
to institutional morale. The fact that inmates are not 
able to take part in the growth of their children, are 
incapable of contributing financially or otherwise to their 
households, and are apprehensive about yet powerless 
to solve family problems contributes to the anxiety and 
tension that often lead to violent outbursts and/or es
capes. The correspondence policy should be as liberal 
as staff time reasonably allows. Policies regarding all 
types of correspondence should not restrict length, 
language, content, or persons addressed by or respon
ding to the inmate. 

Correspondence between inmates and attorneys or 
legal institutions and agencies is particularly protected 
by court decisions. Only where there is probable cause 
to believe that contraband may be present can this 
correspondence be interrupted. Correspondence 
should be inspected only in the presence of the inmate, 
with a signed and written acknowledgment that the 
inspection was conducted in the inmate's presence. 

Visitation policies and procedures should be flexible 
to accommodate the visiting individuals and families. 
who must often travel long distances with significant 
hardship. However. these policies should avoid major 
disruptions of efficient institutional operation. Visiting 
should be allowed on weekends. evenings. and holi
days, as well as during daytime working hours. Restric
tions on visitors should be only those necessary to 
prevent the introduction of contraband into the institu
tion. Space for visiting should afford privacy, contact, 
and an informal enyironment. Visiting periods should 
last for at least one ;hOur. At least two hours per week 
should be allocated for each inmate except those in 
disciplinary segregation. Inmates should be allowed to 
accumulate visiting hours for extended visiting in spe
cial circumstances. Use of volunteers in conjunction 
with correctional staff can reduce personnel costs and 
facilitate visitation. Visiting rules should be distributed 
to each person entering the facility, with the admonition 
that violation of the rules may result in restriction of the 
privilege. 

5. See ibid, Standard 1.17. p. 311 
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Conjugal visiting is becoming increasingly accepted 
as a primary method of normalizing institutional life and 
reducing tension. Provision should be made for conju
gal visiting at each institution, for inmates classified as 
medium and minimum security. When institutions do not 
have space to accommodate the special environment 
or necessary security for these visits, the New Mexico 
Division of Corrections could follow the example of 
many state and federal systems and lease mobile 
homes sufficiently spacious to allow for visiting with 
family members, as well as with wives and husbands, 
and situate them adjacent to the institutions. 

Constitutional provisions mandate that visits with 
attorneys cannot be limited, except as reasonably ne
cessary to maintain the security of the institution, an~ 
then only regarding time and duration. 

Social programs with outside volunteers should also 
be encouraged. Community groups (e.~I., Friends Out
side, service organizations, churches, (ind profession
al associations) should be regularly solicited to offer 
programs and initiate projects with individual inmates 
or groups. Particularly for inmates without families, these 
contacts can be welcome and influential. Programs 
such as these tend to create continuing relationships 
that are useful to the inmate after release as sources of 
references, informal counseling, etc. 

In addition, the Division of Corrections should imple
ment the existing but unused open-door policy, that, 
"consistent with security, time considerations, and the 
privacy and dignity of the prisoners, any individual or 
group may visit the institutions and tour any and all parts 
of the facilities." 

Library 

The Division of Corre<:tions should expand the gen
eral circulation library and develop a standard law library 
in each institution.6 Reading and individual study are 
the most readily available means by which inmates can 
keep abreast of the changes occurring in the outer 
society. In some institutions, arrangements with public 
library systems (often through bookmobiles) and the 
state library, provide regular, unlimited access to read
ing materials; however, an in-house institutional capa
city should also be established. Private groups and, 
individuals should be solicited for specisllibrary grants. 
Arrangements should be made for accepting donations 

6. See Ibid. Standard 13. p. 298 

-- ---~----.--------~~ 



from community groups, local libraries, and colleges. 
Tile general library collection should include both fiction 
and nonfiction, a selection of Spanish, Native Ameri
can, and other language books, and a special paper
back collection (funds for which can be allocated on 
the basis of inmate preference). 

In all, the collection within each institution, including 
the new library at Los Lunas, should consist of at least 
ten books per inmate, but the Penitentiary of New Mexi
co, Which may house large groups of long-term prison
ers, should offer a minimum of fifteen volumes per 
inmate'? A 10-percent replacement schedule should 
also be provided in the associated budget. 

Library rules and regulations should encourage use 
of reading materials. For example, the library should 
remain open on weekends, during holidays, and in the 
evenings. Inmate workers should be used in a variety 
of paraprofessional library capacities, reducing the 
need for professionals other than an institutionallibrar
ian responsible for maintaining the collection and for 
instructing and supervising inmate workers. 

The Division of Corrections has a legal duty to make a 
current and comprehensive law library available to in
mates at all institutions. Access must be without un
reasonable delay or restrictions. Currently, the only 
substantial collection of law books is at the penitentiary, 
and even this library does not satisfy present legal 
standards. 

Law library literature should include the United States 
Register, the Federal Digest, related referencing and 
indexing materials, and regional reporters (which 
should include New Mexico court decisions). Refer
ence materials describing federal and state criminal 
procedures and court rules, basic criminal procedure 
textbooks, and materials on conducting legal research 
should also be included. All legal materials and literature 
should be regularly and frequently updated. Inmates 
should also be entitled to acquire law books and other 
legal research materials from any source. Space limita
tions may justify restriction of the number of volumes or 
materials in an inmate's possession at one time, but the 
restrictions may not interfere with access or use. Local 
bar associations, individual lawyers, and law schools 
should be encouraged to take an active role in supple
mentmg the use of legal materials, for example, by 
offering legal counseling and clinical programs con-

7. Arlinncall Correctional ASSOCiation, Manual of Correctional Sian
dards. re" ed (1075). p. 506 

8 PsychiatriC services have been discussed under the tOPIC of men
tally disordered criminal defendants in Chapter 2. A major expansion 
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ducted by law students, under supervision. 

Medical and Mental Health Services 

A Medical and Mental Health Services Unit should be 
established within the Bureau of Programs and Services. 
The unit should be responsible for all aspects of the 
medical care of persons confined in the institutions, 
facilities, and programs of the Division of Corrections.S 

Establishment of a Medical and Mental Health Services 
Unit in the Division of Corrections will help to ensure 
that the division's legal and official commitment to 
provide medical care to all inmates in its custody is 
implemented.9 The following recommendations are set 
forth as possible additions to present legislation: 

The Medical Services Unit is created within the Bureau of 
Field Services, Division of Corrections. The secretary of the 
division shall appoint a directorof the unit who shall be an M.D. 
having appropriate experience in administration and the de
livery of medical care. 

The unit shall be responsible for all aspects of medical care 
for persons confined in corrections facilities and programs 
and, in cooperation with the secretary, shall promulgate rules 
and procedures for medical care of persons confined in all 
corrections facilities and programs. 

At the penitl:lntiary, the institutional medical unit will provide 
24-hour/day medical care. The infirmary at PNM will be staffed 
by at least one medical technician and one nurse and will be 
supervised by an M.D. on a 24-hour/day basis. At each institu
tion, the institutional medical unit shall provide at least the 
following services: daily sick call, clinic, outpatient and 24-
hour/day emergency services. 

The director of the Medical Services Unit shall, subject to the 
approval of the secretary, assure that all persons confined in 
corrections facilities and programs have access to needed 
medical care: employ all medical personnel who serve in 
these facilities and programs: adopt rules for the internal 
operation of the unit: promulgate rules relating to medical 
equipment and services, keeping of medical records, storage 
and dispensing of medication, and the establishment of facil
ities for the hospitalization and isolation of seriously ill inmates. 

The unit shall be supervised by an advisory board consisting 
of the secretary of the Division of Corrections, the director of 
the Meclical Services Unit, representatives of each of the insti
tutions and facilities, two physicians licensed in New MexiCO 
(but not working, or able to work, in corrections facilities), and a 
representative of the Department of Hospitals and Institutions. 

of psychiatriC services is recommended. particularly In the provision of 
inpatient acute care 

9. The department now has a Medical Services O,vis,on under the 
direction of Dr. John Holbrook. 



The advisory board shall assist in monitoring the quality of 
medical care provided and shall advise the director and 
secretary of the division in the promulgation of standards and 
rules and regulations regarding division management. 

In addition, such a unit should conduct systematic 
research on the scope of inmate medical needs, identify 
special problem areas, and establish a basis for alloca
ting resources to preventive efforts, which are essential 
to reducing the cost of medical care in institutions. 
Recent additions to the staff at the medical unit at the 
penitentiary have substantially improved the level of 
care available at that institution. However, other institu
tions continue to rely on emergency (first-aid) care, 
private, local, medical services, and, for long-term 
care, the penitentiary. Such provisions are not neces
sarily adequate. 

The existence of an independent Medical Services 
Unit may overcome the historical reluctance of medical 
professionals to work inside penal institutions. However, 

Educational Programming 

In conjunction with the Department of Education, the 
Division of Corrections should initiate procedures to 
establish a special school district for tile management 
and administration of all educational programs inside 
adult penal institutions and facilities. The district should 
have responsibility for providing staff, developing curri
cula, establishing eligibility, screening, monitoring a
chievement, and providing auxiliary services.1 0 A branch 
of the district should be housed within each institution.11 

Institutional Programs 

A number of factors argue for administering educa
tional programs through a specially created school 
district. Such an independer It district would be oriented 
to education rather than custody, and would thus com
mand broader inmate and public acceptance. Its con
solidated management wt)uld avoid administrative 
duplication, ensure the quality of educational program
ming, link educational programs to community and 
institutional resources, and assist correctional admin
istrators in dealing with issues outside their expertise. 

10 See New Mexico Standards £:nd Goals, Standard 104. p. 361. 
11 Proposals to establish a community college campus In coopera· 

tion with the new facility at Los Lunds are consistent With the goal set 
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in the interim, this attitude, as well as cost factors, may 
require that correctional medical facilities continue to 
be staffed largely by paraprofessionals, inmate workers, 
and private doctors on contract. Although the scope of 
activities .and competence of paraprofessionals in 
medicine are increasingly recognized, relianCE) on a 
paraprofessional staff requires extensive trainin!;1 for all 
staff members, as well as professional supervision and 
modern equipment. 

The institutional medical system should also dBvelop 
community resources as an essential part of the institu~ 
tional service delivery system. Association with medical 
schools is an appropriate means through which spe
cialized care, trained medical volunteers, and modern 
medical technology and treatment can be obtained. 
The University of New Mexico and the University of 
Albuquerque represent extensive resources that are 
available at minimal cost to the division. Professional 
associations in all areas of medicine can also provide 
voluntary consultation. 

A district could take advantage of federal financial aid 
for special education programs for adults and for certain 
categories of citizens, such as illiterates. 

A wide range of auxiliary services are needed to 
operate the educational programs. Counselors should 
be assigned to the district office at each institution. These 
can be school counselors, student teachers, or trained 
volunteers. The counselors should initially focus on 
recruiting students and assisting them In developing 
the basic learning skills necessary to begin j'ormal 
education as adults. Work habits, the value of learning, 
and how to deal with peer pressure are informal aspects 
of education that must be given consideration ir plan
ning the program. 

Adequate library and study facilities and other sup
plementary resources should be available to the g,eneral 
inmate population and the staff, as well as to those 
participating in educational programs. An atmosphere 
conducive to study, as well as time and SpE\Ce to 
discuss course work, is essential. Areas of each institu
tion should be allocated to the education district, and 
inmates should be given sufficient freedom of move-

out here of providing comprehensive educational opportunities at 
each facility. 



ment and scheduling to allow meaningful use of the 
program. 

In the last decade, there has been a significant rise in 
the average educational level among persons in penal 
institutions. Interest and participation in college-level 
programs has increased. College courses have been 
taught very successfully in a variety of penal institutions, 
including the Penitentiary of New Mexico. The New 
Gate Project, sponsored by the Office of Economic 
Opportunity (OEO) and the Law Enforcement Assis
tance Administration (LEAA), established for a short
time an exemplary program at PNM. The program 
empirically demonstrated that college-level courses 
could be effectively offered in a custodial setting with 
minimal expenditure and minimal disruption to security. 
The proxlmity of the state's major correctional institu
tons 10 loe state's major educational institutions (the 
Un,\"efs:i~ of Albuquerque. the University of New Mex
'co. a:-c the C()l~ege 01 Santa Fe) should facilitate 
£Elat:~srj::g cciiege programs. 

At the jur;icr col:ege or AA degree level, a technical 
course of study (which may lead to a license or certificate) 
and courses that may be transferred to a BA or B.S. 
degree program, should be offered. Business, educa
tion, social SCience, ethniC studies. social welfare, and 

languages are immediately manageable curricula within 
the custodial setting. As experience with the college 
program increases, the equivalent of a comprehensive 
community college curriculum should be offered within 
each institutien. However, the college program should 
not be developt::d as a surrogate for education release. 
Rather, successful performance in the institutional ed
ucational programs should lead to favorable consider
ation for education release. 

Education Release 

Education release should be considered a necessary 
component of comprehensive educational program
ming. Eligibility for such a rei ease program must be 
carefully structured to take into consideration educa
tional potential, commitment to the education program, 
and minimum security qualifications. Only criteria di
rectly related to success in the academic setting and to 
disciplinary problems should be included. Existing 
statutory restrictions on release and furloughs should 
be removed in favor of ICC control over inmate pro
gramming (see Chap1er 3). 

Vocational Education and Work Assignments 

Realistic work and/or vocational training should be 
made available to all inmates. Each institution should 
have the capacity to provide at least fClur hours per day 
of work or work-related activity, either internally or in the 
community. The vocational training program at each 
institution should be thoroughly integrated with the ed
ucation program and institutional work schedules.12 

Vocational Education 

The essential standard for vocational training is that 
it must be realistic; i.e .. it must prepare the individual to 
perform specified work as capably as will be required 
in the outer world. To be effective, vocational training in 
penal institutions simply must be connected to "real 
jobs." In most prisons, vocational training, including 
prison industry, has not been ultimately successful 
because few offenders leave prison equipped to com
pete in the labor market. Ex-offenders begin with few or 

12 See New MeXico Standards and Goals. Standard 10.4. p. 261. 
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"unmarketable" skills and thus few employment oppor
tunities. 

Employment records of New Mexico inmates show 
that previous employment was spotty. Typically, the 
offender had had a series of short-term jobs frequently 
interspersed with unemployment. Most of the jobs were 
in low-skilled and low-paid areas, where competition is 
increasing. Simultaneously, even for entry-level jobs, 
education and training requirements are rising. 

The work experience of the inmate population also 
points to the need for implementing a vocational training 
program that not only teaches the skills necessary to 
perform the job but also develops reliability in work 
habits. Obtaining employment for an inmate or ex
offender is the beginning; maintaining employment is 
more difficult and is directly related to recidivism. 

Inmates should be trained for employment in areas 
that are specialized and in which the demand for labor 
appears to be consistent or rising. Programs should 



focus, therefore, on skilled jobs without a high unem
ployment factor (e.g., clerical, sales, forestry, and 
bench-work occupations). The Bureau of Programs and 
Services should conduct ongoing analyses of the labor 
market, as much as possible, in association with stdte
wide and professional business groups. 

Prison Industries 

Legal and policy restrictions on the nature, scope, 
and content of prison industries should be removed in 
favor of effective vocational programming.13 Tradition
ally, commitment to prison was associated with hard 
labor, intended to be punitive and degrading. Although 
corrections planners and administrators have progres
sed far from this philosophy, eXisting statutory restric
tions on prison industries continue to reinforce this 
concept of the purposes of work and of vocational 
training in penal institutions. 

Statutes restricting the type of prison industry and 
products that can be produced by inmate labor are 
also ostensibly designed to protect private industry 
from unjust competition with products produced by 
inmate labor. However, such statutes 'cannot be justified 
in modern society, where competition is routinely gen
erated from a myriad of domestic, national, and foreign 
sources. It is preferable to make prison industries com
parable (in terms of wages etc.) to private industry 
rather than eliminate access to areas of production or 
service through statutory restrictions. 

Compensation for trained work, either within the insti
tuition or in the community, should be based on current 
wages in the field. Inmate::; 5:00: ;:d b6 assessed part of 
their earnings as payment for their training, to reduce 
associated equipment and staff costs. 

Staff involvement in employment and vocational ed
ucation programs is critical to success. Vocational in
structors should be licensed or credentialed under the 
rules and regulations for public education in New Mex
ico. In addition, vocational instructors should be well
qualified in their fields. The Technical Vocationallnsti
tute and local schod districts can provide instructional 
staff members. Guards can also be "promoted" or 
moved to counseling or instructor positions: however, 
the skills necessary to facilitate teaching in the custo
dial setting should be provided through in-service 
training of those who have the needed technical skills 
but lack prior instructional experience. 

Vocational and employment programs should also 

13 See ibid. Standard 1513. p. 401 
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be used as a vehicle to provide additional jobs for in
mates. For those who have demonstrated a special 
proficiency, assisting with instruction can be both per
sonally and professionally rewarding. This approach is 
also a cost-efficient means of expanding program ca
pacity and providing more individualized training. 

Alternative structures should be used at each institu
tion to conduct vocational education, depending on 
institutional capacity and the resources of the surroun
ding communities. Like planning for educational pro
gramming, planning for these programs should be 
coordinated through the Bureau of Programs and Ser
vices. Vocational programs should be established and 
planned as joint agreements between the Division of 
Corrections, as a public agency, and the surrounding 
communities. Because it is not the role of corrections to 
replicate educational institutions, the correctional insti
tution alone cannot provide the vocational training and 
work experience necessary to prepare inmates ade
quately for the broad range of demands associated 
with obtaining and holding full-time employment. 

Contractual agreements with local industries and 
businesses should be solicited. Such arrangements 
have proved an efficient and low-cost strategy for pro
viding vocational training and work experience in many 
penal institutions. The "contracting in" system allows a 
private business to establish an operation within or 
adjacent to an institution, employ inmates, and use its 
own equipment. In New Mexico, a wide variety of bus
inesses are already located adjacent to correctional 
institutions and could appropriately be used for such 
arrangements. The program entails a small cost to the 
correctional system for associated staff and a variable 
rent subsidy. Inmates should be employed and trained 
at all stages of production, from design to marketing. 

The Bureau of Programs and Services should also 
develop agreements and understandings with unions to 
enter inmates in apprenticeship programs. In appre1-
ticeship programs, unions offer specialized, intensive 
instruction to develop skills necessary for specific jobs. 
Many apprenticeship programs have been specially 
adapted to comply with legal mandates that union 
membership be expanded. As a reSUlt, the apprentice
ship instruction method has been tested in a variety of 
settings, with students who have little or no prior training 
or work experience. This method is readily adaptable 
to the general inmate popUlation, and it has the addi
tional and obvious consequence of establishing con
nections between inmates and the unions. Apprentice-



ship programs begin a liaison that is assentialto quali
fying ex-offenders for union l1embership and employ
ment on their release. This is particularly significant be
cause union membership is a prerequisite in must states 
for steady and gainful employment. Typically, the in
ability of the ex-offender to meet union membership 
reqllirements tlas been a tremendous obstacle to ob
taining and maintaining emf::loyment. 

Each institutional program should create an advisory 
committee composed of corrections staff and community 
and business leaders. The advisory committee should 
have responsibility for monitoring the vocational edu
cation programs and acting as a conduit to employ
ment opportunities in the community. 

Inmate Employment 

As an integral aspect of vocational training, the entire 
structure of inmate work assignments should be re-

Women Offenders 

A women's affairs officer should be established within 
the Division of Corrections. This officer should be directly 
responsible to the secretary of the Division of Correc
tions, and should have advisory and monitoring respon
sibilities regarding all programs and facilities for wo
men.14 

HOllsing and Administration 

Two facilities currently house women committed to 
the Division of Corrections in New Mexico: the Women's 
Unit located outside the walls of the penitentiary at 
Santa Fe, administered by the penitentiary warden; 
and Myer Cottage, situated on the grounds of the Girls' 
SchOOl/Youth Diagnostic Center in Albuquerque. The 
Women's Unit is seriously overcrowded and structurally 
inadequate, with almost no space for recreation, pro
grams or vocational activities. 

Myer Cottage was recently established as one part 
of the plan submitted by the Division of Corrections to 
comply with the demands made in the civil rights action 
by female inmates against the division and the warden, 
Barefield & Padilla v. H. Leach, Secretary of Correc
tions, State of New Mexico, et a/. (No. 10282 Civil, 

14. See ,bid., Standard 10.6, p. 365 
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evaluated. Assignments to menial custodial jobs should 
be reduced as much as possible, and more skilled work 
assignments should be developed. 

A particularly signiticant opportunity for inmate vo
cational training and development, which should be 
exploited to the fullest, is the use of inmates as pF:lra
professionals in the various other programs and ser

'vices described in this chapter. In order to keep pro
gram operating costs as low as possible, while provid
ing training in marketable skills, inmates should be 
trained and employed in such roles as librarian, recre
ation assistant, medical assistant, psychiatric services 
assistant, instructor in education and vocational edu
cation programs, and foreman in prison industries. In 
every case, inmates should be remunerated at rates 
comparable to the prevailing wages in society; these 
wages can be used to repay the Division of Corrections 
for training and other costs. 

1974). Despite the official mandate of the cottage and 
its convenient location in a major city, the facility fails in 
both orientation and operation to meet court-ordered 
objectives, i.e., to provide work and education program 
and release opportunities for female inmates compar
able to those for male inmates. Inappropriate place
ments and release and program restrictions result in 
inmate idleness, compounded by small, overcrowded 
quarters. The small women's structures fail to provide 
equal access to services and programs are costly in 
security and staffing, result in duplication of basic ser
vices, and are not responsive to the rapidly increasing 
size and complexity of the women offender population. 

Establishment of a women's affairs officer and con
struction of the new women's section of the Los Lunas 
facility should resolve some of these problems. The 
women's affairs officer, in conjunction with the Bureau 
of Fiscal Affairs (see Chapter 7), should develop a 
separate budget itemizing facility staff, capital improve
ments, equipment, and daily operating costs for women 
offenders, to give an accurate picture of resource alloca
tion. The women's affairs officer should develop rules 
and regulations that respond to the security and pro
gramming needs of women's institutions. Assigning the 



women's affairs officer official status and an advocacy 
role would be a major step toward actualizing the divi
sion's commitment to equal opportunity for women 
offenders and women on the correctional staff. 

Until the women's section of the new Los Lunas facility 
is constructed, both Myer Cottage and the present 
Women's Unit at the penitentiary should be closed. 
They should be replaced by a series of well-planned 
and thoroughly programmed secure residences in Santa 
Fe and Albuquerque, located in houses, apartment 
buildings, motels, or combinations of facilities. Such 
residences (on the model of community corrections 
facilities or halfway houses) established for small num
bers of women (ten to fifteen) would not be obtrusive in 
the community and could be operated at low cost. 
Movement toward these community corrections facili
ties can begin with the gradual removal of women from 
Myer Cottage and the transfer of carefully screened 
women inmates from the Women's Unit to tvlyer Cottage. 
Myer Cottage can function temporarily as a "prereleas'e" 
center for the community residences, which should be 
established in a steady and gradual manner, so that 
any problems that may arise can be first treated on a 
small scale. 

The community corrections facilities require careful 
planning and coordination with local law enforcement 
and community agencies. Many of the structure, ad
ministration, and staffing patterns used in halfway houses 
or work-furlough models can readily be transferred to 
these residences and adapted to their varying security 
requirements. According to profile information about 
New Mexico's female offender population. the great 
majority of the women are good candidates for such 
community corrections programs. However, some pro
vision should be made for temporarily holding women 
who pose an escape risk or become sources of disrup
tion in the facilities. Agreement wittl the local jail for 
temporary incarceration is a feasible solution to this 
problem. 

Institutional PrOtlramming 

At each residence, full-time employment or education 
for each resident should be the goal, thereby reducing 
staff and security costs. Programs specifically involving 
the inmate's family and reestablishing relations with 
her children should be emphasized. Intensive indivi
dual counseling by trained volunteers can be under
taken readily in these settings. 

Programming for women in correctional institutions 
raises issues that extend beyond comprehensive plan
ning and relate to societal norms and traditional social 
roles. Inside institutions, the few available programs for 
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women reaffirm traditional societal norms that are al
ready char,ging and fail to prepare women 'offenders for 
the type:; of employment they must obtain to improve 
their living conditions and to meet the realistic demands 
of the outer society. The concern tr1at ideally governs 
programming for male inmatl9s, i.EL, that they be en
abled to assume roles in society as full-time, employed 
heads of households, has not usually been applied 
even in theory to female offenders. The present correc
tions orientation toward female offenders is in direct 
opposition to the statistics describing the women in
carcerated in New Mexico. The female offender is 
generally a mother who provides sole support for her 
children and will need to resume this econorr':: re
sponsibility on release. 

The likelihood that women offenders will be unpre
pared to meet such responsibilities on release is even 
higher than for men. The female offenders' work exper
ience has typically been limited to unskilled or semi
skilled jobs, which are tn,e ones most subject to un
employment and fluctuatior,s in the economy, Without 
the ability to obtain steady employment, the female 
offender is quite likely to become a public charge 
again, if not because of rearrest, then as a recipient of 
public assistance. 

Legally, vocational programs accessible to male In
mates must be equally available to women inmattlB. 
The comparatively small number of female offenders 
argues in favor of coeducational programs rather than 
separate programs for females only. Evaluations of co
educational programs demon~~trate that the partiCipa
tion of women (as staff membms and students) is ulti
mately not disruptive and has a positive effect on be
havior, contributing to an atmosphere conducive to 
learning. 

To make access to programming meaningful, how
ever, requires more than establishing a division policy 
that admits women to existing programs. Rather, it 
requires additional fund8 and planning. Precisely be
ca.use of the circumstances that have caused women'e 
ini'~quality in work experience and opportunities for 
ga,inful employment outside, a concerted plan for en lis
tin,g women in correctional work programs is a prere
q~isite for implementing this division policy. 

Women offenders generally have a higher level of 
eeiL/catienal achievement than male inmates: special
iZEld education and higher education are thus particu
larly needed for women. The Master Plan Team found 
hi~Jher participation by women in educational programs 
than in any c·ther activity. However, adequate auxiliary 
resources in women's facilities are needed to support 
programming. Institutional rules, regulations, and staf
fing SChEldules should facilitate inmates' use of neces-



sary aids to education (e.g., libraries and reSO\1rce 
materials). 

Innovative programs for women offenders and incar
cerated women are being developed by a number of 
institutions in this country. Among the programs that 
should be evaluated for implementation are family plan
ning, parent effectiveness training, transactional analy
sis, assertiveness training, preventive medicine with 
emphasis on female biology, recreation and individual 
physical development, nutrition, consumer training, 
legal rights of women and minorities, cultural aware-

Civil Rights of Inmates 

,---------------------------------

ness, and family counseling tied to regular interaction 
between parents and children at the institution. All of 
these program areas are directly related to the condi
tions that seem to cause most of the criminal behavior 
among women: family disruption, victimlike relation
ships with others, use of drugs, and economic need. 
Without comprehensive specialized programming for 
women offenders with emp~oyable skills, recidivism for 
the female oliender could b(~come as serious a problem 
for society and corrections as recidivism for the male 
offender. 

--------------------------------------------------------------------------------------
The state and the Division of Corrections, should 

guarantee the civil rights of inmates through state law 
and division policy. To protect these civil rights, an 
arbitration system should be established with jurisdiction 
over claims arising from the application of institutional 
policy, individual grievances, and disciplinary actions.15 

The Master Plan Team recommends the following sta
tutory language: 

1. A person sentenced to imprisonment under the jurisdiction. 
of the Division of Corrections retains all civil rights except those 
expressly or by necessary implication abrogated by law. The 
inmate may be deprived of civil rights only as necessary in . 
order to provide for the reasonable security of the institution in 
which s/he is ..;onfined and only for the period during which 
such restrictions can be shown to be related to maintaining the 
reasonable security of the institution. 

2. Notwithstanding any provision of law, each such person 
shall have the following civil rights: 

a. To fully and effectively assert his/her right to access to 
the courts, including but not limited to corresponding confi
der:ially with any member of any state bar or holder of public 
office, provided that prison authorities may intercept incoming 
mail to search for contraband, in the presence of the inmate 
addressee. The right to legal correspondence shall not be 
suspended even in casas of disciplinary action against the 
inmate. 

b. To purchase, receive, read and permit other inmates to 
read any and all legal materials, newspapers, periodicals, and 
books accepted for distribution by the U.S. Post Office. Rea
sonaJle restrictions on the number of such periodicals, inclu
ding the number a prisoner may ~eep in the cell at anyone 
time, and inspections, are not foreclosed by these prOVisions 
insofi~r as the restrictions do not constitute a circumvention of 
the rights provided herein. 

15. See ibid. Standards 1.1-1.18, pp. 296-312 
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c. To have personal visits and correspondence with family 
and friends. All prisoners, including those undergoing punish
ment for disciplinary infractions, are entitled to weekly visitation 
periods. 

d. To be incarcerated in a healthful environment, free 
from life-endangering conditions, personal injury, personal 
abuse, or harassment caused by correctional staff, other 
prisoners, or the conditions of confinement. 

e. To have proper medical services, including, but not 
limited to, emergency hospitalization, dental, psychological, 
psychiatric, physical therapy, and other accepted medical 
care. 

The Master Plan Team also recommends the following 
amendment to 42-1-19 NMSA: 

The secretary of the Division of Corrections shall exercise 
general superintendence and control over all institutions and 
shall make rules and regulations for the government, disci
pline, and policing of the institutions, and for the punishment of 
the prisoners confined therein, not inconsistent with the law. 
DISCiplinary policies and procedures, rules, and regulations 
shall be part of the official orientation provided to ali inmates 
and staffs. 

Administrative Regulations 

Individuals convicted of serious crimes and senten
ced to incarceration do not retain the fully panoply of 
constitutional rights that citizens normally enjoy. One of 
the most obvious consequences of incarceration is that 
the right of free movement, normally accorded with 
citizenship, no longer applies. Likewise, the courts have 
acknowledged specific permissible restraints on the 
exercise of civil liberties. However, the special legal 

i. _____________________________ ~_· ___ _ 



status of being incarcerated does not imply, and should 
not result in, forfeiture of the right to hUmane treatment 
or of protection from unconstitutional or illegal rElgula
lions and procedures. 

In determining which civil rights are forfeited upon 
incarceration, federal and state courts have established 
the principle that prisoners retain certain of theil' First 
Amendment freedoms and at least the Sixth and Four
teenth Amendment rights of access to the courts. Re
coqnizing that the "realities of running a penal institution 
are complex and difficult," the United States Supreme 
Court has developed strict standards regarding the 
restriction of rights where First, Fifth, and Sixth Amend
ment areas overlap.16 

The Division of Corrections policy on the rights and 
responsibilities of inmates and staff should Incorporate 
the proposed legislation guaranteeing the civil rights of 
inmates set forth above and fully delineate in simple 
language the purpose and scope of each right. Division 
policy in these areas should be a permanent part of the 
manual provided to each staff member and inmate on 
entry into the correctional system, and updated versions 
should be distributed on a regular basis (in both English 
and Spanish, with special provision for Native Ameri
cans). This manual should be distributed immediately 
on an offender's commitment to the Intake and Classifi
cation Center. 

Accompanying the statement .:'l1d explanation of in
mates civil rights should be a clear and precise discus
sion of the rules and regulations to be applied by the 
division. These rules and regulations should implement, 
not abrogate, recognized fundamental civil rights; no 
specific rule or regulation should be more restrictive 
than is justified by the need to maintain order. 

Division and institutional rules and regulations should 
be precise and deal with substantial or serious concerns. 
Vague rules are too susceptible to abuse of discretion, 
and rules that are trivial in content engender hostility 
and lack of respect. Rules should address obserVable 
behavior that can be clearly shown to have an adverse 

16. The c.onstitutional guarantee of access to the courts has been 
interpreted by the c.ourts as carrying with it the right to seek and obtain 
the assistance of competent counsel, so that the assertion of legal 
clain13 ,:;an be fully errective. First Amendment rights were set out by 
the United States Supreme Court in the case of Procunier v. Martinez, 
416 U.S. 396 (1974): "A prisoner does not shed ... basic First Amend
ment rights at the prison gate. Rather. he retains all tne rights of an 
ordinary citizen except those expressly, or by such necessary implica
tion, taken from him by law." For example, in Johnson v. Avery, 393 
U.S. 483 (1969), the Supreme Court expressly acknowledged the ra
tionality of the rule that prohibited inmate writers ("jailhouse lawyers") 
from aiding fellow prisoners in preparing legal papers. Thill Supreme 
Court nevertheless conc;luded that the rule was unconstitutional be-
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effect on individuals or security. Rules prohibiting atti
tudes (such as "insolence") should be omitted. The 
pattern of judicial review demonstrates that they are 
subject to arbitrary interpretation. 

Rules and regulations established by the Division of 
Corrections generally should not attempt to duplicate 
the criminal law; i.e., when an act violates both admin
istrative rules and statutory provisions, the institution 
should defer to the state to prosecutl!~. Acts of violence 
and all serious misconduct should bEl prosecuted crim
inally and not be the subject of adminfWative sanctions. 
Where the state intends to prosecute, disciplinary action 
should be deferred. Where the state finds the inmate 
not guill3', correctional authorities should not take fUl·~l1er 
punitive action. 

Each I'ule and regulation should be accompanied. by 
a statem ent of a range of sanctions that may be imposed, 
and thes.e shbuld be proportionate to the gravity of the 
rule and the severity of tht} violation. Official sanctions 
should be constructive and specifically adapted to the 
individual and the circumstances. Routine use of severe 
disciplinary measures usually embitters inmates rather 
than deterring them.17 Permissible sanctions are to 
some degree dE,pendent on the ICC and should be 
limited to the follQwing categories: 

- counseling ar,d reprimand 
-loss of privileges (for a maximum of 120 days) 
-- confinement to assigned quarters for a maximum of 

thirty days 
- placement in a mor0~ecure housing unit for a max

imum of ninety days 
- loss of employment 
- ineligibiity to earn time credits (for a maximum of 

ninety days, but not retroactively applied) 

The above time restrictions should not be extendable. 
Privileges that may be restricted but should not be 
completely withdrawn include correspondence, visita
tion, physical exercise, and access to the judicial and 
grievance processes. The least severe sanction ap-

cause of its impact on a prisoner's right of access to the courts. 
Where these rights are d'enied or obstructed. the courts will take an 

activist role. This role may have a narrow focus, such as ordering an 
institution to change particular policies or procedures, or it may be as 
broad as requiring that budgetary allocations be made under the scru
tiny of the court or that entire institutions be closed down. As the court 
asserted in Procunier v. Martinez, 416 U.S. at 405, "A policy of judicial 
restraint cannot encompass any failure to take cognizance of valid 
constitutional claims. When a prison regulation or practice offends II 
fundamental constitutional guarantee, federal courts will discharge 
their duty to protect constitutional rights." 

17. See American Correctional Association, op. cit. in note 7, pp. 
401-21. 
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propriate to the offense should be imposed. Solitary 
confinement should not be used eS a sanction. Term
ination of an inmate's participation in programming, 
reclassification, and transfer are also improper as dis
ciplinary sanctions. Such program decisions are the 
proper responsibility of the ICC. 

Department and institutional policy, rules, and regu
lations should be incorporated into the orientation ses
sions, jointly conducted by inmates and staff at the ICC. 
Such sessions should be designed to explain policies 
and procedures in detail and to afford an opportunity 
for discussion of their application in ligllt of institutional 
life. A similar orientation session, organized by staff 
and inmates, should be a primary unit of training for all 
new correctional staff members. They should under
stand, before beginning their duties, their role in enfor
cing rul113 and regulations and in implementing depart
ment policy. The staff should be instructed on the USE) 

of discretion - i.e., that not every breach of the rules 
necessitates a report. Many minor acts can be treateoi 

expeditiously by simply counseling or advising the 
inmate about the expected conduct. Such informal 
treatment by sensitive staff members can often have 
great preventive value and can avoid abuse and over
use of the disciplinary system. 

Internal Operations: Arbitration 
Mechanism 

The connection between security and institutional 
administration is graphically illustrated in grievance and 
disciplinary policies and procedures more than in any 
other area. The institutional mechanism for responding 
to the inmate population should be sufficiently flexible 
to react quickly in ways that (1) reaffirm the integrity of 
the overall process; (2) satisfy the particular individuals 
involved that the process operated fairly; and (3) en
courage inmates to resort to the official mechanism as 
a viable alternative to acts of disruption. In addition, the 
mechanism should incorporate some capacity for self
monitoring, so that problems in interpretation or appli
cation can be resolved before the overall procedure 
becomes impeded. All division and institutional policies 
should clearly demonstrate the commitment of the 
Division of Corrections to the full, fair, and orderly use 
of grievance mechanisms as the exclusive, legitimate 
means of resolving disputes. 

The arbitration mechanism proposed consists of two 
parallel units: the administrative section and the disci
plinary section. The administration section should re
solve ('\) questions and disputes regarding interpretation 
and application of policy, rules, and regulations, and (2) 
disputes between individuals, whether staff, or inmates 
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or both. The disciplinary section should have jurisdiction 
over situations in which allegations of disciplinary in
fractions are made against inmates, and sanctions may 
result. The procedure used by this section should also 
apply to disputes over the allocation or denial of time 
credits. 

For appeals arising under either section, final author
ity should be assigiled to persons outside the Division 
of Corrections. Unless the system establishes and 
maintains credibility with its three constituencies -- the 
administration, the line staff, and the inmates - it can
not achieve its critical objective of maintaining order 
within the institution. Appeal to an external body ensures 
that final decisions will be accepted and will not be 
identified with any particular interest or constituency. 

Administrative Section 

A claim arising within the purview of the administrative 
section should be initiated by filing a brief descriptive 
statement on a simple form. The form should be referred 
to the administrative panel of the institution. The panel 
should be composed of an equal number of staff and 
elected inmates plus a member of the administration. 
(Eligibility for inmate election should be based on ethnic 
and classification groups, and terms should be limited 
to six months.) Within three days of filing, the claim 
should be reviewed by the panel. In hearing the claim, 
the parel should be authorized to use whatever means 
are reasonably necessary to determine its validity, in
cluding recourse to staff of the division outside the 
institution, administrative conferences, meetings with 
the parties involved, and obtaining written information. 
The decision of the panel shouid be made in writing to 
the originator of the claim within five working days after 
the hearing. Appeal should be to the superintendent of 
the institution. The superintendent should review the 
panel's decision and issue a decision on the appeal 
within three days. Failure to conform to any time restric
tions should result in automatic referral to the next 
superior level. The final level of appeal should be to an 
external review panel, composed of at least the director 
of the Division of Corrections (or a designee), a repre
sentative of the institution originating the claim. and a 
member of the local bar association. The appeal should 
be answered within fifteen days. All claims should be 
resolved within twenty-one days of initiation. Extensions 
of this and any other deadlines should be allowed on 
mutual agreement by all parties involved, but no exten
sion should be granted on the order of the administration 
or staff alone. The grounds for decisions at eact) level 
should be specified in writing, to avoid misundemtand
jngs. Completed records from each case should be 



maintained until the claimant is released or terminated. 
Participants in the administrative panel should receive 

some training. Possession of a copy of the rules and 
regulations, knowledge of division policy, and willin9-
ness to participate are insufficient to ensure orderly, 
intelligent responses to the wide variety of claims that 
arise. Training should include at least fact-finding and 
mediation skills. The Field Services Bureau and educa
tional personnel should be enlisted as trainers. 

In many penal institutions, similar administrative 
mechanisms have proved useful in identifying institu
tional problems, reducing inmate frustration and thus 
the level of violence, and offering inmates the oppor
tunity to voice grievances and receive an official re
sponse. 

Disciplinary Section 

Tile disciplinary panel should consist of an elected 
inmate, a staff representative, and a representative of 
the superintendent of the institution. Members' terms 
should be for one year to ensure continuity, although 
exceptions should bf:; allowable for inmate representa
tives. 

Disciplinary procedures should incorporate limited 
due process. Such an approach is appropriate where 
sanctions having a significant effect on the lives of 
inmates may result (e.g., segregation, limits on daily 
privileges, loss of time, and loss of credits). 

Disciplinary reports should be made in writing, with 
copies to the inmate and to the disciplinary panel within 
twenty-four hours of the complaint. Immediately after a 
disciplinary report is submitted to the disciplinary panel, 
an investigating officer (a specially designated and 
rotating position among the panel) should commence 
an investigation. The inmate (and the staff) should be 
informed of the Fifth Amendment right to remain silent. 
If the investigating officer determines that probable 
cause exists to believe that the report is accurate, the 
report should be submitted to the disciplinary panel. 

A hearing should be conducted within five days of 
the submission of the investigation report, unless the 
inmate and the panel mutually agree to extend the 
deadline. Staff and/or inmates involved in reports as 
witnesses or partiCipants should be allowed to testify. 
In those cases where a criminal prosecution may occur, 
the district attorney's office should be contacted im
mediately on the filing of the disciplinary report. (Spe
cial care should be taken to ensure that an inmate 
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under jOint investigation is warned of the constitutional 
right to remain silent and to have counsel appointed.) 

At least the following procedural rights should be 
accorded each accused inmate: 

-written notice of the charge. in language understan
dable to the particular inmate 

- the admonitions required by law concerning any 
criminal prosecution that could result from the 
charged violation 

- the right to appear and to compel the attendance of 
any person within the prison community to provide 
evidence 

- the right to confront and cross-examine the per
sones) presenting adverse evidence. e.'cept where 
the panel makes a written finding that the physical 
safety of a witness or. in special circumstances, a . 
correctional employee, would be endangered by 
disclosure or that the evidence would be irrelevant 
or cumulative 

- the right to have an inmate or staff serve as counsel 
- the right to a written decision. with specified reasons, 

based on the preponderance of the evidence 

The inmate should have th'3 right to appeal to the 
director of the Division of Corrections within five days of 
the decision of the panel. A final, written decision on the 
appeal, with specified grounds and remedy, if appro
priate, should be forwarded to the inmate within fifteen 
days of the appeal. Further appeals may be made to 
the secretary of the Department of Criminal Justice. 
The secretary should review those appeals that. at the 
secretary's discretion, merit further consideration. Re
medy for the violation of any procedural guarantees 
during the disciplinary proceeding should include dis
missal of the report and prohibition 01' any sanctions. 
These decisions should be made a permanent part ot 
inmate and staff member records until release or term
ination. Provisions should be made for emergency 
exceptions to any of these procedures through direct 
appeal to the director of the DiVision of Corrections. 

The complicated nature of the proposed arbitration 
system may necessitate implementation on an institu
tion-bY-institution basis. Los Lunas would be an appro
priate first site. The process should be carefully moni
tored by the Division of Corrections staff to ensure full 
implementation, conforming to the program's goals 
and objectives, and to make any necessary modifica
tions. 



Summary 

The predominant theme in developing institutional 
programs is that they should provide as much continuity 
with an inmate's former and future life "outside" the 
institution as is feasible and reasonable. To some de
gree, this continuity or interaction between the com
munity and the institution can be accomplished through 
formal planning mechanisms. Regarding individual 
inmates, the ICC planning stresses the staged pro
gression of inmates toward lesser and lesser degrees 
of security with greater and greater levels of community 
interaction. Regarding overall program and service 
provision, central office integration of the Bureau of 
Programs and Services and the Bureau of Institutions 
should be matched, at each institution, by the institu
tional councils composed of facility administrators and 
community representatives (from the areas of social 
se'vices, education, business, and labor). 

These formal mechanisms should be supplemented 
by a variety of other considerations that affect the insti
tutional"environment" or style. Where formal account
ability for the custodial and administrative aspects of 
corrections are separated from accountability for the 
design and management of programs and services (as 
will be the case under the reorganization of the Division 
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of Corrections outlined in Chapter 7), there is a danger 
that custodial and programming components will work 
at cross-purposes. These tendencies can and should 
be counteracted in a number of ways. First, every effort 
should be made to involve noncorrections personnel 
- as volunteers, teachers, counselors, etc. - in pro
grams within the institutions, in order to mitigate the 
aura of a "closed" institution. In addition, staff training 
and career patterns should stress the integration of all 
correctional roles and responsibilities. All corrections 
personnel should be exposed, during initial and in
service training, to the multiple responsibilities of cor
rections. Lik~wise, a career ladder by which personnel 
may move laterally across roles (e.g., from guard to 
counselor or from counselor to classification hearing 
officer or disciplinary hearing officer) should be used to 
break down patterns of isolation or exclusion among 
various employee groups. 

In short, institutional programs must be seen within 
the broader context of the Division of Corrections as a 
system; the Division of Corrections must in turn be 
seen in the broader context of a system of social ser
vices and public safety. 



6 Facilities 

By emphasizing alternatives to present correctional 
programming, the New Mexico Master Plan for Correc
tions places priority on measures to reduce the contin
ued growth in ihe institutional populations. Despite 
these efforts, however, current forecasts indicate that 
the present institutions will be expected to house an 
increasing number of persons during the coming three
year period. 

Projections through 1980 are characteristic of a 
period of change in the system - a time during which 
there will be increased emphasis on the development 
and intensified use of local alternatives to incarceration. 
The profile of the institutional population is likely to 
change, with proportional decreases in the lower cus-

Overview of Adult Institutions 

At the outset of the Master Plan process - before a 
comprehensive review of the state correctional system 
was completed - the need for additional bed capacity 
in the adult system, coupled with state interest in new 
legislation for correctional facilities, placed unusual 
responsibility on the Master Plan Team to respond 
quickly to the building program then being proposed 
by the Division of Corrections. Despite the team's con
clusion that no new construction should be considered 
without ((rst completing a comprehensive review of the 
entire system, review of and response to the proposals 
for new facilities were essential, since legislation and 
appropriations were immediately pending. 

In this context, an initial inventory of eXisting correc
tional institutions was undertaken, along with a review 
of population projections and plans for additional min
imum and medium security facilities proposed by the 
Division of Corrections. A strategy for minimizing new 
construction evolved, emphasizing the continued use 
of existing facilities wherever possible. This strategy 
was designed to allow for the future development of 
programs that would maximize the use of both existing 
facilities and alternative correctional programs. 

Thus, early in the Master Plan process, a program of 
rehabilitation, maintenance. and limited new construc
tion was developed, emphasizing the most immediate 
and obvious needs of the system. The key elements of 
the program (which was adopted) included the folloW
ing: 

- One new facility, somewhat reduced in size and 
scope from the initial Division of Corrections propo
sal, was planned for the existing Los Lunas correc
tional complex. This facility was programmed to 
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tody levels due to the increased availability of com
munity program options. There will also be significant 
restructuring of the present institul,ons. Closer monitor
ing of residential assignments and correctional pro
gramming will be facilitated by the introduction of new 
agencies, and the range of custody levels will be limited 
at each institution, making more effective programming 
possible. 

In conjunction with the development of local alterna
tives to incarceration, there is likely to be a shift in 
emphasis from the present centralized system to a 
more regional approach to correctional programming 
(see Chapter 4). 

house both males and females. On completion in 
1979-80, the facility will provide 208 additional beds 
for medium security males and will totally replace 
the existing Women's Unit at the Penitentiary of New 
Mexico. The housing units for women have been 
planned to afford separate programming for a range 
of custody levels. 

- A program for remodeling and upgrading the existing 
Los Lunas minimum security facility was adopted, 
extending the useful life of this 200-bed facility with 
a significant saving in resources. 

- Major renovation at the Penitentiary of New Mexico 
was postponed in favor of a phased rehabilitation 
program. The pn::>gram adopted for this institution 
was scheduled fi~st to remedy long-delayed equip
ment and mechanical problems, postponing any 
major housing or program modifications until com
pletion of the Master Plan Team's review of the entire 
system. 

Each of these elements is discussed in more detail in 
following sections, relating these measures to longer 
range proposals for the correctional system. 

During the coming three- to four-year period, two 
major facilities, recommended in the Master Plan, and 
two or more regional minimum security programs will 
become operational. These facilities and programs will 
add approximately 646 beds to the present system 
capacity. In conjunction with these Division of Correc
tions facilities, preprosecution diversion and other non
institutional correctional programs (with a combined 
capacity of approximately 380 persons) will further in
crease the total correctional program capacity, provid-

I 
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ing approximately 1026 new program openings (insti
tutional and noninstitutional) by 1980-81. 

These new program resources will make it possible 
to institute recommended changes in the present peni
tentiary population, including a phased reduction in 
PNM capacity to approximately 6~~5 beds by 1981-82. 
This reduction, offset by changes elsewhere in the 
institutional system, will result in a total institutional 
capacity of approximately 1 bOO beds, which compares 
favorably to the rrojected 1980 average daily popula
tion of 1405 inmates. 1 

In addition to the new facility planned for the Los 
Lunas Correctional Complex, and the other actions 
described above that affect institutions, the Master Plan 
Team has several additional recommendations regar
ding facilities. These are designed to have a significant 
impact on the deployment and programming of adults 
committed to the state correctional system. 

The top priority for new construction should be a new 
facility for intake and classification. This program is 
discussed in detail in Chapter 3. The ICC facility is 
planned for an inmate population of 208, including both 
males and females. All persons committed to the Divi
sion of Corrections should be admitted to this facility 
and later assigned to the appropriate institutional pro
gram. The ICC should be centrally located in the state, 
ideally in the Albuquerque metropolitan area. 

The capacity of the Penitentiary of New Mexico should 
be systematically reduced to approximately 625 inmates, 
with commitments restricted to medium and maximum 
custody levels. The existing dormitories should be 
phased out, replacing the present open-floor arrange
ment with single occupancy rooms for medium custody 
levels. 

Overview of Juvenile Institutions 

Master Plan recommendations for juvenile facilities 
are discussed in detail in Part II, which addresses the 
juvenile correctional system. The majority of the recom
mendations propose program (1lodifications at the pre
sent juvenile institutions. No major physical changes or 
new facilities are proposed. 

Meawres to effect a systemwide reduction in the 
number of juvenile commitments are recommended, 
with the resulting benefit of reduced bed capacity re-

1. See Appendix 1 for a discussion of populalton proJeClton methods. 
proJections. etc 
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Projections of inmate population indicate that such a 
modification can be made step by step beginning in 
1980 with the completion of the new Los Lunas medium 
security facility. In the interim period, the structural 
feasibility of partitioning the dormitories should be ex
plored in more detail, with attention given to a compari
son of the costs of renovation with the costs of partial 
new construction. 

On the basis of current population projections, it is 
recommended that one or two minimum security facili
ties, providing a total capacity of approximately 150 
residents, be planned for the southern portion of the 
state. Current admission patterns suggest that either 
Roswell or Las Cruces would be an appropriate location 
to consider. 

Due to uncertainty about the effect that alternatives 
to incarceration will have on the minimum security seg
ment of the population, major new construction should 
be avoidod; the Division of Corrections should instead 
use appropriate existing facilities in this portion of the 
state. More than any other type of correctional program, 
minimum security facilities can be quite flexible, making 
it possible to adapt a variety of existing building types 
to the needs of the correctional program. As a tempor
ary measure, to relieve population pressures during 
the building program outlined above, the Division of 
Corrections should consider 1Is current option for use 
of the existing DH I facility at Via Solano near Roswell. f\ 
permanent commitment to use this facility should be 
avoided ul1til the long-range need for minimum security 
facilities is confirmed after development of additional 
programs in other major population centers throughout 
the state. 

quirements at the existing juvenile institutions. Gener
ally, the recommended program changes will regional
ize the existing facilities. With a programmed reduction 
in diagnostic commitments, the Youth Diagnostic Cen
ter in Albuquerque should S(3rVe the northern region 
for both boys and girls under regular commitment. 

The Boys' School at Springer, because of its remote 
location, should be considered as a facility for older 
boys who have been committed for more serious offen-



ses or have records of previous commitments. Special 
provisions should be implemented to enhance oppor
tunities for family visits (e.g., offering transportation to 
and from the institution and eventually developing week
end housing arrangements for visiting families). As a 
general reduction in the juvenile population occurs, 
Camp Eagle Nest, because of its small size and remote 
location, should be considered for a minimum security 
adult facility to serve the northeastern portion of the 
state. 

Emphasis should be placed on further regionalizing 
the juvenile institutions. While new construction is not 
warranted, consideration should be given to reestab
lishing a facility for juveniles in the southeastern portion 
of the state, possibly at Camp Sierra Blanca. While 
such a change may not be feasible at this time, and will 
certainly depend on future changes in the adult system, 
this facility has been used for juveniles in the past and 
may prove a logical alternative in the future. 

Overvh~w of Local Correctional Programs and Detention Facilities 

Although a variety of local correctional programs have 
been discussed in other sections of the Master Plan, 
most of the programs are readily adaptable to existing 
structures and will not require large capital outlays for 
new construction. 

City and county detention facilities have been ad
dressed in a separate technical report prepared by the 
Master Plan Team.2 Legislative action should be taken 
to establish statewide minimum standards for the con
struction, administration, and operation of all local fa
cilities used for the detention of adults, both pretrial 

Correctional Institutions: 1977-80 

The New Mexico Division of Corrections currently 
operates five facilities for its adult inmate popUlation, 
providing a system capacity of 1295 beds (see Table 
6-1). 

Under current plans, the new medium security facility 
at Los Lunas will have a capacity of 208 beds for males 
and 80 beds for females; when the new facility is com
pleted, it will allow the closing of the Women's Unit at 
PNM. This will provide the opportunity to convert the 
women's facility to either a housing unit for male inrnates 
or program or administrative space. 

In addition to the facility changes currently planned 
at Los Lunas, other facility changes are recommended. 
Flecommendatfons for reducing the capacity of PNM, 
with conversion of the present dormitory units, will lower 
the population at this facility to approximately 625 in
mates. New facilities recommended for intake and 

2. See Technical Report 7 (1977). 
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detainees and sentenced offenders. Responsibility for 
inspection and enforcement should logically be placed 
in the Division of Corrections, in an expansion of its 
present responsibility for juvenile detention facilities. 

Although specific recommendations for new con
struction of these facilities are beyond the scope of this 
Master Plan, the adequacy of the facilities does affect 
the state system. As part of the proposed inspection 
and review process, priority should be given to allevia
ting problems at local jails that result in transfers of 
large numbers of local inmates to state institutions. 

classification and for minimum security inmates will 
offset this loss of bed capacity, if the state correctional 
system plans for an overall capacity of approximately 
1407 beds for males and 118 beds for females by 
1980-81. 

Table 6-2 summarizes the effect these recommended 
actions will have on the system, comparing bed capa
city and custody levels with current projections of in
mate population. 

Intake and Classification Center (ICC) 

The Master Plan Team recommends a major new 
facility for the intake and classification of persons com
mitted to the state correctional system. This facility 
should process all commitments, replcing the current 
program at PNM with a completely separate adminis-



Table 6-1: Current Bed Capacity 

FaCility Men Women 

Penitentiary of New Mexico 995 
PNM Women's Unit 28 
Los Lunas Honor Farm 200 
Camp Sierra Blanca 50 
Women's Honor Unit 22 

Total 1245 50 

Note: Figures show only regular housing beds and are based on the inventory of corrections facilities prepared by the Master Plan Team in 
Technical Report 3 (1977); capacity modifications such as double-bunking are not included. 

trative and program unit. A six-week orientation and 
testing program is recommended, during which the 
custody level and the appropriate correctional program 
should be determined for each commitment. At the 
conclusion of this period, residence assignments 
should be made. 

Capacity 

Based on current projections of admissions, it is anti
cipated that the ICC will be required to process ap
proximately 1250 persons during FY 1979-80, increas
ing to 1730 annually by 1984-85.3 A preliminary analy
sis of housing capacity - based on a six-week program 
for all regular commitments - indicates a projected 
need for 208 beds by 1984-85. Assuming female ad
missions continue at approximately 6 percent of the 
total. twelve beds would be required for women in 1979 
-80, increasing to sixteen in 1984-85. 

Housing and Programs 

For maximum flexibility and program efficiency, over
all capacities should be planned around small housing 
units, with the option of clustering in larger program 
groups. This should facilitate scheduling orientation 
groups so that small groups are phased sequentially 
through the program. A housing unit program similar to 
the Los Lunas Medium Security Facility program is 
appropriate. If sixteen-bed units are used, this should 
result in an initial building program of one sixteen-bed 
unit for women and four forty-eight-bed clusters for 
men, totaling 208 beds. 

3, Estimates follow the worst case projections. With a 35-percent 
reduction from the total to account for recommended use of precom
mltment diversion programs Thus. the baseline projection of 2663 
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Penitentiary of New Mexico 

The Penitentiary of New Mexico was built in 1954; 
over the years its population has fluctuated, although 
recent trends show a constantly increasing average 
daily population. The institution currently houses over 
1200 inmates, well above its present capacity of 995, 
but below its one-time peak of almost 1300. This over
crowding severely limits program flexibility and effec
tiveness, making the institution extremely difficult to 
manage and program efficiently. 

Many of the problems currently facing the PNM are 
symptomatic of the current high population level and 
can be alleviated only if the number of inmates at the 
facility is reduced. The recommended programs for 
PNM (see Chapter 5) will also necessitate a reduced 
population if they are to function at optimal effective
ness, since the sheer logistics of managing a large 
institutional popJlation necessarily interfere with flexi
bility of program assignments and schedules. 

Several key system changes that will affect the num
ber and type of persons committed to the PNM are 
currenty planned and/or recommended elsewhere in 
the Master Plan: 

- The intake and classification function, presently ad
ministered at the PNM, should be phased out, 
placing this responsibility in a separately adminis
tered facility, the ICC. 

- The Women's Unit at the PNM is scheduled for relo
cation on completion of the new facility at Los Lunas. 

admissions is reduced to 1730 admiSSions In 1984-85, See Technical 
Report 4 (1977). p, 39, 



This will vacate the present twenty-eight-bed facility 
at the PNM and remove all women from the PNM 
complex. 

- Diagnostic commitments and county jail transfers 
should be phased out, transferring responsibiliy for 
these inmates to the ICC and local correctional 
programs. 

Completion of the medium security facility for males 
at Los LUnas will permit a phased reduction in the 
number of persons committed to the PNM, limiting the 
present range of custody levels at the PNM to maxi
mum and medium security. This step-by-step reduction 
in the number of inmates incarcerated at PNM should 
be accompanied by conversion of the present dormi
tories, equipping them as medium security housing 

units with single occupancy rooms. Present estimates 
indicate that changes elsewhere in the system will 
facilitate conversion of the nine sixty-bed dormitories, 
reducing overall capacity by 360 to 396 beds and 
lowering the population at the penitentiary to approxi
mately 625 inmates.4 

In conjunction with these modifications to the capa
city of the facility, consideration should be given to a 
functional subdivision of the PNM population, modifying 
the four northernmost cellblocks (cell blocks 3-6) by 
the addition of an entirely separate recreation and pro
gram area. With decentralized food service to these 
units, and controlled access, the four cellblocks in this 
portion of the institution should be operated as a self
contained maximum security facility. 

Similar modifications to the six existing housing units 

Table 6-2: Capacity by Custody Level and Forecasts of Population, 1980 

Institution 

For males 
PNM* 
PNM Women's Unitt 
Los Lunas Medium 
Los Lunas Minimum 
ICC:j: 
Regional minimum security facilities 

Total 

PrOjected ADP, 1980 

For females 
Los Lunas 
Los Lunas Admissions and Orientation Unit 
ICC 
Women's Honor Unit'"'" 

Total 

Projected ADP, 1980 

Custody level 

Maximum 

441 

48 

489 

450 

24 
8 
4 

36 

9 

Medium 

188 

208 

80 

476 

435 

48 

4 

52 

47 

Minimum 

28 

200 
64 

150 

442 

435 

8 
22 

30 

29 

'EXisting cellblocks and cellhouses have been considered maximum security units; the converted dormitories and the present 44·bed 
prerelease unit are included in the medium security category. 

tThe 28·bed Women's Unit at the PNM will be converted to a male faCIlity, possibly for use by trustys. 
:j:For the purpose of estimating the effect of the ICC on housing capaCity, It was assumed that the facility would house a cro!;s·section of 

security claSSifications approximating the distnbutlon of security levels in current adm'ssions. 
"The Women's Honor Unit will be phased out and replaced by community resldence,\ 

4. It IS estimated that converllng the dormitories to Single occupancy 
rooms will reduce their capacity by approximately forty beds, to a total 

.. 
of sixteen 10 twenty beds each 
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Total 

629 
28 

208 
200 
192 
150 

1407 

1320 

72 
8 

16 
22 

118 

85 
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Maximum Security 

Figure 6-1 : Penitentiary of New Mexico 

In the southern portion of the institution should provide 
a graduated transition to separate medium security 
housing. Again, with the addition of program space for 
each unit, decentralized food service, and controlled 
access, this portion of the facility should be operated 
independently, as a separate medium security facility. 

Present educational programs should be relocated 
in the vacated central dining hall, completing the trans
ition. All central services should be housed in the ad
ministrative portion of the institution. 

The Los Lunas Correctional Complex 

The Los Lunas Correctional Complex will, on comple
tion of the new medium security facility, provide correc
tional programs for a total of 408 males and 88 females 
in two major facilities. The new facility should serve 
both males and females, providing a medium custody 
program for males and a maximum-medium program 
for females. This facility will replace the Women's Unit 
at the Penitentiary of New Mexico and will consolidate 
institutionalized correctional programming for women. 
The medium security section for males will provide 208 
beds in four forty-eight-bed housing clusters, and a 
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Medium Security 

sixteen-bed orientation unit. (Central services and pro
grams are planned to afford some sharing of resources 
between male and f8male populations.) 

The existing minimum security facility for men (Los 
Lunas Honor Farm) is scheduled for renovation and 
should continue in operation as a 200-bed facility. Cur
rent plans for this facility include the addition of an 
administrative office, a forty-eight-bed housing unit, 
and a visiting/multipurpose building. The planned up
grading should provide the repairs and maintenance 
necessary to extend the useful life of this facility for ten 
to twenty-five years - at great savings over the cost of 
new construction. It should continue to operate as an 
independent unit, with programs and an administrative 
organization separate from that of the new medium 
security facility. 

Plans for both Los Lunas facilities have been devel
oped according to programs recommended by the 
Master Plan Team. Construction activity is tentatively 
scheduled to begin late in 1978, with a completion date 
approximately two years later, in 1980-81. Renovation 
of the minimum security facility, as currently planned, 
should not interfere with the continued operation of the 
facility. 



Correctional Institutions After 1980 

Projections for years after 1980 reflect an increase in 
the adult inmate population due to proposed legislative 
changes in sentencing practices. Current estimates 
indicate a doubling of the inmate population within a 
brief two-year period following enactment. While it is 
doubtful that such a dramatic change will ever in fact 
take place, the uncertainties surrounding longer range 
forecasts, pending analysis of the changes proposed 
and possible future revisions to the current legislation, 
make any specific proposals for increases in bed ca
pacity - beyond those already made - premature. 
For this reason all Master Plan recommendations for 
facility changes focus on activities that should be un-

dertaken in the coming three-year period. They are 
designed to develop a system that will be amenable 
to future expansion as present uncertainties regarding 
longer range needs are removed. Any future plans for 
new construction, beyond those already proposed in 
the Master Plan, should be reviewed with extreme 
caution, to be sure that all feasible treatment and pro-

. gram alternatives have been exhausted. 
The changes various Master Plan recommendations 

will have on correctional facilities in the state are sum
marized in Table 6-.3, which briefly describes each 
proposed facility change. 

Table 6-3: Summary of Recommended Facilities 

Age 
Group 

Adults 

Juveniles 

Facility 

Intake and Classification 
Center 

Penitentiary of New Mexico 

Los Lunas Medium 
Security Facility 

Los Lunas Minimum 
Security Facility 

Regional Minimum 
Security Programs 

Boys' School at Springer 

Youth Diagnostic Center 

Camp Eagle Nest 

Camp Sierra Blanca 

Capacity and Characteristics 

A new 208-bed center for males and females, located in 
the Albuquerque area; the program center for all 
commitmqnts to the state correctional system 

A 625-bed maximum/medium security facility for males; 
serving as the only maximum security institution for men 
in the system 

A major 20B-bed medium security facility for males, and 
the state's only maximum/medium facility for females, 
with 88-bed capacity 

A renovated 200-bed facility for minimum security males, 
serving as a work and educational release facility, with 
a minimal farming operation 

Two or more minimum security programs for regional 
needs, emphasizing work and educational release 
programs 

A facility for older boys with histories of serious offenses, 
and previous commitments; reduced population with 
residential accommodations for visiting families 

A facility for regularly committed younger girls and boys, 
in Albuquerque; reduced diagnostic commitments 

Use of this facility for juveniles is to be reduced; future 
conversion to adult minimum security programming is 
possible 

Conversion from present adult program to a facility for 
regularly committed younger boys and girls from the 
southern portion of the state 
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rtl Administration and O'lllganization 

In recent years, correctional administrators have 
been faced with rapidly changing and often conflicting 
social values, contradictory demands for their resourc
es, and a tightening fiscal situation. Public opinion 
appears to press in two directions at once: toward both 
punishment and rehabilitation. There are at least two 
substantial, vocal, and intensely held bodies of opinion 
regarding correctional matters. The pressures for long
er terms of incarceration and for more rehabilitative 
programs for inmates both have the effect of dramatic
ally increasing the costs 0.1 corrections. These pressures 
conflict with equally strong tendencies toward fiscal 
conservatism at all levels of government. Correctional 
administrators are asked, in effect, to be all things for 
all people, but at little or no additional cost. 

Attempts to respond to such pressures are limited in 
New Mexico by current resources, including low staff 
salaries, the absence of community programs, and the 
inadequacy of present facilities. The effort to upgrade 
New Mexico's correctional system will involve substan
tial additional investments of resources. It will, moreover, 
entail a period of rapid and complex change. Coordin
ating and guiding this transition will require great ad
ministrative skill and effort at the top level of the Division 
of Corrections and the Department of Criminal Justice, 
for not only will new programs be developed but the 
entire system should also undergo substantial reorien
tation, with attendant problems of staff dislocation and 
concern. 

Administrative theory on the processes of organiza
tional change suggests that, to the degree possible, 
such change should occur in a participative style; 
special efforts should be made to explain to all em
ployees the nature and reasons for the changes to be 
made, and employee initiatives, suggestions, and ques-

tions should be encouraged. It is equally important, 
however, to establish firm central direction of the change 
process. Administrative leadership should be particu
larly concerned with: 

- Establishing and maintaining clear goals and priori
ties for all functions and units in the Division of Cor
rections. 

- Conducting a thorough "management survey," in 
which the management practices, styles, and phil
osophies in each of the correction institutions and 
divisions are reviewed. Corrective action and training 
should be undertaken as necessary, to ensure con
sistency in the correctional goals and priorities es
tablishl3d by division and department administrators. 

- Immea!iate centralization and strengthening of bud
get personnel, and planning functions. 

It is particularly critical that the current planning 
function of the division and the department be upgrad
ed, so that all other changes in the division can proceed 
on a sound basis. A solid planning capability is essen
tial if the corrections system is not to be overwhelmed 
in the coming period of change and growth. This chap
ter sketches the major recommended administrative 
and organizational changes. In many cases, recom
mendations are based on changes already underway 
in the Division of Corrections or changes developed 
in preparation for the new Department of Criminal Jus
tice. This chapter is intended to highlight those issues 
or changes most directly supportive of the other rec
ommendations of the Master Plan for program or facili
ties development; the details of administrative and 
organizational change must, however, be developed 
within the department and the division.1 

Division of Corrections Reorganization 

Figure 7-1 contains a recommended organizational 
chart for the Division of Corrections; this organization 
entails the following significant changes from the cur
rent organization of the Division of Corrections: 

-"" three key division staff positions will be supplemen
ted by expanded Department of Criminal Justice 
Bureaus: the Bureau of Planning and Evaluation; the 

1 Masler Plan recommendations differ In some instances from mea
sures already legislated for reorganization, Amending legislation should 
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Bureau of Financial Management; and the Bureau of 
Personnel Management 

-:-: an entirely new Bureau of Programs and Services is 
recommended within the Division of Corrections to 
consolidate program planning and to coordinate 
the interaction of the ICC with other functions in the 
corrections system 

be developed where ne(;tlSsary 
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Figure 7-1: Division of Corrections Organization Chart 
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Key positions and functions in the administrative 
organization of the Division of Corrections are described 
in the following sections. 

Staff Support for the Director 

To assist in management of the division, a number of 
support staff should be assigned to the director of the 
division. In most cases, these support personnel are 
already budgeted positions in corrections; they should 
continue in their present roles, although several posi
tions have some additional responsibilities, primarily 
for liaison and coordination with new bureaus to be 
created under the state government reorganization in 
the Administrative Services Division of the Department 
of Criminal Justice. The most significant positions are 
defined below. 

Administrative Assistant 
An administrative assistant should be hired to aid the 

director in day-to-day coordination of central office and 
assignments. 

Hearing Officer 
The hearing officer should represent and/or advise 

the director in inmate disciplinary and grievance mat
ters. The hearing officer should conduct fact-finding 
investigations at the direction of the director and should 
serVE3, as needed, on the external review panel. 

Women's Affairs Officer 
This is a new position, charged with monitoring pro

grams and services for women offenders and with 
advising the director of needed improvements to or 
alterations of those programs. The women's affairs of
ficer should, in cooperation '>'\Iith the division's attorney, 
be responsible for recommending programs and pro
cedures to assure compliance with legislation and 
judicial rulings regarding equal protection for female 
inmates. 

Planning OfficeI' 
The division planning officer should provide a point 

of direct liaison between the director's office and the 
Bureau of Planning and Evaluation in the Administrative 
Services rHvision. In addition, the planning officer 
should be responsible for a number of significant divi
sion functions: 

2 Because Ille pOSition description of the deputy director and the 
organization of the bureaus differ in some respects from the Depart· 
ment of Criminal Justice implementalion plan. changes. including sta· 
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- development and direction of the management ap
plications of the OBSCIS system 

- development of the program bud-::;Jeting format (de
scribed in a later section of this chapter), in con
junction with the fiscal affairs officer 

- investigation of alternative or additional funding re
sources for corrections, including analysis of avail
ablfl federal funds and development of cooperative 
efforts with other New Mexico social service agen
cies. 

Fiscal Affairs Officer 
The fiscal affairs officer should fill approximately the 

same functions as the current business manager: 
maintaining the books and accounts of the division, 
review and monitoring of the division budget, and over
seeing all grants and contracts entered into by the 
division (e.g., with community treatment centers). To
gether with the planning officer, the fiscal affairs officer 
should be directly responsible for developing the pro
gram budget format proposed in the Master Plan. 

PersonlJ1el Officer 
The personnel officer should be responsible for divi

sion administration of the enhanced training and "car
eer ladde!r" recommendations described in this chapter. 
In partbJlar, the division's personnel officer should 
report to the director about personnel complaints rela
ted to wages and working conditions and should coun
sel employees of the division about advancement and 
transfer procedures and opportunities. 

Administration of Line Functions 

The line operations of the division should be or!~anized 
into three bureaus: Field Services, Programs and Ser
vices (Adult and Juvenile), and Institutions (Adult and 
Juvenile), Administration of the three bureaus should 
be the immediate responsibility of the deputy dimctor of 
the division.2 Appropriate functions and respomlibilities 
are described in the fo,lowing sections. 

Deputy Director 
The deputy director should report directly to the di

rector and assist in the development and execution of 
administrative policy and program operations for the 
division. The deputy should be responsible for coor-

tutory amendments. should be made In the implelnentalion plan. as 
needed, 



dinating the three bureaus. S/he should thus resolve 
disputes or conflicts between the bureaus (although 
such conflicts may, of course, be finally resolved by the 
director). The deputy should oversee the superinten
dents of the several facilities and, in this capacity, 
should conduct periodic evaluations of management 
practices in all major correctional facilities, with partic
ular attention to ensuring a proper balance between 
"custodial" or security concerns and "rehabilitative" or 
programming concerns. In the absence of the director, 
the deputy serves as acting director. 

Field Services Bureau 
The Field Services Bureau should retain its present 

functions and organization (except as modified by the 
recent sentencing legislation). It should include proba
tion and parole supervision of all adult offenders and 
parole supervision of juveniles. 

Bureau of Programs and Services 
The new Bureau of Programs and Services should 

be responsible for the development and staffing of 
casework, education, vocational education, medical, 
mental health, and counseling programs and services 
for ali adult and juvenile correctional institutions. In ad
dition, this buroau should have responsibility for the 
ICC and for community programs (such as halfway 
houses and residential treatment programs) run by the 
Division of Corrections. 

In the management of Division of Corrections pro
grams, the Bureau of Programs and Services should 
cooperate with the Field Services Bureau. Probation 
and parole officers should be assigned to those pro
grams as appropriate. The Bureau of Programs and 
Services should coordinate with the fiscal affairs officer 
in monitoring and evaluating programs under contract 
to the division. The bureau should have primary re
sponsibility for evaluating and recorj,mending changes 
in the programs and services provided within the COf" 

rectional system. It should coordinate program planning 
with the Administrative Services Division's Bureau of 
Planning and Evaluation. 

Bureau of Adult and Juvenile Institutions 
The Bureau of Adult and Juvenile Institutions should 

coordinate the management of all institutions in the 
system. This bureau should establish rulE3s and regula-

3, The Department of Criminal Justice implementation plan also 
aSSigns the Bureau of Standards and Inspections the re$po(1sibility of 
establishing grievance proceduras. The Master F:an Team reCom-
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tions needed for orderly operation of all institutions. It 
should develop recreational, religious, and other social 
programs and services for inmates. In coordination 
with the Bureau of Programs and Services, it should 
administer prison industries and inmate employment 
matters. 

The bureau should be responsible for identifying and 
evaluating proposed correctional facilities to be con
structed, plJrchased, or leased. It should coordinate 
with the Bureau of Standards and Inspections of the 
Criminal JLi~;tice Support Division to ensure that building 
codes and llpace standards (such as those promulga
ted by the ~~ational Clearinghouse) are met.3 

Superintendents of Fa(:ilities 
As set f()rth in Figure 7-2, the Master Plan recom· 

mends a somewhat unusual structure of accountability 
for the supE~rintendents of the several facilities in the 
corrections system. While superintendents receive di
rection fror" the chiefs of the Burer:>.u of Programs and 
Services ard the Bureau of Institutions on matters falling 
within their jurisdiction, primary administrative super
vision of superintendents is the responsibility of the 
deputy director of corrections. 

This arrangement of authority is somewhat inconsis
tent with several traditional dictums of efficient admin
istration, such as the criteria of "unity of command" and 
"chain of command." (Under "unity of command," each 
subordinate official should report to only one superior 
official; "chain of command" refers to the additional 
prinCiple that the superior official should be In the next 
higher level of the administrative hierarchy.) The author
ity structure recommended here tlas been devised, 
however, in view of particular kinds of problems that 
typically have arisen in corrections administration. 

Experience suggests that even the most thoroughly 
planned and carefully implemented efforts to enhance 
"programs" and "rehabilitation" within correctional set
tings eventually fall short of their goals, In part because 
of the understandable concern by facility administrators 
to maintain order and security. Faced with actual or 
potential challenges to authority, administrators have 
tended to adopt a "custodial II attitude and to stress 
discipline, with a corresponding deemphasis on pro
gram participation by inmates. The Master Plan pro
posal for a Bureau of Programs and Services, together 

mends that grievances be heard by a spec/ally created External Review 
Board (see Chapter 5), 
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Figure 7-2: Institutional Management 

with the requirement that superintendents of institutions 
report to that bureau on the implementation of programs 
in the institutions in their charge, is an effort to institu
tionalize a continuing commitment to strong rehabilita
tive p'o~r8ms. This is based in part on experience 
showing tI~at reliable institutional security and order 
are based on a proper balance of programming and 
cLlstodial precautions. Adoption of this balanced ap
proach can succeed, however, only if other conditions 
support the effort. Supportive conditions range from 
promulgating a clear division philosophy that gives high 
priority to rehabilitative programs, to establishing per
sonnel training policies and budget mechanisms that 
support a balanced and integrated approach to institu
tional order and inmate rehabilitation. 

The autonomy of superintendents is constrained in 
several respects by Master Plan recommendations. 
The Bureau of Programs and Services directs the man
agement of programs within institutions and, indirec'llY 
through the ICC, also directs the placement and trans
fer of individual inmates. Likewise, the Bureau of Insti
tutions oversees regulations related to institutional dis
cipline and to various institutional services. The impor
tance and authority of superintendents of facilities 
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should not, however, be seen as diminished; rather, it 
should assume its correct perspective of managing the 
"front-line" integration of multiple and sometimes con
flicting objectives of the corrections system. Far from 
being mere functionaries, the superintendents should 
be among tile most qualified and skilled administrators 
in tile corrections system. It is tilerefore critical to the 
realization of correctional goals that tile qualifications 
and salaries of institutional superintendents be set at 
levels competitive with other states. 

Corrections Commission 

In addition to changes in the organization of the Divi
sion of Corrections, a revised role is rel..ommended for 
the Corrections Commission. The commission is cur
rently charged with overseeing policy and hearing 
appeals regarding inmate discipline and grievances. 
Under the reorganization of corrections into the De
partment of Criminal Justice, the policy overseeing role 
will pass to the secretary of the department. This Master 
Plan also proposes alternative appeal mechanisms for 
inmate grievances and discipline. 



A significant function should be reserved forthe Cor
rections Commission, however, in line with its role as 
the "citizens' voice" in corrections matters in New Mex
ico.4 Specifically, the commission should be €:mpower
ed to hold public hearings on matters of public concern 
relevant to Division of Corrections policies and pro
grams. Such matters of public concern should include: 

- the proposed location of correctional facilities or 
programs 

- complaints and inquiries from families or friends of 
inmates or from other interested parties about con
ditions in Division of Corrections facilities 

- citizen or community prvposals for the development 
of programs designed to encourage restitution by or 
rehabilitation of offenders 

Division of Corrections Staffing 
Increase::; 

In order to fill the positions outlined for the director's 
staff and for the bureaus within the division, a slight 
increase in administrative personnel is recommended. 
Table 7-1 summarizes the additional personnel re
quired. 

Table 7-1: Division of Corrections Administration - Recommend9d Staffing 
(by Rank or Approximate Salary Equivalent) 

Corrections 
Position Director Administrator IV 

Director 
Administrative Assistant 
Hearing officer 
Attorney 
Public information offtcer 
Women's affairs officer 
Planning officer 
Fiscal officer 
Bookkeeper 
Personnel officer 

Deputy director 
Chief, Bureau of Programs and Services 

Education/Vocational Education 
Medical/Mental Health 
Casework and Services 

Chief, Bureau of Institutions 
Planner 

Total recommended 5 
Total FY 1977-78 4 

Net increase - with approximate 
salary equivalents, including 
fringe benefits $27,000 

Total immediate cost increases: $131,750 

Note: Field Services division administrative staffing would not be changed. 

4. Members of the t;ommission should continue to be appointed by 
the governor. 
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Planner-
Corrections Analyst Clerical 

Administrator III Accountant Secretarial 

2 
1 
1 

.5 

1 
1 

1 
1 

1 

4 6.5 5 
3 1 3 

5.5 2 

$19,000 $68,750 $17,000 



A significant augmentation of staff for responsibilities 
directly related to corrections administration has al
ready been proposed under the Department of Criminal 
Justice implementation plan. Specifically. the depart
ment will provide support in the areas of program plan-

Personnel and Training 

The Division of Corrections has several personnel 
and training functions to fulfill in conjunction with the 
Department of Criminal Justice Bureau of Personnel 
Management and Bureau of Training and Education (in 
the Administrative Services Division and the Criminal 
Justice Support Division). The division has a dramatic 
need to: 

- recruit qualified men and women of all ethnic back
grounds 

_. provide training that will enable all employees to 
meet the complex requirements of their positions 

- maintain working conditions that encourage high
quality performance 

- retain a core of experienced professional correc
tional staff members 

The Division of Corrections. the personnel officer. 
and the Bureau of Personnel Ma,lagement should as
sume ongoing responsibility for reviewing job require
ments and wor~ing conditions. establishing perform
ance measures at all levels. and incorporating employ
ee input into institutional and division administration. 

Dedicated. well-trained. industrious staff members 
are a prerequisite to efficient management of correc
tional institutions. Corrections confronts the same 
problems as pri'/ate industry and other public agencies 
in recruiting qualified persons. maintaining acceptable 
working conditions. and providing incentives for high
quality performance and dedication. In corrections. 
these problems are compounded by the realities of the 
custodial environment. The division and the depart
ment must therefore place special emphasis on staffing. 
with corresponding budgetary allocations. 

Recruitment 

Adopting an affirmative action policy is not sufficient 
to ensure that sexual and racial discrimination will not 
occur in the hiring process. Funds must be allocated to 
a recruitment plan that aggressively reaches varied 
ethnic communities and specifically encourages women 
and minorities to consider employment in corrections. 
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ning and evaluation. financial management. personnel 
management. and training. The following sections sum
marize the responsibilities these departmental support 
services should have for the management of the Division 
of Corrections. 

Use of internship programs may assist the division in 
reaching persons who may be inclined to consider a 
career in corrections. Substantial effort should be put 
into locating qualified women for central office and cor
rectional administrator positions. 

Hiring Procedures 

Given the unusl..'al psychological demands of front
line corrections work (e.g .. high stress and the need to 
exercise authority wisely in the face of persistent hostil
ity). screening of applicants is critical. Persons applying 
to corrections should be tested to ensure that their per
sonality characteristic.s are compatible with the demands 
of the correctional onvironment. In recent years. a num
ber of diagnostic instruments have been developed for 
high-stress occupations. such B~ law enforcement and 
corrections. to test such personal qualities as use of 
authority and power. skills in decision-making. and 
ability to resolve conflicts. Such tests should be used 
by the New Mexico Division of Corrections in conjunc
tion with the Personnel Department. Similar tests should 
be administered periodically throughout the tenure of 
each employee. 

Training 

Corrections officers require extensive training to per
form their complex duties. A training program should 
contain not only an in-depth pre-service curriculum. but 
also detailed on-the-job and in-service training compo
nents. These should be designed to: 

- prepare staff for emerging institutional performance 
problems 

- remedy individual performance problems 
- support a "career ladder" approach to correctional 
employment. 

Essential to the responsibility for providing compre
hensive training. is the regular assessment of job re
quirements and application of such assessment results 
to curriculum revisions. In New Mexico. a "Forty-hour 



Training Class in Corrections" is the primary pre-service 
training for new correctional officers. This training period 
is insufficient to fully prepare new employees and, un
fortunately, in many cases, is not given to the new 
employees until after they have begun their duties, 
because administrators are pressed to put staff on 
duty quickly. Such a practice is inappropriate, particu
larly in corrections, where the demands of the environ
ment in which the individual is expected to function are 
complex and stressful. 

Training should combine a range of subjects, varying 
instructional techniques, and instructors from both in
side and outside the corrections system. The objective 
of training should be to facilitate staff understanding of 
and dedication to the multiple goals of correr,tions, 
induding the rehabilitative (programming) functions as 
an integral part of institutional management and secur
ity. Training should enable the staff to perform correc
tional duties, including primary custodial functions, 
with an awareness of their impact on inmates' attitudes 
and responses and the consequent order within the 
institution.15 

Pre-Service Training 

Initial training should combine detailed analysis of the 
goals of corrections and the policies of the department 
with extensive di~cussion of pi'actical problems and 
everyday circumstances and issues in correctional in
stitutions. Subjects suchas the criminal justice system, 
philosophies of criminology and penology, and the 
psychology and sociology of groups should be offered 
by experts in those fields rather than distilled through 
correctional staff. EmphasiS should be placed on the 
proper use of disciplinary procedures and how they 
relate to overall correctional objectives. At least a full 
day should be allocated to a discussion of the criminal 
justice system as it relates to corrections and ananaly
sis of the characteristics of the inmate population. 
Accompanying this should be a thorough orientation to 
the programming function of corrections, including the 
classification process and the operation of all institu
tional programs and services. In addition, training 
should include: 

- Interpersonal relations skills, such as dealing with 
cultural differences and communications theory. 
Role-playing is an essential tool, but this must be 

5. It would be naive to ass:Jme that this can be accomplished easily. 
In fact, research shows that most "custodial" staff in corrections tend 
to regard "program" or "rehabilitation" staff with suspiCiO[1. As indicated 
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directed by experienced professionals. 
-- Crisis identification and management. 
- Stress training, with a focus on coping with day-to-

day institutional constraints and demands, many of 
which center on various challenges to staff authority. 
This training should also improve the ability of the 
staff person to function in a satisfying fashion in 
his/her personal life. 

In-Service Training 

Corrections training should apply the concept of the 
"field training officer" (FTO) developed for law enforce
ment training. Under this procedure, new employees 
are teamed with specially trained senior employees. 
The team is then assigned to the full variety of actual 
work responsibilities in the agency during the new 
employee's probationary period. This strategy com
bines a number of advantages. The FTO supervises 
and evaluates the new employee from direct and con
tinuous experience. Because the new employee's first 
"work exposure" occurs with the specially trained FTO, 
socialization to poor habits or cynical attitudes of any 
other "old guard" employees is mitigated. Finally, es
tablishment of the FTO position adds another rung to 
the career ladder. 

Group work on case studies is a fruitful technique, for 
both pre-service and in-service training. The case study 
approach removes training from the abstract and at
taches individuals, policies, and procedures to real 
situations. When the groups include representatives 
from a variety of ranks or work units, group problem
solving also breaks down unproductive communication 
barriers between these ranks and functions. Ongoing 
discussion groups among line staff and supervisors 
can provide a forum for critiquing operations, clarifying 
institutional rules and regulations, and expressing ten
sion and dissatisfaction. 

An in-service training unit should als() be constructed 
around the counseling correctional offic:ers regularly do 
with inmates under their supervision. Although case
workers are assigned to each inmate, institutional ex
perience shows that correctional officElrs are the most 
influential persons in the lives of most inmates. They 
have a major impact on an inmate's state of mind and 
orientation toward the institution. Therefore, sessions 
should be regularly conducted to teach and reinforce 
the officers' basic counseling skills. These sessions 

in the discussion of career ladders later in this chapter. one remedy for 
such either/or attitudes is to integrate custodial and rehabilitative posi. 
tlons into a common careel ladder 



should be structured around on-duty observation of 
the performance of individual staff members. 

Management Training 

Supervisors and correctional administrators also re
quire training to perform their duties effect;vely. Super
vision and management are generally accomplished in 
correctional institutions by persons who move from 
entry level jobs, with minimal standards, to more com
plex policy-making positions. If the employee's super
visory and administrative ability does not expand com
mensurately with the promotion, the administrator will 
be inadequately prepared to meet new responsibilities. 
Therefore, training is needed on promotion, as well as 
during the tenure of supervisory and management em
ployees, to ensure that division policies and correctional 
goals are thoroughly and consistently implemented. In 
addition, the increasing complexity of corrections op
erations requires correctional administrators to use 
many management techniques used in private business 
and other large social institutions. Corrections institu
tions should be managed consistently with the best 
management practice. 

Training in specific areas, such as supervision, policy 
analYSiS, personnel evaluation, and organizational de
velopr,lent and leadership, should also be provided 
regularly to all persons working in supervisory or man
agement capacities in the correctional system. To de
velop a comprehensive training program, it is essential 
that the corrections system enlist the aid of the law 
enforcement academy, regional trainiilg centers in 
other states, the federal system, and educational insti
tutions. 

Employee Im~entives 

Incentives for employees, including but not limited to 
prevailing salaries, step increases and career ladders, 
and payment for advancing education or special training 
should be developed and made immediately available 
to correctional staff. 

Salaries 

Salaries are a major, but not the sole, source of the 
high staff turnover experienced by the Division of Cor
rections. (New Mexico ranks among the lowest of the 
states in salary range and has one of the highest turn
over rates among correctional employees.) As a partial 

6 The ideal career ladder combines "external" in(;entives and "in
ternal" motivations. through salary differentials commensurate with 
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measure to improve the conditions of correctional em
ployment, it is recommended that immediate steps be 
taken to increase the compensation (including educa
tional incentives and fringe benefits) of all Division of 
Corrections positions by 5 percent in the next fiscal year 
and by 3 percent in each of the following two years. 
These rates, which should be further adjusted to ac
commodate cost-of-living increases, are still modest, 
given the higher recruitment and qualifications stan
dards recommended, but would bring New Mexico 
somewhat closer to national norms, including the norms 
for retirement programs. 

Working Conditions 

Working conditions also affect morale and, through 
morale, job performance. A major problem in correc
tions staffing is work schedules. Work schedules should 
be adapted as much as possible to allow Btaft to maintain 
normal relations with their families. The realities of a 
twenty-four-hour per day institutional schedule mean 
that some persons must work inconvenient, night-time 
hours. However, regular and equitable shift rotation 
schedules can be planned to reflect the actual needs 
of the institution for personnel in specific positions at 
specific hours. Rotation reduces the impact on the 
staff's family lives and replaces the practice of assigning 
new correctional officers to the most demanding and 
least desirable shift (graveyard), which has a particu
larly discouraging impact on employees who are not 
yet sure about their commitment to corrections or the 
scope of their responsibilities. 

Career Ladder 

Studies of organizational behavior consistently find 
that job performance is not determined solely by such 
"external" incentives as wages and working conditions, 
but also by "internal" motivations that come from the 
employee's desire for lear'ling and growth through new 
or challenging work. This motivation is encouraged by 
allowing employees to participate in various kinds of 
decisions regarding the work to be done. It is also 
encouraged by structuring the tasks to be done in a 
way that allows employees some autonomy and initia
tive. Creating a system or "ladder" of positions is a
nother way of promoting internal motivation. Under the 
ladder approach, employees may either earn their way 
to positions of greater responsibility and decision
making power or explore new and different roles.6 

skill or training requirements or job responsibilities. 



It is recommended that planning for a "career ladder" 
in corrections begin immediately. This career ladder 
should, at a minimum, encompass all positions within 
the Division of Corrections (including field services, 
custodial, and support services/central office posi
tions). Ideally, the system could be broadened to en
compass the Department of Criminal Justice as well. In 
order for the career ladder to present meaningful and 
realistic career incentives, the training and personnel 
systems must provide either the training and back
ground skills needed for each position or the education 
incentives that would encourage an employee to enroll 
in formal higher education programs as a logical part of 
career development.7 

Planning for a career ladder or career development 
system should include the following components: 

- identification of all jobs or positions, with a descrip
tion of (1) tasks and responsibilities, (2) expected 
skill and/or knowledge to be acquired from holding 
Ihe position, and (3) analysis of other jobs for which 
th,::: position prepares the employee 

- identification of job-related requirements in (1) ex
perience, (2) education or training, (3) employee 
motivation, and (4) physical and emotional charac
teristics 

Budgeting 

Present New Mexico budget format requirements for 
corrections are largely determined by state regulations. 
Certain supplemental budgeting procedures should 
be adopted, however, in order to integrate the budget
ary process more completely into planning and man
agement activities. 

Specifically, it is recommended that a partial "pro
gram" budget format be developed to augment the in
stitution-based, line-item techniques currently used and 
that "service unit costs" be developed for incorporation 
into cost-effectiveness analyses of various program 
budget items. 

Development of the proposed capabilities should be 
the responsibility of the Bureau of Financial Manage
ment of the Administrative Services Division, with the 
advice and participation of the fiscal affairs officer of 
the Division of Corrections. 

7. Operation of a career ladder requires that the DiviSion of Corrections 
maintain a career or job counseling capability. to assist indiVidual 
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-- analysis of comparative salary rates, in order to 
ensure that remuneration is commensurate with the 
relative responsibility given to or sacrifice required 
of the employee 

Management Practices 

Well-informed division policies, and coordinated in
stitutional procedures cannot guarantee institutional 
efficiency without sufficient, qualified personnel to man
age the system. Lateral entry of managerial staff from 
other systems $hould be encouraged, in order to sup
plement existing staff where circumstances merit. Se
curing quaiified personnel requires more than additional 
funds in the corrections budget. It requires a depart
mentwide polic:y specifically designed to attract the 
best persons to correctional work, train them to perform 
their duties effEictively, and promote them equitably. It 
also requires designing a departmental capacity to 
update trainin~1 and monitor working conditions con
stantly and procedures that encourage participation 
by staff in the development of policy and long-term 
planning. An "open-door policy" by institutional admin
istrations and the division staff is essential to make this 
commitment meaningful. 

Program Budgeting 

in program budgeting, costs are allocated or prorated 
according to mission, objective, or task, rather than by 
transaction category (e.g., personal services, fringe 
benefits, capital improvement). Administrative and sup
port services costs, as well as capital improvement or 
facility maintenance costs and even the allocations of 
each person's time, are prorated among missions ac
cording to the percentage of time or other measure of 
the resource spent on each mission. 

Thus, in program budgeting, both specification of 
goals or missions and detailed analysis of all agency 
operations are required. The advantages of a program 
budget format are that, in allocating costs to identified 
missions, relative investments in the various correc
tional objectives can be clearly identified and carefully 

erlployees In their career development planning. 
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analyzed and evaluated. Disadvantages of program 
budgets include the difficulty of fully specifying mis
sions and prorating expenditures, a process involving 
substantial staff commitments, particularly when the 
process is initiated. Line-item budgets do have the 
advantage of allowing simple year-to-year comparisons 
of where cost increases have occurred or been re
quested; this task is more difficult in program budgeting 
because objectives or missions may change. In view of 
the extensive demands on staff time and resources in 
developing program budgets, program bud!;Jeting 
should be used selectively by the Division of Correc
tions. 

In defining correctional missions or goals, particular 
attention should be given to practical planning issues. 
On the most general level, it would be relevant to a 
variety of planning efforts to know the general propor
tion of corrections resources being devoted to the 
generic missions of the division - reintegration pro
grams and custody/security. (Even analysis at this 
gross level of definition requires extensive clarification 
of terms and data collection; such data are not available 
in current budget formats and accounting techniques.) 
In a more completely articulated budgeting system, 
these generic goals would be subdivided into com
ponent programs or tasks. An illustrative set of cate
gories is provided in Table 7-2. 

Program budgeting information, such as tit at rec
ommended, has several planning uses. Data concern
ing the relative allocations of personnel time (or other 
resources) to specific tasks (e.g., "disorder control") is 
helpful in management analyses of many important 
issues (e.g., recruitment and training needs, staffing 
revisions, and institutional management problems). 
More significantly in the budgeting context, precise 
information on the allocation of resources to various 
missions or goals can be used to set priorities and 
justify requests for budget revisions and increases. 
Particularly when integrated with calculations of bene
fits or outcomes, expressed through variables such as 
"recidivism," increased allocations of resources to a 
particularly effective service or program can be justified 
more clearly. 

Service Unit Costs and 
Cost-Effectiveness Analysis 

The cost data collected for program budget purposes 
have direct application to cost-effectiveness calcula
tions. Program budget data can also be calculated as 
costs per unit of service (e.g., cost per inmate-year for 
operating a halfway house or a vocational education 
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program). Unit cost data should be integrated with data 
concerning program performance so as to construct 
cost-effectiveness ratios. Available data in New Mexico 
are not sufficient for cost-benefit analyses. Neither 
service unit information nor effectiveness measures 
are presently collected. Recommendations for program 
effectiveness data collection are outlined later in this 
chapter. 

Cost-benefit or cost-effectiveness analysis is valuable 
to administrators in allocating limited resources. Care
fully developed cost-benefit ratios allow program com
parisons to identify the programs or activities that pro
vide more return for given resources. Not only should 
direct service unit costs be calculated, but program 
objectives should also be specified and stated in a 
form that can be quantified, typically as costs (or cost 
savings). These quantifications of additional costs 
(sometimes called "externalities") should be designed 
to reflect the costs of specified events that are used to 
achieve program objectives. As an example, a common 
program objective is to reduce recidivism. Externalities 
that can be estimated in terms of costs include the 
costs incurred by victims of each recidivation and the 
criminal justice costs, for prosecution and subsequent 
incarceration, for each recidivation that leads to arrest 
and prosecution. 

Applications for the Immediate Fllture 

Ideally, it would be possible for the Master Plan to 
specify future budget priorities as they relate to present 
resource allocations. However, as noted above, current 
budget documentation and the lack of program effec
tiveness data make it impossible to conduct either a 
program budget analysis or a true cost-effectiveness 
analysis. The extensive specification of tasks and pro
rating of expenses required for program budgets can
not be done with present data. Although some recidiv
ism data are available, they have not been collected 
and analyzed adequately for even the most impres
sionistic statement of program effectiveness. 

Some preliminary crude guesses are possible, how
ever. A rough indicator of current allocation priorities 
was developed, using personal services expenditures 
only (for adult institutions). Based on job descriptions 
of budgeted personnel in the sixty-fifth fiscal year bud
get requests, 24.5 percent of personal services dollars 
were earmarked for programs and services staff (e.g., 
counselors), 19.6 percent for administrative and sup
port services, -3nd 55.9 percent for custodial personnel 
(e.g., guards). Although these proportions are rough 
(and probably overstate the resources allocated in the 



total budget to rehabilitative programs and services), 
they do provide the kind of information by which re
source allocation to various priorities can be analyzed 
and revised to reflect Division of Corrections goals. 

Although specific recidivism data tied to particular 
programs or activities are not available in New Mexico, 
experience generally suggests that rehabilitative pro
gramming is cost-effective when compared with ex
penditures for security, whether in the form of guards or 
physical security precautions. At a minimum, security 
cannot be effectively (and economically) maintained in 

the absence of balanced programming. In view of these 
general experiential conclusions, current New Mexico 
allocations to the Division of Corrections appear far too 
heavily weighted toward mere custodial services. The 
weight of the Master Plan recommendations should 
begin to correct this imbalance. Master Plan priorities 
and recommended Division of Corrections priorities 
are seen in the fact that, excluding facilities recom
mendations and certain other areas of recommendation, 
over 80 percent of Year 1 implementation costs would 
be for "rehabilitative" or "reintegrative" programs, a 

Table 7-2: Illustrative Program Budget Categories: Personal Services Allocations 

Generic Mission 

Inmate reintegration: to provide programs 
and services enabling successful social 
reintegration of offenders 

Institutional safety 

Components' 

A. Diagnostic & Testing 
1. Intake and orientation 
2. Classification and program planning 

B. Program analysis 
1. Profile data collection and analysis 
2. Evaluation measure design 
3. Evaluation data collection 

C. Attitude and personality change 
1. Clinical and individual counseling 

a. Outpatient 
b. Inpatient 

2. Group counseling 
3. Special problems (e.g .. substance abuse) 

D. Skills and opportunities improvement 
1. Education 

a. GED curriculum 
B. College and institutional 

2. Vocational 
a. Institutional employment 
b. Vocational rehabilitation programs 
c. Prison industries 

3. Prerl?lease programs 

A. Inmate management and institutional security 
1. Routine surveillance and patrol 
2. Disorder control 
3. Spcial duties and escort details 
4. Searches and shakedowns 
5. Disciplinary procedures and hearings 

'Components should be computed as percentages of time and ex:pressed as costs Each component should also be separately computed 
by institution and/or security classification 
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proportion that rises to approximately 90 percent by 
Year 3. 

Initial implementation of revised priorities, as reflected 
in program budgeting analyses, should begin with an 
analysis of the FY 1978-79 budget for corrections. A 
beginning step should be to prepare analyses of the 
generic program categories ("reintegrative" versus 
"custody/security"' missions). At a minimum, personal 
services allocations should be compared for these two 
categones, In addition, separate analyses should be 
made of expenditures for these purposes for male and 
female inmates (or parolees). In line with the direction 
of recommendations in the Master Plan, these analyses 
should be tied to the following criteria. which can serve 
as rough targets or rules of thumb for budget allocations 
in subsequent years, 

- Parity should be achieved between personnel ex
penditures for program and custody missions within 
three years.8 

- Parity should also be achieved in program and ser
vices expenditures for male and female inmates. A 
rough but appropriate measure would be to compare 
program and service expenditures per inmate-year 
for males and females. The target of sexual parity is 
mandated by recent legislation and judicial deci
sions. 

Pianning and Management System 

The central tasks of corrections planning are encom
passed in the Planning and Management System 
(PMS). Together with the ICC, the PMS should constitute 
the foundation for managing and planning corrections in 
New Mexico - the ICC providing "micro" or individual 
case-management, the PMS providing "macro" or sys
temwide management tools. Development of the PMS 
should therefore be given top priority for implementa
tion.9 

Primary responsibility for development and adminis
tration of the PMS should be assigned to the Bureau of 
Planning and Evaluation of the Department of Criminal 
Justice. The bureau should coordinate its activities 
with the Division of Corrections planning officer and 
Bureau of Programs and Services. 

8, TillS is a rule of thumb only. Actual allocations of personnel and 
other resources should also reflect accumulating data on program 
performance. and needed security resources should not be slightod, 

9 The PMS Will be the mechanism for making post·1980 projections, 
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Sources of Revenue and Planning 
Responsibilities 

To augment the current state funds, additional efforts 
should be undertaken to identify revenues. These in
clude review of federal funds available for corrections
related projects and require the creation of a liaison 
with other New Mexico social service agencies to create 
cooperative or joint ventures. This responsibility WOUld, 
moreover, entail a continuing review of New Mexico 
community resouces relevant to correctional programs. 

Current reliance on LEAA funding for correctional 
programs should be supplemented by increased efforts 
to use federal programs funded throUgtl HEW, including 
substance abuse, mental health, and Office of Educa
tion programs. Department of Labor programs for per
sonnel training, career development, and job training 
for offenders should also be explored. 

The Bureau of Planning and Evaluation should have 
primary responsibility for this effort. To take advantage 
of existing expertise in New Mexico, it would be useful 
for the bureau to establish a working group composed 
of representatives from the Division of Corrections Bur
eau of Programs and Services, the Administrative Ser
vices Division Bureau of Financial Management, the 
Department of Health and Environment, and the De
partment of Human Services. 

The functions of PMS can be stated simply: 

- to maintain detailed profile data on the inmates being 
committed to the Division of Corrections 

- to analyze trends in both the number and types of 
inmates 

- using such trends and other data, to project future 
needs in both facilities and programs 

- to evaluate programs and services provided by -
or on contract with - the division 

- to "fine-tune" projections through measures that 
evaluate the effectiveness of different types of pro
grams for different kinds of offenders and through 
analysis of security/custody classification results. 

In light of the changing needs for facilitiel> and programs, it is critical 
that the PMS b- operative as soon as possible, to provide adequate 
lead time for development of new programs and/or facililles, 



New Mexico's Offender-Based State Corrections In
formation System (OBSCIS) already provides the frame
work for highly sophisticated profiling. When the 
OBSCIS is augmented by information developed at the 
ICC and supplemented by data on other stages of the 
criminal justice system, such as the data from the Of
fender Based Transaction Statistics System (OBTS) 
and the State Judicial Information System (SJIS), New 
Mexico will have a remarkably rich base on which to 
build various management information tools, such as 
population projections, simulations, and program per
formance evaluations. 

The following sections describe three basic compo
nents of the PMS: the population projection system; the 
program needs and performance evaluation modules; 
and the facilities analysis section. In addition, a simula
tion procedure for using these components is des
cribed. 

Population Projection Component 

The population module is shown in t:igure 7-3. Each 
element of the diagram is described below. 
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The corrections population flow is a complex result 

of a wide range of causal conditions, including demo
graphic trends, socioeconomic conditions, and char
acteristics of the criminal justice system. The pattern of 
these causal conditions is subject to rapid change, 
with important consequences for the prediction of future 
corrections flow; yet knowledge of these changes is 
often slow to reach the criminal justice planners. This 
damaging lag is due mainly to the irregular nature of 
the communications links among the various technical 
specialists and the planners in the corrections system. 

As an antidote to this condition, the Population Work
ing Group should be created to act as an early warning 
system for future trends by bringing together a group of 
technical experts and planners yearly. The group should 
critically examine existing assumptions about causal 
agents and analyze the evidence for new conditions, 
such as migration patterns, that might cause sudden or 
long-term changes in corrections flow. When necessary, 
the working group should generate a requirement for a 
specific type of population projection - a special pro-
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jection or a periodic projection depending on the time 
factors of the problem and the schedule of periodic 
projections (see the discussion of periodic and special 
requirements below). 

The yearly meetings of the working group should be 
small, low-key, informal, working sessions. The group 
should include representatives from the following or
ganizatiol13: Bureau of Planning and Evaluation, Bureau 
of Programs and Services. Administrative Office of the 
Courts. state law enforcement. demographers, econ
omists. and sociologists from the Bureau of Business 
and EconCn1!C Research at UNM, otnf!r departments of 
New Mex:co's l:!11'versit!es and the U.S Bureau of the 
Census. 

Periodic Requirement for Population 
Projection 

P.:'l= ~:.s~,r!- pr':-';ei::IOrlS !E'nd ~o become cbso:ete very 
~a(' .j'J 5S· =~i5P;E5 ~)C·r:jjT ir; ~rle 'iL:T:,erous causa! fac ... 
:C'S L"::e-~ :.' .~,;;: c:c·~rf'ct'0r,s j,c,'_ Tcgllard against such 
faj:.d c'tso'eSDE'l"lCe. beth acult and jl.iVenile projections 
sheu.a be ;.:pda1ed ill'i:h the most current data at six-

Special Requirement for Population 
Projection 

Evens w~t'1l 8.>'":1 ; rr-z::eaiate cr drast:c Impact on cor
rections flow shou~d mgger a special projection se
quence. PrcpDse:;'-e.'. :a.',5. sucn as the Criminal 
Sentencing Act of 1977. are an example of this type of 
event. To provide ttmely Information to p:anners, legis
lators, and the executive branch. the projection should 
take place as early as possible in the legislative process 
--preferably. when a law is under deliberation rather 
than after its passage. Other events that should trigger 
a special projection include the consideration of pro
gram alternatives and the appearance of a crisis in the 
corrections system (e.g., the diversion of a large group 
of inmates from a local jail to the state 'Jenitentiary). 
Requirements for special projections could originate 
with the Population Working Group, or with other or
ganizations within the criminal justice system. 

Selection of Projection Method 

Choice of an appropriate projection method should 
depend on the nature of the problem (which aspect of 
the corrections flow needs to be predicted over what 
period of time) and the availability of relevant data. Fac
tors to be considered include: 

10 ThiS IS described in the last section of thiS chapter 
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- How will the underlying assumptions of each method 
fit past historical trends? 

- What is the present environment? Is there evidence 
that historic trends may change direction at this point 
in time? 

- What is the assessment of future probabilities? 

The Population Working Group will provide the es
sential information by including an analysis of these 
factors in its requirements statement. 

Repertoire of Projection Techniques 

The repertoire of projection techniques available for 
consideration should include technically acceptable 
methods such as the following: 

- Linear regression: for use when a historical linear 
growth pattern is expected to continue. 

- Nonlmear regression: appropriate when a historical 
growth pattern approximates a nonlinear form, such 
as an exponential curve, or when a new combination 
of causal tactors is expected to produce such a 
growth curve in the future. 

- Population ratio: useful when demographic trends 
are expected to have a critical effect on the correc
tions population flow. 

-Multiple regression: can be applied when indepen
dent estimates of future values are available for a 
number of different predictive variables. 

- Corrections flow simulation models: such models as 
the Canadian Federal Corrections Simulation Model 
(FCSM).10 

SelecRion of Predictive Variables 

The choice of predictive variables should depend, 
once again, on the nature of the problem, the specific 
projection method, and the availability of data. Predic
tive variables should be selected from three main types 
of information: 

- characteristics of the offender flow within the criminal 
justice system, such as arrest or admission rates 

- demographic trends, such as the size, characteris
tics, and migratory pattern~ ')f the state population 

- socioeconomic variables, such as unemployment, 
poverty, and urbanization. 

Use of demographic and socioeconomic variables will 
be particularly dependent on the availability of techni
cally acceptable independent estimates of the future 
behavior of these variables. 



------------------------------------------------------------------------

Criminal Justice Data Base 

Data pertaining to the predictive variables should be 
drawn from a criminal justice data base consisting of 
reports from both computerized and manual sources. 
(This data base will, of course, be useful for purposes 
other than corrections population projections.) Com
puterized sources of the data base include the following 
systems: 

- Offender-Based State Corrections Information Sys
tem (OBSCIS), for offender profiles, corrections 
population statistics 

-- Offender Based Transaction Statistics (OBTS), for 
presentence offender flow 

-- Uniform Crime Reporting (UCR), for offense patterns 
and historical trends 

-- Court Information Computer System (CICS), for dis-
position and sentence patterns. 

Data from other automated systems now in the planning 
or development stages will be added as these systems 
become operational. Manual sources for the data base 
include: 

-- annual reports of the Division of Corrections, for 
statistical summaries of corrections population char
acteristics and flow. 

-- demographic and socioeconomic analyses from 
such sources as the U.S. Bureau of the.Census and 
the Bureau of Business and Economic Research at 
the University of New Mexico. 

Computation of Projections 

Projections should be prepared manually or on the 
computers of the Division of Automated Data Proces
sing, according to the requirements of the method 
chosen. 

C"", Projection Report 

The results of projection should be reported to a 
regular distribution list that includes all interested state 
agencies that are part of the criminal justice system. 
Reports should be prepared in a standardized format 
and include: 

-- reasons for choice of the projection method over 
alternative method::; 

- a complete description of the source data for the 
predictive variables and the reasons for their choice 

-- an explanation of the assumptions involved in the 
use of this method in the specific situation 

-- a step-by-step description of the computational 
process 

__ results of the computation clearly presented in read-
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ily understandable tables and figures 
-- a discussion of the implications of the results 

The report should be written in nontechnical language 
that can be readily understood by all potential users in 
the criminal justice system. An example of the recom
mended level of description can be found on pages 
33-40 of Technical Report 4 of the New Mexico Master 
Plan for Adult and Juvenile Corrections. 

Comparison of Projections with Actual 
Population Flow 

The comparison of the projection with irlportant ele
ments of the population flow, such as admissions, 
average daily population, and average length of stay, 
should be carried out at intervals of six months from the 
time of issuance of the original projection. 

Acceptance or rejection of the projection must be 
defined in terms of a set of tolerance limits around the 
actual population figure. The projection is accepted if it 
falls within these limits and rejected if it falls outside the 
limits. The limits may be defined in several ways: 

-- The standard error (SE) is a statistical measure of 
variabil'ity based on known probabilities: 68 percent 
of a sampling distribution will fall within plus or minus 
one SE of an actual value; 95 percent within plus or 
minus two SEs, and nearly 1 Of} percent within plus 
or minus three SEs. 

-- A percentage of the actual value can be used (e.g .. 
the projected value must fall within plus or minus 5 
percent of the actual value). 

-- An absolute population number can be used (e.g .. 
the projected value must fall within plus or minus 
fifty people of the actual value). 

Choice of the second and third limits is a matter of 
judgment for planners, depending on the magnitude of 
error that can be risked in a given situation. In the 
planning of a facility, for example, an error IJf fifty may 
be handled by tolerance factors in the desiign but an 
error of three hundred would be a disaster. 

Projec:tion Status Report 

The results of comparing a projection to the actual 
corrections flow should be disseminated to the same 
distribution list that received the original prQjection 
report. Figures and tables should be used to fJlearly 
describe the closeness of the match. When a. projection 
is rejected, the probable sources of the error should be 
analyzed, and recommendations should be made for a 
revised projection using a different method or predictive 
variables to eliminate or reduce the error. 



Program Planning and Evaluation 
Component 

The program planning component of the PMS en
compasses two distinct tasks: evaluating the perform
ance or effectiveness of various programs and services 
(whether within correctior'lal facilities or community 
based) and planning for the development or revision of 
program and services to meet the needs revealed in 
population projections. Responsibility for program 
planning should be assigned to a Program Planning 
Group under the direction of the Bureau of Planning 
and Evaluation. The group should include representa
tives from the Bureau of Programs and Services, pre
ferably from the ICC. 

Program Performance EvalllJation 

Evaluation of the effectiveness of various programs 
and services follows a model that is fairly straightforward 
in its basic logic: successful programs will alter offender 
attitudes or behavior, leading to rehabilitation or reinte
gration of offenders into society. (Minimally, reintegra
tion implies a reduction of recidivism; ideally, it also 
implies a resolution of the problems, such as drug 
use, unemployment, or interpersonal ~Ind family diffi
culties, that were associated with the offender's criminal 
behavior.) Typically, the logic is also extend€:d to assert 
that rehabilitative or reintegrative programming is cost
effective; in reducing recidivism, programs yield sa
vings to society in the prevention of further crimes, 
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arrests, trials, and incarcerations. Community .. based 
programs are, moreover, thought to be more economi
cal in the short run, in that costs per unit of service are 
lower than comparable unit costs in institutions, includ
ing factors related to the construction and operation of 
custodial facilities. 

There are, in short, two basic but interrelated issues: 
whether programs are effective in changing offender 
attitudes and behavior, and whether programs are (or 
can be) operated economically. The program evalu
ation system outlined here and presented schematically 
in Figure 7-4 is designed to provide information for 
division and department administrators and planners 
concerning those two issues. 

Three ca,egories of measures should be developed: 
"process" or "interim impact" measures, which refer to 
the quality of a program offering per se, and which are 
presumed to have some direct relationship to final im
pacts or effectiveness: "impact" measures, which ex
amine the aggregate outcomes or consequences of 
programs in terms of the behavior of participants; and 
"analytic" and "synthetic" measures, which involve 
combinations of the previous two measures for analyti
calor comparative purposes. 

Identification of Program Objectives 

For each program, relevant program characteristics 
should be identified to guide selection of and data 
collection for "process" measures, and central program 
objectives should be specified in order to design ap
propriate impact measures. 
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Specification of Process Measures 

Process measures Include both data routinely col
lected in the course of assigning offenders to programs 
and administering the programs, and special studies 
done periodically or to collect data that are not normally 
systematized. Examples of "continuing" or routine pro
gram data include: 

- Utilization data: How many inmates ar'9 enrolled. for 
how long? What kinds of offenders (by offense type 
or other relevant criteria) participate? 

- Accomplishments or performance obJectives data: 
While in the program, how well do participants a
chieve defined performance objectives (such as 
passing GED tests, achieving a tradesman's license, 
resolving psychological di!lorders)? 

- Negative incidents data: What is the frequency of 
noncompletion or dropping out? What is the fre
quency of disorder and/or escape attempts? 

- Cost data: Detailed information on program costs 
should be collected, as discussed in the section on 
budgeting, and service-unit cost figures should be 
developed for each program. 

An example of specialized or nonroutine data collec
tion is attitudinal data - periodic surveys should be 
conducted with both staff and inmate participqnts to 
ascertain satisfaction levels, problems encountered, 
etc, 

Specification of Impact Measures 

Impact measures are considerably more complex in 
both del'inition and analysis than process measures .. 
Whereas process measures typically enta:il only tallies, 
with occasional cross-tabulations, impact measures 
requke more sophisticated data collection and statisti
cal analysis skills (such as multiple regressions). This 
is because the goal is to develop, if not causal state
ments, cit least correlations, between one element of 
offenders' experiencE:is - participation in a given pro
gram - and their subsequent behavior. I<ey final im
pact measures include recidivism, institutional di8Cip
line, restitution, and offender follow-through. 

Recidivism is the most commonly used measure of 
corrections performance. It is, however, a difficult mea
sure, both because reliable and oomplete data are 
difficult to collect and because the concept itself can 
have a variety of meanings. For New Mexico, a recidlv-

11. See Search Group, Inc .• oase/s: Volume 2, Application Guide 
(May 1975). 
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ism scale (for offenses or violations within three years 
following release) is recommended. Although a final 
version of the scale should I)e developed by New Mexico 
corrections. planning and evaluation, and Judicial per
sonnel, Table 7-3 contains an illustrative model. 

In view of the difficulty of collecting the follow-up or 
postrelease data that are mquired for a full and reliable 
analysis of recidivism, it is recommended that Division 
of Corrections employ recidivism measures for selected 
samples. Samples should be designed both to test the 
completeness of the criminal history records that are 
available, and, more importantly, to measure reoidivism 
as completely as possible for specific programs chosen 
for intensive analysis. 

Institutional discipline may also be used as a partial 
check on the impact of programs on inmate behavior. 
Correlations of program participation and inmate dis
ciplinary problems can be accomplished relatively 
easily using the 08SCIS data base. Such analyses 
should be done routinely. 

Restitution is a third common impact measure. In 
addition to "preventive" aocomplishments, affirrr,\;;tive 
results, grouped under the heading of "restituti,~)n," 
should be analyzed. In some cases, these cOnSe(~L\,en
ces can be expressed in dollars - for paymer~t) to 
victims or to the state from the earnings of inmate p':lrti
cipants in work release pro9rams, for example. In ~idher 
instancl9s, the restitution will be more subjecti~\(:l Of 
qualitative - beautification or restoration efforttl\ or 
"good works" by offenders. Where possible, these re
sults should also be quantified - for example, in terms 
of tourist commerce resulting from a restoration project 
- but in some instances the results will be expressed 
primarily anecdotally. 

Offender follow-through offers a fourth measure of 
program impact. Relevant follow-through objectives, 
such as job placements or job stability, further educa
tional enrollment and attainment of educational de
grees, decreased substance abuse, and stabilized 
residence, should be measured. Parole officers are 
particularly Important in making such information avail· 
able through regular input into the 08SCIS "Parole 
Status Reporting" component,11 

Development of Analytic Measures 

Analytic or synthetic measures are designed to pro
Vide a basis for comparative analysis of programs and 



Table 7-3: Illustrative Recidivism Scale 

Offense or Vio ation Points 

Return to pri~:on on a new felony conviction or parole revocation in lieu o{ prosecution for 4 
a new felony offense 

Conviction for any oHense, with a sentence of incarceration for sixty days to a year; return to 3 
prison 0,1 Ci technical parole violation for a period of more than three months 

Conviction for any offense with a thirty- to fifty-nine-day sentence; technical parole violation resulting 2 
in return to prison for a period of less than three months; or sentence to probation following 
conviction on felony charge 

Conviction for less than tnirty days or sentence to probation following conviction on a misdemeanor 
charge 

No convictions or parole violations 0 

Source: This scale is adapted Irom that used in Marjorie J. Seashore et al.. Prisoner Education (1976). p. 72. and is based on sc .Ies, similar in 
principle, that have been developed by the National Council on Crime and Delinquency. 

establishment of priorities. Two useful measures are 
cost-effectiveness and simulation criteria. 

Cost-effectiveness calculations have been discussed 
above in connection with budgeting applications. Ul
timately, cost-effectiveness measures should be de
veloped for analysis of all programs, although, because 
of the difficulty of developing these measures, process 
and final impact measure should take priority in the 
immediate future. Cost-effectiveness measures, in any 
case, depend on prior development of process and 
impact measures; for example, service unit costs and 
impact results are both needed. Impact measures 
should, in turn, be translated into comparable terms
typically dollar figures (e.g., savings to society from 
reduced recidivism or potential contributions to the 
state's economy from increased educational levels), 

Program effectiveness measures should provide cri
teria for the system simulation model described in the 
last section of this chapter. Program performance 
should also be analyzed according to offender charac
teristics, in orderto refine effectiveness statements into 
the following logic: Program X is effective at level M for 
offender type A and effective at level N for offender 
type B. This measure, too, will require considerable 
development work and must await the accumulation of 
substantial amounts of data. When developed, how
ever, such elaborated statements of effectiveness can 
be used to simulate potential consequences for overall 
corrections effectiveness of changes in the mix or level 
of programs and services. 

Proposal of Program Revisions 
On the basis of evaluative measures (primarily "im

pact" and "synthetic" measures), the mix of programs 
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should be reconsidered at regular intervals, preferably 
in a manner that allows orderly phasing of program 
recommendations into the annual budget cycle. Eval
uation results that demonstrate the desirability of revi
sing the e>dsting program mix should also be augmen
ted by projection information to determine the probable 
number of participants in programs and thus staffing 
and other resource needs. 

Program Projections and Planning 

Planning for future needs in programs and services 
should be integrated with the overall population pro
jection process. As shown in Figure 7-5, pro~Jram plan
ning requires detailed analysis of the particular config
uration of offenders entering the corrections system 
and application of the results of evaluations of existing 
programs. Each element of the recommended system 
for program planning is summarized below. 

Population Projection Reports 
The program projections should be set in motion by 

statements of population trends, including the magni
tude of increase or decrease, as described in the dis
cussion of recommended population projeotion methods. 

Analysis of Offender Profile 
Overall population trends should be analyzed or bro

ken down according to offender profile characteristics, 
The profile data to be used include data collected in 
the OBSCIS system, supplemented as neceSSEiry by 
information on offenders' program and service needs 
developed by the ICC staff. It is preferable that trends 
or proje.::tions be developed separately for significant 



Populalion 
Protection 
Report 

'- ./ 

~ ~ 
Com pule 

Analyze Selecl Program 
Offe~der 7 I CapaCity Eligibility 
Charactenshcs Cntena N:,eds 

Figure 7-5: Program Projections and Planning 

inmate characteristicr3 (such as educational level, vo
cational skills leval, aQe, criminal history, and substance 
abuse level) or for cor'lbinations of characteristics that 
constitute models for program eligibility. Should this 
prove too time consuming or difficult, however, a se
cond-best alternative would be simply to project present 
profile characteristics proportionately onto overall pop
ulation changes. 

Selection of Eligibility Criteria 
Program eligibility (or pl8cement) criteria should be 

designed and used for analysis of the proportions of 
offenders who will be eligible for specific programs or 
program types. As data on program effectiveness ac
cumulate, these criteria should be refined to encourage 
placements most likely to produce program success. 
Eligibility criteria can also be varied for simulation ap
plications. 

The degree to which eligibility criteria are relevant 
wiil vary according to the type of pro~lram under con
sideration. All offenders, for example, will require basic 
medical servic9tl, while only a certain, and possibly 
changing, proportion would benefit from GED programs 
or drug abuse counseling. 

Computation of Program Capacity Needs 
Existing program and service capacity or availability 

should be compared with the projected level of need, 
derived from applying the eligibility criteria to population 
trends in order to dt:ltermine total additional capacity 
requirements or possible reductions in requirements. 
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Program Performance Evaluation 
P\ccumulating results from program performance 

evaluations 'should be examined in order to pinpoint 
thE) particular programs or services that should be 
augmented (or reduced) and the results that can be 
expected from such actions. 

Specification of Program Revisions 
To implemEmt the program projections, specific pro

gram recommendations or changes should be inte
grated into the annual budget cycle. 

Fac::ility Planning Component 

There is inevitably a delay between the time that a 
need for a major new correctional facility is recognized 
and the date when the new facility is ready for operation. 
Often, as will be the case with the new Los Lunas Me
dium Security Facility (planned for completion in 1980), 
the time between legislative 8t';)tion and facility comple
tion can amount to several years. lcieally, the planning 
process should account for such delays, anticipating 
the need for additional bed capacity and initiating the 
construction process wElll in advance of the year the 
new bed capacity will be required. 

A number of factors mElke this sort of advanced plan
ning difficult to implement, however. Trends in average 
daily population (or the need for bed capacity) tend to 
change linearly, generally increasing or deoreasing 
gradually over a period of time. Changes in bed capa-

I 
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city, on the other hand, tend to be incremental. With the 
exception of relatively small ch:mges or additions to 
existing institutions, few major facilities are built for less 
th<en 200 inmates. Thus they make relatively large in
creases in bed capacity upon completion and almost 
invariably create periods of "undercapacity" and "over
capacity" in the system. 

Even though them is a certain amount of "play" in the 
system to moderat~\ periods of serious institutional 
overcrowding (e.g., changes in the use of alternatives 
to incarceration), facility planners must attempt to fore
see the more or less irreversible trends, identifying the 
number, type, and location of beds and facilities needed 
well in advance of actual inmate headcounts. 

Figure 7-6 shows the primary steps in the facility 
planning compunent. Each of the major considerations 
and data requirements is summarized below. 

Institutional Population Projecti!ons 

A primary step in determining the need for facility 
changes and/or increases in bed capacity should be 
to estimate the portion of the projected population that 
will be eli~ible for alternative treatment programs (see 
the discussion of the Program Planning Module ahove 
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Figure 7-6: Facility Planning Component 
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in this chapter). Of interest to facility planners will be 
that portion of the population considered ineligible for 
such programs - the projected institutional population. 

Assessment of Bed Capacity Needs 

Given institutionai admissions projections, analysis 
of offender categories according to expected average 
lengths of stay should next be used to predict average 
daily populations. Planners should also establish a ten
tative distribution according to custody level for both 
male and female inmates. 

Review of Present Bed C(,p,}city and 
Population Data 

Records of bed capacity should be maintained for 
each institution, detailing the number of beds (by hous
ing unit and custody level), their condition, relationship 
to current standards for housing and correctional pro
gramming, and potential for continued use. Daily head
counts, plus monthly and annual average daily popula
tion data, should be maintained for each institution and 
housing unit. Current criteria should be listed for housing 
assignments within each institution. Profiles of inmates 
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according 10 housing and program units should be 
maintained. 

Annual or semiannual status reports should be pre
pared, describing in detail the number and types of 
beds available as well as the daily headcount and ADP 
for each housing unit. Any need for additional capacity 
should be summarized and current needs for facility 
changes, including routine maintenance and repair, 
should be reported. 

Development of Facility Requirements 

Comparing forecasts of changes in inmate popula
tion with the number of maximum, medium, and mini
mum security beds available in the system should pro
vide the first rough indications of future bed require
ments. More detailed analysis, based on a regional 
distribution of expected commitments should be made 
to determine which existing institutions are likely to be 
most affected. This type of regional analysis should 
become increasingly important in the future as addi
tional regional programs and facilities are developed 
for the system. 

The outcome of the detailed analYSis will specify the 

number of expected commitments by sex, custody 
level, region, and tentative institutional assignment, in
dicating the magnitude and direction of anticipated 
changes in bed capacity requirements at each institu
tion for the coming five-year period. 

Review of Institutional and Noninstitutional 
Programs 

A summary of alternatives to facility modifications, 
particularly alternatives to major new construction, 
should be prepared and reviewed with institutional 
administrators and correctional program planners to 
ensure that major expenditures for increases in institu
tional bed capacity could not be avoided by changes 
elsewhere in the system. 

Summary Report 

Based on the review of programs a summary report 
should be prepared. Current projections of admissions 
and inmate population should be reviewed and detailed 
in terms of proposed treatment method, integrating 
program requirements and facility options. 

PMS Application: System Simulcltion 

The primary purposE: of simulation models is to pre
dict the impact of proposed changes in policy in one 
part of an existing system upon other components of 
that system. Simulation models are thus decision
making tools, intended to assist administrators in un
derstanding the ramifications of policy options. In the 
corrections application, simulation models focus on 
key decision points in the corrections and criminal jus
tice system, analyzing the volume of offenders at the 
various locations within the corrections system. 

Figure 7-7 sets forth in schematic and simplified 
form the variety of path:s offenders may take through 
the corrections system. f(ey decision points, which can 
affect subsequent path volumes, include arrest and 
sentencing prior to commitment, and program place
ment and housing assignment following commitment. 
The three components of the PMS discussed in prece
ding sections of this chaptElr encompass most of these 
major decision points: the population projection com
ponent reflects arrest and sentencing variables; the 
program projection and evaluation components are 
related to program !JlacE)ment variables; and the facili
ties projection componEint relates to housing assign
ments. 
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Within the flow diagram, each "path" (denoted by an 
arrow), represents a possible disposition alternative of 
a decision point. In a full corrections simulation, each 
decision point and path should be based on complete 
data about offender types or characteristics as well, so 
that it is possible to predict, for example, how a change 
in the criteria applied by the courts in granting probation 
would affect the number of persons committed to the 
state cOl'rectional system, sentenced to county jails, 
and directed to special programs in lieu of incarcera
tion. With the incorporation of historical data on the 
outcomes of each disposition - in terms, for example, 
of recidivism - even more elaborate predictions of 
system performance should be possible. 

Development of a complete and highly sophisticated 
simulation model is beyond the Master Plan, as well as 
beyond the needs and resources of New Mexico at the 
present time. New Mexico criminal justice planners 
may wish to study the feasibility of adapting an existing 
simulation system developed for another jurisdiction. 
The Federal Corrections' Simulation Model (FCSM) is a 
corrections flow model recently developed for the Ca
nadian Penitentiary Service by Systems Dimensions 
Ltd. A comprehensive review of the "state of the art" in 
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correction models has led the Master Plan Team to the 
conclusion that FCSM is the only existing simulation 
model with potential value for the New Mexico correc
tions system. 

After two years of development at a cost of about 
$120,000, FCSM was delivered to the Canadian Pen
itentiary Service in 1977. The model predicts quarterly 
penitentiary and parole populations for a ten-year future 
time span. Input variables consist of key rates and time 
delays for the various components of offender flow. 

12. The FCSM is designed to run on the type of IBM 360/370 compu
ters and interactive termi.1als used by the New Mexico Division of 
Automated Data Processing. Programs are written in commercially 
available simulation languages. The Research and Systems Develop
ment Branch. Solicitor General of Canada. has Indicated that the Can
adian government will make the FCSM documentation available to 

I 

78 

Inshtullonal 
Commitment 

Alternative 
Program 

~ 
I 

t 
i 
Proballon 
Revoked 

Parole 

Parole 
Violators 

1: 
J-

~ 
/ 

Release 

The potential advantage of FCSM over other methods 
of projection is that the model simulates all the paths of 
the corrections flow, including such aspects as differ
ential recidivism mtes for various classes of offenders.12 

The Master Plan Team recommends that New Mexico 
take advantage of this opportunity to obtain the FCSM 
for possible use without undergoing any of the substan
tial development costs. The model should ne evaluated 
in a cautious stepwise approach by a team composed 
of key personnel from the Bureau of Planning and Eval-

interested governmental agencies in the United States withoul charge. 
Further inquiries concel'ning the FCSM should be made to Mr. Sol 
Shuster. Director of Planning and Liaison, Research Division, Research 
and Systems Development Branch, Solicitor General of Canada, 340 
Laurier Ave., Ottawa, Canada KIA OP 8. Mr. Shuster may bEl telephoned 
at (613) 992-5383. 



uation and the Division of Automated Data Processing. 
The first step should be an examination of the need for 
possible modification of the system to fit New Mexico 
requirements, the availability of the necessary input 
data, and the supplemental costs associated with 
making the system operational. Should the results of 
the analysis be favorable to implementation, the next 
step would be a recommended implementation sched
ule and a request for necessary funding. 

While the FCSM should be carefully evaluated, the 
Master Plan Team recommends that priority be placed 
on developing the PMS modules described above in 
this chapter. These modules contain the essentials of a 
simulation model and are suited to New Mexico's im
mediate and practical corrections planning needs as a 
reasonable method of resource allocation in the next 
few years. 

Taken together, the population projections, program 
planning and evaluation, and facilities planning compo
nents should enable corrections planners to predict: 

- the overall volume of the offender population 
- the number of offenders to be accommodated in 

programs, both within institutions and community 
based, and thus the level of resources needed for 
programs 

- the number and type of beds needed to house the 
anticipaled offender population 
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Simulation activity should occur at three critical decision 
points: 

- in depicting changing sentencing patterns under 
the new Criminal Sentencing Act 

- in criteria for program participation, particularly par
ticipation in community-based alternatives to incar-
ceration I 

- in security classification determinations 

Although illustrative criteria have been presented for 
these decision points, a variety of more and less re
strictive criteria should be applied to OBTS and OBSCIS 
data to derive alternative correctional system mixes of 
program and building allocations. 

It is important to recognize that simulations are a 
decision-making tool; simulations provide not "answers" 
but the basis for discussion or negotiation between 
decision-makers at different points in a system. For 
example, simulations can be used as a vehicle for cor
rectional administrators to discuss with judicial officials 
the impact of sentencing practices. Simulation provides 
an informational feedback loop, through which various 
means of reaching a particular goal (whether expressed 
in terms 0f reduced recidivism or of reduced costs) 
might be reached or approximated. 
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8 Introduction 

A juvenile's first contact with the juvenile justice sys
tem is usually through a law enforcement officer. Many 
juveniles experience this contact, and most go no 
further; however, for others the juvenile justice system 
also includes the following processes: 

- Police custody 
- Probation intake and screening 
-Diversion 
-Detention 
- Adjudicatory hearing 
- Diagnostic evaluation 
:- Dispositional hearing 
-Probation 
- Community-based treatment program 
-Institutional care 
-Aftercare 

Progressively, fewer juveniles experience the later pro
cesse~. 

A simplified version of New Mexico's juvenile justice 
system is graphically displayed in Figure 8-1 , showing 
key points in the system. Communities in general, al
though not part of the formal process, play an important 
role in the juvenile justice system to the extent that they 
prevent delinquent behavior from occurring. Within 
communities, a number of formal and informal systems 
(e.g .. families and schools) have impact on youths and 
potential offenders. Of these social systems, the family 
is the most critical to the child's growth and develop
ment.1 

At the formal level are agencies (e.g., police, courts, 
probation, and youth services) that serve youngsters 
who are identified as offenders because they have 
committed either "status offenses" (e.g .. curfew or 
runaway, which would not be crimes for adults) or "de
linquent offenses" (e.g., petty theft or burglary). The 
primary objectives of formal agencies are intervention 
and treatment so that offenders do not become further 

Diagnostic 
Commitment :?':.:;'" ~ 

:::~:'" ~"'O "",''"" "_"",,,,,, Jeo 

Diversion 
Programs Commltm€'nt 

Figure 8-1 : Simplified Flow Diagram of the Juvenile Justice System 

1. "The family is the !irst and most basiC Institution in our sociElty for 
developing the child's pottl!ltial, in all the many aspp,cts; emotional, 
intellectuat, moral. and spiriMll. as well a. physical hfld social.:' Tile 
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Challenge of Crime in a Fran Society, A Report by the President's 
Commission on Law Enbrcernent and the Administration of Justice 
(1967), p. 63. 
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involved with the justice systam. Contact and experi
ence with agencies and staff usually bear on the juven
ile's future delinquent activity. 

At the next stage of the system are residential institu
tions that essentially replace the youngster's whole 
previolJs environment.2 Their primary objectives are 
control, treatment, and preparation for reintegratIOn 
into society. This institutional experience is seen as a 
"last resort" for youngsters who have "failed" at the 
earlier levels of formal agency involvement. 

Outflow from institutions also involves community 
agencies (e.g., supervised placements in foster and 
group homes, nonresidential educational and mental 

2 Some. such as the New Mexico Youth Diagnostic Center :;md the 
Boys' School, are administered by the Division of Corrections; the 
Children's and Adolescents' Psychiatric Unit is administered by the 

health services), in an aftercare role, and with the 
specific objective of reintegrating the youngster into 
formal and informal community systems. 

At every level of the juvenile justice system there is 
potential for positive influence resulting in successful 
"diversion," "treatment," or "rehabilitation," or for neg
ative impact resulting in fl..ture delinquent activities and 
further involvement with the justice system. 

This part of the Master Plan examines all the compo
nents of the juvenile justice system, specifies major 
problem areas, makes planning recommendations, 
and presents implAmentation strategies. 

Department of Hospitals and Institutions; other residential youtil-care 
facilities are operated by private agencies. 
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9 Communities and Prevention 

\ 
~ 

The focus of the Master Plan is corrections, and it 
thus deals specifically with youngsters who penetrate 
the juvenile justice system. The Master Plan Team made 
no systematic effort to examine factors outside the jus
tice system, (e.g., education, recreation, employment 
opportunities, or family) except as these factors applied 
directly to youngsters already in contact with the police 
or courts. 

The most important method of dealing with juvenile 
crime is outside the formal system and beyond the 
Master Plan's scope: prevention. by ameliorating life 
conditions in the community that caw:;e youngsters to 
commit antisocial acts.1 Whil~ prevention has received 
considerable attention in New Mexico, and an effective 
plan has been developed ,21he following areas warrant 
Master Plan coverage: (1) family; (2) education; (3) 
recreation; and (4) youth employment. 

While the family is a source of delinquency, it is also 
the means to resolve or prevent 1t.3 Working with the 
entire family in therapy is recognized in New Mexico as 
a successful treatment process, and this is provided 
for some youngsters in contact with the juvenile justice 
system.4 There is a great need, however, to make these 
services available on a voluntary basis to more youths 
and their families, through greatly expanded community 
mental health services. 

Empirical evidence demonstrates that lack of ed
ucation and school involvement contribute to delin
quency, and successful education programs can help 
prevent 1t.5 Innovative programs include use of the 
home as a learning environment by training parents to 
teach children;6 development of a reality-based cur
riculum, mixing regular subjects with career training; 
and alternative offerings to give students (particularly 
those unable to function in a traditional academic at
mosphere) a greater variety of educational experien
ces,? It is also Important to consider replacing the 

1. "Once a juvenile is upprehended by the police and referred to the 
Juvenile Court, the community has already failed; subsequent rehabili
tative services, no matter how skilled. have far less potential for success 
than if they had been applied before the youth'" overt defiance of the 
law." Report of the PreSident's Commission on Crime ill the District of 
Columbia (1966). p. 733. 

2. See 1978 Criminal Justice Comprehensive Plan. Chap. III, pp. 
133..:.s9. 255-58; New Mexico Standards and Goals (1976), pp. 60-74. 

3. D. Langsley and 0 Kaplan. The Treatment 01 Families in CriSiS 
Intervention (1968). p. xv. 

4. See OHI, Second Annual Firsl Offenders Repor! (November 2. 
1976); University of Albuquerque Center for LdW Enforcement, Correc
tions and Social Services. Project CHIP, (May 1976). 
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traditional approach to truants or misbehaving students 
(suspending them from school) with some method of 
"in-house suspension" or special class, as well as 
testing for and education about disabilities. 

There is a continuing need for better recreation pro
grams for poor youths in both urban and rural areas. 
These are further means of delinquency prevention.S 

One of the most Immediate needs of poor youngsters is 
for neighborhood recreational facilities to provide "some
thing to do." Adequately funded recreation programs 
in New Mexico. proposed by poor youths themselves, 
would yield numerous prevention benefits. 

The New Mexico Standards and Goals Committee 
recommended tilat each community broaden its after
school and summer employment programs for youths 
(Including fourteen- and fifteen-year-oids previously 
e)"cluded from such proQrams) as a method of delin
quency prevention.9 These programs can be spon
sored in New Mexico by governmental or private 
groups, but they should include planning i:md partici
pation by a '/ariety of community resources, selection 
of youths on thE,3 basis of economic need, and a reser
voir of job possibilities. Involved youths should have 
the benefit of an adequate orientation period with pay 
and equitabl~) access to employment. 10 The White 
HOllse Conf(3r.snce on Youth suggests that employers 
reexamine their hiring requirements and that states reo 
view existinn laws barring youngsters from employ
ment.11 

Many of the prevention programs suggested in the 
following chapters aiso provide the opportunity for 
diversion from the juvenile justice system. Until the 
community itself is able to prevent delinquency and 
handle problems of the juvenile offender effectively, it 
will continue to rely on the specific community ag6ncies 
that comprise the formal "juvenile justice system" to 
deal with juvenile problems. 

5. Ernest A. Wenk, "Juvenile Justice and the Public Schools: Mutual 
Benefit UlroulJh Educational Reform." Journo.. of National Council of 
Juvenile Court Judges 8 (1975). 

6. M. J. Sh(liran. "Crisis in the Schools." U.S. News & World Report, 
September 11375. p. 5. 

7. The Urb(l/l £ducatICmal Task Force Reporl (1970). p. 241. 
8. See New Mexico Standards and Goats. Standards 1.18and 1.19, 

pp.71-72. 
9. Ibid .• Standard 1.17. p. 70. 
10. National Advisory Commission on Criminal Justice Standards 

and Goals. Community Crime Prevention, (1973), pp. 126-27. 
11. White House Conference on Youth, Report (1971). p. 56-67. 
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10 Community Agencies Serving 
Juvenile Offenders 

The community, through its social and economic 
systems (e.g., family, school, recreation, and work), 
offers the primary intervention point, in terms of delin
quency prevention. Nonetheless many youths do com
mit acts leading to official response. The vast majority 
of New Mexican juvenile offenders who receive treat
ment or services receive them through community 
agencies clearly identified in most cases with the formal 
juvenile justice system. While most people think of the 
formal system in terms of police, probation, and courts, 
this Master Plan discusses, in procedural order, all the 

Law Enforcement 

Approximately 80 percent of the youngsters who 
penetrate the juvenile justice system first contact it 
through a law enforcement agency. (The other 20 per
cent are first involved through complaints filed with t~e 
probation department by parents, schools, citizens, 
etc.) 

When a police officer contacts a youthful offender, 
the officer must determine a legal basis for law enforce
ment intervention. In New Mexico, the officer must 
decide: 

- whether there are reasonable grounds to believe 
that the juvenile has committed a delinquent act; or 

- that the child has run away from parents, guardian 
or custodian; or 

- is suffering from illness or injury; or 
- that removal is necessary based on immediate dan-

ger from the youth's surroundings. 1 

Only if an officer believes that one of these conditions 
exists does the New Mexico Children's Code authorize 
taking the child into cu:::tody. Custody is not the only 
option open, however. New Mexico statutes also give 
law enforcement officers discretion to divert cases 
from the formal juvenile justice system.2 Yet results of 
the Juvenile Offender Based Transaction Survey 
(JOBTS)3 in Santa Fe and Albuquerque demonstrate 
that officers rarely divert offenders from the system 
once the juvenile has been contacted or taken into 
temporary custody. In Albuquerque, only 2.9 percent 

1. N.M. Children's Code Section 13-14-20. 
2.39-1-1 NMSA 1953. 
3. This procedure was developed by GCCJP in an attempt to lrace 

individual offenders as they "transact with the various compononts of 
the justice system." See 1978 Criminal Justice Comprehensive Plan, 
pp.405-17. 
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community agencies that comprise "the juvenile justice 
system," including: 

- Law enforcement 
- Juvenile detention 
- Juvenile probation 
- Defense and prosecution 
- Adjudication and disposition 
- Community-based programs, independent of the 

formal system. 

of the cases tracked were disposed of by the police, 
while in Santa Fe only 4 percent were diverted. 

While adequate information was unavailable (except 
from the New Mexico Law Enforcement Academy), it 
appears that a reason for this underuse of police diver
sion is the minimal emphasis placed on preparing 
officers to deal with juveniles. The Law Enforcement 
Academy reports that, of 200 basic training hours, only 
1 V2 hours are allocated to the subject of juveniles. 

To begin to deal with these matters, police depart
ments need to clarify and develop policies for handling 
juvenile offenders themselves, emphasizing deterrence 
and prevention procedures in conjunction with other 
agencies. Specifically, the following recommendations 
are made: 

- Officers should make more effective use of police 
discretion regarding juveniles. Uniform law enforce
ment policies should t..e developed by police chiefs 
to make effective use of discretion a reality in juvenile 
matters.4 

- Law enforcement policies should establish clear 
written procedures for dealing with juveniles who 
come in contact with the police, and should identify 
and develop procedures for handling offenses that 
are not dealt with effectively through arrest.5 

- Law enforcement policies concerning detection, 
deterrence, and prevention of delinquent behavior 
and juvenile crime should be documented.6 

4. See New Mexico Standards and Goals, Standard 2.3, p. 76. 
5. Ibid., Standard 2.9, p. 81, 
6. Ibid .. Standards 2.6, p. 78. and 2.7, p. 79. 



- Prevention training for police officers should be 
emphasized.? 

- Cooperation from non police agencies should be 
secured and formalized in order to use all possible 
resouces for detecting and deterring delinquent 
behavior.8 

Law enforcement procedures r.:garding juveniles 
should be comprehensively reviewed, and minimum 
standards should be developed, covering: 

- the form of cooperatlon between law enforcement 
and governmental agencies 

- the form of cooperation between law enforcement 
and nongovernmental agencies 

- release procedures fm juveniles to bo placed in 
parental custody 

- detention procedures for juveniles 

The courts alone should be responsible for detention 
decisions. Guidelines dealing with those juveniles who 
are taken into custody should include: 

- notification of parents (including admonishment re
garding the youth's constitutional rights) 

Juvenile Detention 

Currently, in addition to juvenile detention homes in 
Albuquerque and Santa Fe, thirty-eight municipal or 
county jails detain juveniles in New Mexico. Section 
13-14-23 of the Children's Code originally noted that 
an alleged delinquent might be detained in a local jail 
under certain 'conditions, until July 1, 1976. The code 
gave the Division of Corrections power to set standards 
for, inspect, and certify such facilities. At present, how
ever, there is no penalty for detaining a youth in a 
noncertified or condemned facility and such detention 
regularly occurs. After July 1, 1976, alleged delinquents 
were to be detained only in facilities established by the 
Division of Corrections, but because such facilities 
were not constructed the 1976 legislature amended 
the code, postponing the effective date of the require
ment to July 1, 1978. In spite of the clear intent of the 
Children's Code to improve juvenile detention condi
tions, the conditions that prompted the law still exist. 

7. Ibid., Standard 8,5, p. 154. 
8, Ibid,. Standard 2,8, p, 80, 
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- notification of the right to counsel 
- notification of the right to remain silent under ques-

tioning 
- exclusion from court records of statements made 

without the presence of counselor parents 
- absence of booking procedures (fingerprinting, 

photographing, etc.)9 

To implement these procedures, the Governor's Ju
venile Justice Advisory Committee should be respon
sible for establishing policies and procedures govern
:nq police involvement in the juvenile justice system, 
including guidelines for use of police discretion. GCCJP, 
th::J New Mexico Law Enforcement Academy, and other 
appropriate agencies should also form a Training 
Committee to develop curricula to instruct police (in
cluding part-time employees) in effective juvenile op
erations. Minimum requirements should be set on the 
number of basic recruit and in-service training hours in 
the juvenile area that an officer must accumulate. 

GCCJP should apply to the Law Enforcement Assis
tance Administration for fumjs and technical assistance 
to police agencies for development of juvenile policies, 
procedures, and operations. 

Division of Corrections 
Recommendations 

The Division of Corrections, in response to House 
Memorial 15 (1976), produced A Statewide Plan for the 
Establishment 01' Regional Det~lntion Facilities, or Alter
natives Thereto, for Alleged Delinquents. The study 
thoroughly examined factors3uch as arrest and deten
tion procedures, eXisting detention facilities, construc
tion and renovation, cost estimates, population projec
tions, and transportation. The Master Plan Team, after 
thoroughly analyzing the plan and juvenile detention in 
New Mexico, is in complete agreement with the study, 
the key recommendations of which are summarized 
below: 

TRAINING: Require that all law enforcement officers in the 
state undergo adequate basic and in-service training In hand
ling suspected delinquents. 

9. National Advisory Commission on Criminal Justice Standards and 
Goals, Po/ice (1973), pp. 221, 264. 



CUSTODY: Have law enforcement officers take into custody 
only alleged delinquents suspected of having committed a 
serious offense, or those not living in the jurisdiction in which 
they were apprehended. If the child will give a name and 
address, and if the parents can be located quickly, the child 
should be cited and released to the parents' custody. 

FACILITY OPERATIONS: Require that any facility in which 
alleged juveniles arf,l detained be staffed at all times by per
sonnel adequately ;~nd specifically trained and certified in 
detention operations and the handling of detained juvenile 
delinquent suspects. Require that uniform operating standards 
be followed. 

FACILITIES: Require that, at a maximum, one facility per 
county be designated as a holding facility for the short-term 
(up to 48 hours) detention of alleged delinquents, such facilities 
to conform to uniform design standards, with total sight and 
sound separation of detained juveniles from detained adults, 
from arrival to release. For detention beyond 48 hours, require 
that, at a maximum, one facility per judicial district be designa
ted as an area detention facility, such facilities to conform to 
uniform design and operational standards, with individual 
rooms for alleged delinquent detainees, with total sight and 
sound separation from any adults being held in the same 
facility, and with adequate programs and space for recreation, 
counseling, visiting, and medical attention. 

OPERATIONS: Make maximum use of hearing officers to 
speed up the hearing process. Employ at least one additional 
juvenile probation officer in each judicial District. The officer 
would be assigned other than the usual 8 to 5 hours, and so 
would be available during the hours and on the days when 
children in the District were most likely to become involved 
with law enforcement agencies. This recommendation would 
mean tours of duty beginning at hours such as 4, 5, or 6 p.m., 
and would include Saturday night duty. New probation officers 
would serve as intake officers and make immediate decisions 
on release or detention of children taken into custody. They 
would also serve to provide voluntary, or unofficial, intensive 
supervision of and counseling with the child released, pending 
hearing. In some instances of release there would be no 
further action - neither supervision nor future hearing. 

ALTERNATIVES: License, through the Juvenile Probation 
Service, special foster homes for the short-term holding of 
alleged delinquents not considered dangerous, but unable to 
be released to parents, guardian 0r custodian. Contract with 
private, non-profit group homes to house alleged delinquents 
in secure settings. 

FUNDING: Provide appropriations to the Law Enforcement 
Academy to permit adequate training of all law enforcement 
officers and detention personnel. Provide appropriations to 
the district courts to permit hiring of additional necessary 
probation staff. Create a state matching grant and loan fund to 

10. Division of Corrections, A StateWide Plan for the Establishment 
of Regional Detention Facilities, or Alternatives Thereto, for Alleged 
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assist local jurisdictions, in meeting the short-term and longer
term holding and detention needs. Appropriate [funds] ... for 
this purpose. The fund should be administered by the Depart
ment of Finance and Administration with the advice and con
sultation of the Department of Corrections. 

SCHEDULE: By July 1, 1978, the recommended system of 
short-term and longer-term facilities should be in operation.1 0 

The specifications attached to use of the $4 million 
grant and loan fund set forth in the plan 11 are con
sidered by the Master Plan Team to be critical, in view 
of the large sums involved, the competing needs for 
funds, and the potential for ineffective allocation. These 
specifications require that 

- payments on loans be returned to the general fund 
- grants be based on clear need and for no more than 

50 percent of the construction or renovation cost 
- applicants for matching grants certify that no other 

local, state, or federal funds are available. 

Recommendation: Concerning 
Alleged Status Offen!iers 

The amendment to the Children's Code extending 
the time limit as to alleged delinquents also had the 
effect of extending the time limit in Section 13-14-23C 
(1953) requiring separation of children in need of su
pervision from children aleged to be delinquent. 

The Master Plan Team recommends that alleged sta
tus offenders not be detained in jails and that probation 
officers and community agencies be used to counsel 
families and provide care for status offenders. Specif
ically the recommendations are: 

- Legislation should be enacted to eliminate the de
tention of status offenders in jails or other secured 
detention facilities. (Status offenders must be re
moved from all detention facilities in order to meet 
the requirements of the Juvenile Justice Act of 1974.) 

- Probation officers should be available on a 24-hour 
crisis basis at intake, and adequately trained to work 
with the alleged status offender and the family, in 
order to divert youths from the juvenile justice system 
and provide meaningful help to their families. 

-If, after family crisis counseling, it is not possible for 
the youngster to return home, voluntary shelter care 
programs should be used, but only for a maximum 

Delinquents (1976). pp. i-ii. 
11. Ibid, p. 29. 



of ten days and only while continued attempts are 
made to resolve the family problem. 12 

- New resources should be developed at the com
munity level (e.g., mental health services, family 
counseling centers, youth service agencies) to pre-

AN ACT 
RELATING TO CHILDREN; ENACTING A CHILDREN'S SHEL
TER CARE ACT; AMENDING SECTION 13--14-23 NMSA 1953 
(BEING LAWS 1972, CHAPTER 97, SECTION 23, AS AMEND
ED); MAKING AN APPROPRIATION; DECLARING AN EMER
GENCY. 

BE IT ENACTED BY THE LEGISLATURE OF THE STATE OF 
NEW MEXICO. 

Section 1. [NEW MATERIAL] SHORT TITLE. - Sections 1 
through 7 of this act may be cited as the "Children's Shelter 
Care Act." 

Section 2. [NEW MATERIAL] LEGISLATIVE FINDINGS AND 
PURPOSE. -

A. The Legislature finds and declares that appropriate 
and distinct programs of supervision and care for children are 
required to fulfill the purposes of the Children's Code; that 
many children are needlessly detained in secured facilities on 
charges for acts that would not be criminal if they were com
mitted by an adult; that these children would benefit from 
either immediate return to the family or placement in shelter
care homes or non-secured shelter-care facilities; and that 
certain alleged and eJjudicated delinquents will benefit from 
non-secured placements and do not require secure detention. 

B. The purpose of the Children's Shelter Care Act is: 
(1) to provide funding for the establishment of eligible 

shelter-care facilities or programs; and 
(2) to divert children out of the juvenile justice system 

and provide for their supervision and care in community based 
shelter-care homes and facilities when the immediate return to 
the child's family is not feasible or when intervention programs 
alone are not sufficient for the care and treatment of the child. 

Section 3. [NEW MATERIAL] DEFINITIONS. -As used in 
the Children'S Shelter Care Act: 

A. "children" or a "child" means an individual who is less 
than eighteen years old; 

B. "alleged child in need of supervision" means a child 
who is charged with an offense not classified as criminal or 
one applicable only to children; 

C. "child in need of supervision" means a child found by 
the children's court or family court division of the district court 
to have committed an offense not classified as criminal or one 
applicable only to children and is in need of care or rehabili
tation; 

D. "alleged delinquent child" means a child charged with 
an act, which would be designated as a crime under the 

12. The Statewide Volunteer Shelter Bed Project and the Shelter 
Care and Juvenile Holding Facilities Programs of the Eighth Judicial 
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vent problems from becoming juvenile justice prob
lems. 

- The following children's shelter care legislation 
should be enacted: 

criminal code if committed by an adult; 
E. "delinquent child" means a child found by the children's 

court to have committed an offense which is a crime under 
the criminal code if committed by an adult; 

F. "community based shelter-care facility" means a tem
porary or emergency home or facility that is physically non
restrictive and is used as a temporary living facility until the 
child can be returned to his family or until a longer residential 
placement for the child may be made; 

G. "programs of supervision and care" means the alter
natives for the detention of alleged children In need of super
vision and the detention of alleged delinquents pursuant to 
Section 13-14-23 NMSA 1953, for the disposition of adjudi
cated children in need of supervision and for the disposition of 
children adjudicated delinquent pursuant to Section 13--14-
31 NMSA 1953; and 

H. "department" means the criminal justice department. 

Section 4. [NEW MATERIAL] RULES AND REGULATIONS 
- PROMULGATON. - The department shall promulgate 
necessary rules, standards and procedures to carry out the 
purposes of the Children'S Shelter Care Act. 

Section 5. [NEW MATERIAL] COMMUNITY BASED SHEL
TER-CARE FACILITIES. - The department shall establish 
statewide community based shelter-care facilities to develop 
and support programs of supervision and care as well as 
support and expand existing community based shelter-care 
facilities pursuant to the provisions of the Children's Shelter 
Care Act. 

Section 6. [NEW MATERIAL] ELiGIBiLiTY FOR PLACE. 
MENT Or- A CHILD. - A child is eligible to be placed in a 
facility established pursuant to the Children's Shelter Care 
Act if: 

A. the child is a child alleged or adjudicated to be in need 
of supervision; or 

B. the child is an alleged delinquent child and there is no 
cause to believe that the child will injure others or himself, run 
away or be taken away so as to be unavailable for proceedings 
of the court or its officers. 

Section 7. [NEW MATERIAL] REPORT TO THE GOVERNOR 
AND THE LEGIElLA rURE. - On or before December 15, 1978, 
the department shall provide a report to the governor and 
each member of the legislature describing the programs and 
projects funded under the Children's Shelter Care Act. The 
report shall include: 

A. funds spent for the programs and projects funded to 

District are excellent models. 



carry out the provisions of the Children's Shelter Care Act; and 
B. a description of the procedure followed by the depart

ment in order to award grants pursuant to the Children's Shelter 
Care Act and to audit, monitor, and evaluate such programs 
and projects. 

Section 8. Section 13-14-23 NMSA 1953 (being Laws 1972, 
Chapter 97, Section 23, as amended) is amended to read: 

"13-14-23. PLACE OF DETENTION.-
A. a child alleged to be a delinquent child may be detained 

pending court hearing in any of the following places: 
(1) a licensed foster home, or::l home otherwise author

ized under the law to provide foster or group care; or 
(2) a facility operated by a licensed child welfare ser

vices agency; or 
(3) a detention facility established by the department of 

corrections for children alleged to be delinquent children; or 
(4) a facility established pursuant to the Children's 

Shelter Care Act; or 
[(4)] (5) any other suitable place, other than a facility for 

the care and rehabilitation of delinquent children to which 
children adjudicated as delinquent children may be confined 
under (Section 31 of the C;,i1dren's Code] Section 13-14-31 
NMSA 1953, designated by the court, and Wllich meets the 
standards for detention facilities under the Children's Code. 

B. until July 1, 1978, and not thereafter, a child alleged to 
be a delinquent child or a child in need of supeNision may be 
detained pending court hearing in a jail or other facility for the 
incarceration of adults, but only if: 

(1) a facility established pursuant to the Children's 
Shelter Care Act, or a detention facility established by the 
department of corrections for children alleged to be delinquent 
children or in <leed of supeNision is not available; 

(2) the facility meets the standards for detention facilities 
under the Children's Code; 

(3) the detention is in a room separate and removed 
from incarcerated adults; 

(4) adequate supeNision is provided; and 
(5) detention in the facility does not exceed [forty-eight] 

twenty-four hours. [and 
(6) upon the expiration of the forty-eight hours time 

limitation, detention shall, if necessary, be continued in facilities 
specified under this section for children alleged to be delin-
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quent or for children alleged to be in need of supeNision, as 
appropriate.] 

C. a child alleged to be a child in need of supeNision or a 
neglected child may not be detained in a jail or other facility 
intended or used for the incarceration of adults charged with 
criminal offenses, or for the detention of children alleged to be 
delinquent children, except as specified for a child In need of 
supeNision under Subsection B of this section, but may be 
detained in the following shelter-care facilities: 

(1) a licensed foster home, or a home otherwise author
ized under the law to provide foster or group care; or 

(2) a facility operated by a licensed child welfare ser
vices agency; or 

(3) a facility established pursuant to the Children's 
Shelter Care Act; or 

[(3)] (4) any other suitable place, other than a facility for 
care and rehabilitation of delinquent children to which children 
adjudicated as delinquent children may be confined under 
[Section 31 of the Children's Code] Section 13-1th'31 NMSA 
1953, designated by the court, and which meets the stand
ards for detention facilities lmder the Children's Code. 

D. The official in charge of a jail or other facility for the 
incarceration of adult offenders or persons charged with crimes 
shall inform the court within four working hours or forty-eight 
consecutive hours, whichever is the shorter time, when an 
ir,dividual, who is or appears to be under the age of eighteen 
years, is received at the facility, and upon request shall deliver 
him to the court or transfer him to a faciiity designated by the 
court. 

E. When a case is transferred to another tribunal for crim
inal prosecution, the child shall be transferred to the appro
priate officer or facility in accordance with the law governing 
the incarceration of a person charged with a crime." 

Section 9. APPROPRIATION. - [Amount to be decided] for 
expenditure in the sixty-sixth and sixty-seventh fiscal years for 
the purposes of carrying out the provisions of the Children's 
Shelter Care Act. Any unexpended or unencumbered balance 
shall revert to the general fund at the end of the sixty-seventh 
fiscal year. 

Section 10. EMERGENCY. -It is necessary for the public 
peace, health and safety that this act take effect immediately. 



Juvenile Probation 

New Mexico's probation officers have the power and 
duty to: 

- receive and examinE' complaints and allegations 
that a child is a delinquent or in need of supervision, 
for the purpose of considering court proceedings 
under the Children's Code 

- make appropriate referrals of cases presented to 
other agencies, if their assistance appears needed 
or desirable 

- make predisposition studies and submit reports 
and recommendations to the court 

- supeNise and assist children placed on protection, 
or under probation supervision by court order 

- provide marital and family counseling 
- perform any other functions designated by the 

court. 13 

Basically, probation officers have three functions: (1) 
intake; (2) court investigation; and (3) probation super
vision. Probation intake (I.e .. determining whom to re
lease or detain and whether a case is referred to the 
court) is the criflcal decision point in the New Mexico 
juvenile justice system. Probation intake decisions, in 
in effect, determine workloads for detention facilities, 
courts, and the Division of Corrections. In spite of the 
crucial nature of probation intake, and its cost implica
tions for the entire system, little is expended on this 
service. 14 

There are ninety-two probation officers to serve the 
state's thirty-two counties, but thirty-two officers are 
located in Bernalillo County. leaving sixty for the re
maining thirty-one counties. Only eighteen counties 
are staffed by more than a single probation officer.15 

In 1975, the ninety-two New Mexico juvenile probation 
officers handled 18,523 referrals, a massive caseload 
in light of their many responsibilities and the great dis
tances they have to travel, The importance of the juven
ile probation officer (JPO) especially in the rural areae 
where this official may be the only treatment resource 
in the community, cannot be overstated.16 Data from 
each juvenile probation office demonstrate wide varia
tions in the ways juvenile problems are handled. 17 In 
1976, petition rates varied from 4.9 percent in the 
Eighth Judicial District to 58,1 percent in the Eleventh 
Judicial District. It is not unusual for two to three weeks 

13. 13-14-BA NMSA 1953. 
14. See Phase I/{I/V Report (1977), pp. 48-49. 
15. See Technical Report 5 (1977). p. 155, Map 14. for the locations 

of these offices, 
16. See ibid .• p. 174, Map 26. for a display of available resources. 
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to pass in some districts between the time a juvenile is 
charged by the police and the time the complaint 
reaches the JPO.18 

As a solution to this critical problem of probation in
take, it is recommended that each Judicial District be 
allocated funds to hire at least one additional juvenile 
probation officer. The additional JPO should provide 
short-term family crisis counseling at the time of referral 
and implement the New Mexico Juvenile Family Crisis 
Intervention Project. This project's program approach 
is based on the Sacramento Juvenile Diversion Project, 
an LEM Exemplary Project described in the report by 
Roger Baron and F. Feeney.19 

The objectives of the proposed project and addition
al hiring are to demonstrate in New Mexico the validity 
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17. See Phase III/IV Report, pp. 42-46. 
18, See 1978 Criminal Justice Comprehensive Plan, Chap. Ill. pp, 

3-14. 
19, Roger Baron. and F, Feeney, Juvenile Diversion through Family 

Counseling: An Exemplary Project (1976). 



of the diversion concept of delinquency prevention, by 
showing that: 

- minor- and medium- level delinquent offenders as 
well as status offenders can be successfully diverted 
from the present system of juvenile justice and court 
adjudication 

-- detention can be avoided through counseling and 
alternative placements that are both temporary and 
voluntary 

- diverted offenders have fewer subsequent contacts 
with the law and a better general adjustment than 
those not diverted 

The intent of the project is to help the child out of deten
tion and out of court, yet still offer counseling and help 
to the family. The approach relies on the following 
features: 

- immediate and intensive handling of cases, rather 
than piecemeal adjudication 

- spending the majority of staff time in the initial stages 
of the case-when it is in crisis-rather than weeks 
or months later 

- nroviding special training to the probation staff in
volved 

- providing ongoing periodic consultative services to 
enable staff members to continue to improve their 
crisis handling skills 

- entirely avoiding formal court proceedings 
- maintaining a twenty-lour-hour, seven-day-a-week 

telephone crisis service 
- establishing closer ties with referral services 

Organization and Staffil'lQ 
The project should be funded and coordinated 

through the Administrative Office of the Court, with a 
project director and the staffing pattern listed in Table 
10-1, which takes into consideration factors such as 
present caseload, dispositions, and staffing patterns 
of each judicial district: 

The project director should have prior administrative 
experience, be skilled in family counseling, and be 
familiar with the probation setting. Slhe should be a 
person who is sensitive to the concerns of probation 
officers and the juvenile court, should be able to com
municate about the program with interested agencies 
(e.g., police, schools), and the community, generally. 

20. Family crisis counseling in a probation setting is a highly de
manding job. Generally, the staff position requires an open person with 
a willingness to work and learn and a great deal of emotional stability. 
Staff members should be persons willing to examine their own atti
tudes, values, and family backgrounds. Previous probation experience 
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The project director should have a good grasp of the 
program and be dedicated to its success.20 

Training 
The aim of the training program is to enable probation 

officers to become effective counselors. Among other 
things, they must learn: 

- the concepts ot family process and family rules, and 
that the way a family makes decisions is often as 
important as the decisions themselves 

- the concept of the family as a system and the ways 
in which the actions of one family member affect 
other family members 

- how to enlist the family's own efforts to work on its 
problems 

- techniques for improving communication among 
family members 

- how understanding one's self and one's own family 
system is important in becoming an effective family 
counselor 

Table 10-1: Staffing Pattern for New Mexico 
Juvenile Family Crisis Intervention Project 

Judicial Project 
District Staff 

First 2 
Second 3 
Third 2 
Fourth 1 
Fifth 2 
Sixth 1 
Seventh 1 
Eighth 1 
Ninth 1 
Tenth 1 
Eleventh 2 
Twelfth 1 
Thirteenth 1 

Total 19 

is helpful but not necessary. The recommended approach to selection 
is to aim at probation officers or others 'nterested enough to apply for 
the position. after being fully informed about what will be expected of 
them. (Simply reqUiring officers to be available evenings and week
ends generally eliminates those not truly dedicated. 



In establishing a training program, it is desirable, 
although not essential, that the training consultant have 
extensive experience in family counseling. At the earli
est possible time, the training should emphasize that 
becoming a good family counselor means in part learn
ing to understand oneself, one's own family system, 
and how one interacts with others, particularly the 
families the officer will see, and coworkers. The cases 
probation counselors handle differ in significant ways 
from those seen in clinical or private-practice settings, 
particularly in the degree to which clients are present 
voluntarily, and this must be made clear during training. 

There are two components to the recommended 
training program: (1) an initial training week, designed 
to familiarize the project staff with family counseling 
and project concepts; and (2) a program of ongoing 
training and consultation. While the initial training week 
is important, it is even more important that the training 
continue later - not just during a period of funding but 
also throughout the program's operating life. Ongoing 
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training provides expertise in the handling of difficult 
cases and a method for developing and improving 
skills. A number of different training methods can be 
used in ongoing training: case demonstration, indivi
dual consultation, role-playing, videotape feedback, 
and group process workshops. While the initial training 
for all staff can be conducted at one site, perhaps 
Albuquerque or Santa Fe, geographic distances pre
sent difficulties for ongoing training. Ideally, all state 
staff should get logether bimonthly for training, with 
biweekly or monthly training sessions organized for 
regions. 

Cases Handled 

The Sacramento Project has demonstrated success 
in handling both the status offender and those convicted 
of medium-level criminal offenses (e.g., possession of 
drugs or grand theft auto, where there is no restitution 
issue). The available data suggest that for New Mexico 
the recommended treatment methods ca~ also be 
used successfully with those convicted of more serious 
offenses (e.g., burglary). The New Mexico program 
should initially handle only categories that the local 
community finds acceptable. If the program is GUC

cessful with these cases, consideration can be given to 
including other kinds of cases. 

Referrals 

Because the recommended program is based on 
short-term therapy (up to five sessions), long-term 
problems must be referred to community agencies. 
Program staff will also encounter many problems that 
require some kind of specialized handling (e.g., drug 
overdoses, mental retardation). In order to deal effec
tively with these problems, the program must have 
well-developed written referral procedures and sources. 

Other Probation Issues 

It is anticipated by the Master Plan Team that many 
cases will be diverted from the juvenile court as a result 
of this project. Thus, caseloads of probation officers 
doing court investigations and providing probation 
supervision should be reduced, affording these officers 
time to provide better services in these areas to the 
courts and their clients. It is also anticipated that the 
project staff members In each district will share the 
skills they have acquired with other probation officers 
in their jurisdictions, improving New Mexico probation 
services in general. 



First offender programs have worked weil in New 
Mexico and should be continued, expanded, and 
funded by the state.21 In planning the proposed New 
Mexico Juvenile Family Crisis Intervention Project, 
consideration should be given to the current operation 
of first offender programs in the area, the types of cases 
they handle, and the time and method of intervention 
they use. First offender programs can deal with the 
diversion of cases not eligible for initial treatment by the 
Family Crisis Intervention Project, and can also provide 

Defense and Prosecution 

In re Gault, 387 U.S. 1 (1967), requires that the juven
ile offender be assisted by legal counsel at any delin
quency hearing. If the juvenile cannot afford private 
counsel, there is a right to a court-appointed lawyer. 
The juvenile is also entitled to assert the right against 
self-incrimination and the right to confront and cross
examine accusers, rights which virtually require coun
sel. The right to counsel is now statutorily guaranteed in 
all but eleven states; New Mexico is one of these eleven 
states.23 

The New Mexico Supreme Court has adopted the 
New Mexico Children's Court Rules, whi(;h require that 
"within 5 days from the date the petition is filed, or at the 
conclusion of the detention hearings, whichever occurs 
first, the court shall appoint an attorney to represent the 
respondent unless counsel has entered an appearance 
on behalf of the respondent. "24 While this rule estab
lishes an automatic mechanism for assuring represen
tation by counsel, it still permits judicial proceedings 
(i.e .. the detention hearing) to be held without repre
sentation. The New Mexico Public Defender Depart
ment represents juveniles through supreme court order 
rather than through statutory requirement. Legislation 
was drafted for presentation to the 1977 legislature to 
permit public defender representation of juveniles, but 
this legislation was not introduced. It is recommended 

21. See New Mexico Standards and Goals. Standard 2.5. p. 77; 
Technical Report 5. p. 157. 

22. See Technical Report 5. p. 159. 
23. M Levin and R. Sarri, Juvenile Delinquency.' A Comparative 

Analysis of Legal Codes in the United States, University of Michigan, 
National Assessment of Juvenile Corrections (1974). 

94 

an excellent resource for those needing long-term 
treatment. 

In Albuquerque, the project should coordinate its 
services with Project CHIP.22 CHIP should deal with 
referrals directly from the community and before a 
youngster is involved with the juvenile court. It should 
also handle long-term treatment referrals from the 
Family Crisis Intervention Project staff. Staff members 
from Project CHIP could be employed as training con
sultants, particularly in the Albuquerque area. 

that the statute creating the New Mexico PubliC Defen
der Department be amended to specifically mandate 
representation of juveniles who are unable to retain a 
private defense attorney because of financial status or 
other circumstances. 

As a result of the landmark decisions of In re Gault, 
387 U.S. 1 (1967), and In re Winship, 397 U.S. 358 
(1970), adjudicatory hearings today more nearly re
semble adult trials than they did previously. The prose
cutor is becoming increasingly involved in juvenile 
court proceedings.25 While few data are available on 
the role of the prosecution in New Mexico, the Juvenile 
08TS conducted in Albuquerque indicated that in 25.1 
percent of the sample cases petitions were filed and 
forwarded to the district attorney. Stipulations were 
entered for 76 percent of the filed petitions.26 Results 
trom the Juvenile 08TS in Santa Fe indicated that stip
Ulations were entered in 75 percent of the filed petitions 
and that, in the seventeen cases where petitions were 
filed, only one trial was held to determine guilt.27 These 
data merely indicate a need to examine more closely 
the changing role of the prosecution in New Mexico and 
its impact on the juvenile justice system. It is recom
mended that a study be conducted through the GCCJP 
to accomplish these purposes. 

24. Rule 23(d), p.27. 
25. The district attorney in the Second Judicial District has assigned 

two attorneys full-time to serve as Children's Court attorneys. 
26. See 1978 Criminal Justice Comprehensive Plan. Chap. iI. p. 

408. 
27. Ibid., p. 416. 



Adjudication and Disposition 

When a case does come before a judge for disposi
tion, the court is highly dependent on the recommen
dations of the juvenile probation officer for dispositional 
alternatives. Yet, in the four cities involved in the Key 
Cities Project, social case histories and presentence 
reports were almost nonexistent.28 The Master Plan 
Team supports the recommendation of the New Mexico 
Standards and Goals Commission, concerning the use 
of social history reports: "The court should have avail
able a social history report when considering the dis
positional alternatives. A copy should be provided to all 
parties that will be affected by the disposition, in ample 
time for its contents to be contested."29 

Section 13-14-2 establishes that the purpose of the 
Children's Code is "to remove from children committi'1g 
delinquent acts the consequences of criminal behavior 
and to SUbstitute therefor a program of supervision, 
care and rehabilitation." 

The legislative intent of the Children's Code is clear. 
The responsibility of the court is to make the disposition 
most likely to provide rehabilitation. Few judges, how
ever, are adequately prepared by the state to make 
this determination; of the thirty-three district court 
judges, only six have specialized training in juvenile 
rnatters.30 It is recommended that a judicial training 
program be established to enhance judicial decision
making in selecting the most appropriate juvenile dis
position.31 

Even with the proper use of social history reports and 
adequately trained judges, the issue of the range of 
dispositional alternatives available to the judges still 
presents problems. In this regard, the Master Plan Team 
supports the recommendation of the New Mexico Stan
dards and Goals Committee,32 with the exception of 
the clause relating to the short-term detention for non
status offenders for up to ten days. Since many juveniles 
are currently detained in municipal or county jails, 
many of which do not meet the standards mandated by 
the Children's Code, and are deficient even in their 
fundamental characteristics, short-term detention 
seems inappropriate for providing "a program of su
pervision, care and rehabilitation," as specified in sec
tion 13-14-2 of the code. The Master Plan Team re
commends that, in addition to the options currently 
available at the dispositional hearing, the court should 
be able to order voluntary public service by way of resti
tution, the imposition of fines, public work exparience, 
and combinations of these options in other forms of 
restitution to the community. 

The availability of community-based programs, dealt 
with below, is crucial to dispositional alternatives. The 
better the services available in the community, the 
more meaningful the concept of "least restrictive alter
native" becomes. (The issue of diagnostic evaluations 
and the use of diagnostic commitments as dispositions 
are dealt with in Chapter 11.) 

Independent Community-based Programs 

Opportunities and services available to youth 
through eXisting social and public programs do not 
meet New Mexico's present needs because of admin
istrative fragmentation and inadequate funding, There 
is only limited access to services, and community
based programs currently serve only a few indivi
duals.33 

It is recommended that community-based programs 
be broadened in all of the areas discussed below, to 
provide a diversionary function as well as a preventive 
function to the juvenile justice system, Where local and 
federal funds are unavailable, state funds should be 
allocated for this purpose, All youths in trouble should 

28.1978 C;iminalJustice Comprehensive Plan, Chap. II, pp. 419~2. 
29. See New Mexico Standards and Goals, Standard 5.2, p. 98. 
30.1978 Criminal Justice Comprehensive Plan, Chap. III. p. 150. 
31. See New MeXico Standards and Goals, Standard 4.9, p. 95. 
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be offered the least restrictive alternative to incarcera
tion. Experts agree that deemphasis of institutionaliza
tion for juvenile offenders is not only a less expensive 
alternative, but also "far more effective in reducing the 
recidivism,"34 It is also recommended that legislation 
be enacted specifying that parents are expected to pay 
for a portion of the services provided to a youth, where 
appropriate, 

Table 10-2 notes the eight cate'gories of programs 
featured in Technical Report 5 and specifies the judi
cial districts in which they are needed, Need is based 
on the current availability of service, the number of 
juveniles in trouble, and the number sent to Springer. 

32. Ibid .• Standard 5.6, p. 100. 
33. See Technical Report 5. pp. 160-74. 
34. Report of the Interdepartmental CounCil to Coordinate all Fed. 

eral Juvenile Delinquency Programs. FY 1973 (1974). p. 7. 



Not all these services are of equal importance, and 
some duplicate others. Taking into account population 
differences and case processing variables, the Master 
Plan Team recommends that the services shown in 
Table 10-3 be developed first in each district. This 

table lists priority items and is not meant to indicate that 
similar services are not needed elsewhere. It is antici
pated that the New Mexico Juvenile Family Crisis Inter
vention Project (described above in this chapter) will 
provide the needed crisis intervention service. 

Table 10-2: Judicial Districts Currently in Need of Juvenile Programs 

Type of Program Needed 

Independent drug and 
alcohol programs 

Juvenile counseling programs
group, individual, and family 

Juvenile counseling programs
crisis intervention and hotline 

Mental health centers 

Juvenile multiservice programs 

Juvenile recreational programs 

Group homes 

Other direct services programs 

2 3 

II 

• 

• 

• 

• 

4 5 6 

• 

• • 

• 

• 

• • 

• • 

Judicial Districts Needing Program 

7 8 9 10 11 12 13 

• • 

• • • • 

• • o • 

• • 

• • • • • 

• • • • • • 

• • • • 

• • • • 

Note. Judicial districts indicated as needing programs presently have no programs in the categories listed. The fact that programs exist 
IJll111lPr dlstncts does not mean that Improvements cannot or should not be conSidered. 
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Table 10-3: Priority List for the Development of Needed SE~rvices 

Judicial Districts Needing Program 

Type of Program 2 3 4 5 6 7 8 9 10 11 12 13 

Group homes • • • • • • • 

Mental health centers • • 
Juvenile multiservice centers • • • • • • " 
Independent drug and alcohol • 
programs 

Juvenile counseling programs- • • " 
group. individual. and family 
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11 Residential Institutic)ns 

When community social systems, programs, and 
services (e.g., family, school, recreation) do not pre
vent delinquency or provide for status offenders, and 
when official intervention agencies (e.g., police, courts, 
probation) do not succeed in handling offender prob
lems, the solution has been use of various residential 
facilities and/or institutions. These include both the 

Residential Youth Care Facilities 

The great need for more residential treatment centers 
in New Mexico was documented by the Master Plan's 
Inventory of Programs and Services. Only seventeen 
group homes are located in New Mexico, in only nine 
counties, representing only six judicial districts. 1 Until 
improvements are made at juvenile intake, the need for 
more residential treatment centers will continue. 

Funding is the major stumbling block in developing 
new residential youth care facilities. There is a 25-
percent cash match requirement under Title XX of the 
Social Services Act, and this is too high for most private 
agencies to meet. New Mexico should assis~ in funding 
residential youth care programs by providing the 25-
percent cash match needed for private agencies. The 
primary concern should be the funding of homes in the 
seven judicial districts that now have none. The Fourth, 
Fifth, Sixth, Tenth, Eleventh, and Twelfth Districts com
prised 36.7 percent of New Mexico's population in 
1975 and accounted for 57.6 of the regular commit
ments to the Division of Corrections.2 If group homes 
are available in the recommended judicial districts, 
judges will have less need to commit youngsters to 
Division of Corrections institutions. 

While the Division of Corrections is interested in 
developing group homes, caution is recommended in 
following this approach. Experience in some jurisdic
tions demonstrates that a good group home system 
administered by the DOC may actuall\1 encourage 
more commitments of youngsters to the division, simply 
to take advantage of the available residential programs. 
Efforts to develop group homes should be concentrated 
In the private sector, because authorities agree that 
youngsters should be kept away from formal institutional 
settings in the juvenile justice system. 

While the need for children's inpatient psychiatric 

residential youth care facilities operated by private 
agencies and the Department of Hospitals and Institu
tions, and facilities administered by the Division of Cor
rections - the Youth Diagnostic Center, Camp Eagle 
Nest, and the Boys' School. Each group of facilities 
poses different problems for the New Mexico juvenile 
justice system. 
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services has been an issue of some concern in New 
Mexico, recent creation of a fifty-two-bed facility in 
Albuquerque at the University of New Mexico Medical 
Center is likely to alleviate the problem, especialy if the 
center develops a plan to service ali age categories.3 

Additional inpatient psychiatric services create a dan-

-.--~.--~----~-------------------------------------

1 See Technical ReportS (1977). p. 171 and Map ('1\. 
2. See Te~hnical Report 2. App C. 
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3. See Phase I Report (1976). p. 38. 



ger that youngsters in need of residential programs 
may unnecessarily be labeled "sick" because of their 
association with the service. Such labeling has a nega
tive impact on future self-image; the label "sick" can be 
as harmful as the label "status offender" or "delin
quent."4 Use of inpatient medical and psychiatric ser
vices as punishrnt::lll e ~., diagnostic commitments to 

AN ACT 
RELATING TO MOBILE FORENSIC EVALUATIONS OF CHILD
REN; AMENDING SECTION 13-14-29 NMSA 1953 (BEING 
LAWS 1972, CHAPTER 97, SECTION 23); MAKING AN AP
PROPRIATION, 

BE IT ENACTED BY THE LEGISLATURE OF THE STATE OF 
NEW MEXICO. 

Section 1, Section 13-14-29 NMSA (being Laws 1972, 
Chapter 97, Section 23) is amended to read: 

"13-14-29, PREDISPOSITION STUDIES. REPORTS AND 
EXAMINATIONS, -

A After a petition has been filed. and, either a finding with 
respect to the allegations of the petition has been made, or a 
notice of intent to admit the allegations of the petition has been 
filed, the court shall direct that a predisposition study and 
report to the court be made in writing by probation services or 
an appropriate agency designated by the court concerning 
the child, the family of the child, the environment of the child 
and any other matters relevant to the need for treatment or to 
appropriate disposition of the case, 

B. Where there are indications that the child may be men
tally ill or mentally retarded, the court, on motion by the child
ren's court attorney or that of counsel (or the child, may order 
the child to be examined at a suitable place by a psychiatrist or 

the Division of Corrections, discussed below in this 
chapter) is already a problem in New Mexico's Juvenile 
justice system. Rather than expand inpatient services 
for children, New Mexico should provide funding for 
psychiatric or psychological services on an outpatient 
basis, and to this end, expand mobile evaluation units,S 
as set forth in the following proposed statute: 

psychologist prior to a hearing on the merits of the petition. 
Whenever the court finds it desirable to use state facilities to 
assist in making the evaluation. the court shall contact the 
secretary of the health and environment department for ar
rangement and designation of suitablr. available facilities, 
Upon such contact, the secretary shall advise the court 
whether the child shalf be retained in the local facilities avail
able to the court, for visit by diagnostic personnel furnished by 
the state, An examination made prior to the hearing. or as a 
part of the predisposition study and report, shall be conducted 
on an out-patient basis unless the court finds that placement in 
a hospital or other appropriate facility is necessary. 

C. The court, after hearing, may order examination by a 
physician, psychiatrist or psychologist. of a parent or custodian 
who gives his consent and whose ability to care for or supervise 
a child is an issue before the court. 

D, The court may order that a child adjudicated as a 
de'j~14uent child or a child in need of supervision be transferred 
te an appropriate facility of the department of corrections for a 
period of not more than sixty (60) days for purposes of diag
nosis with direction that the court be given a report indicating 
what disposition appears most suitable when the interests of 
the child and the public are considered," 

Section 2, APPROPRIATION. _. [Amounts to be deCided,] 

Diagnostic Commitments and the Youth Diagnostic Center 

The employment of diagnostic commitments in the 
New Mexico juvenile justice system is an area of great 
concern to the Master Plan Team. Of the 701 minors 
sent to the Boys' School or the Youth Diagnostic Center 
in 1975. over 55 percent (387), were referre::! on judicial 
orders for a diagnostic period. In 1976, after a decision 
to refer all diagnostic commitments to the Youth Diag
nostic Center, diagnostic commitments rose to 609, 
representing over 63 percent of all system commit
ments, which rose to 961.6 

4, See E. M. Lerner!, Human DeVIance, SOCIal Problems and Social 
Control. 2nd ed (t972) 
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Table 11-1 sets forth these diagnostic commitments 
according to sex and district. The boys' commitments 
rose from 278 to 466, an increase of 67.6 percent, while 
the girls' commitments rose from 109 to 143, an increase 
of 31.2 percent. All judicial districts except the First. 
Third, and Ninth increased in diagnostic commitments, 
The most notable rise was in the Second District, which 
rose from 107 diagnostic commitments in 1975 to 222 
in 1976 - an increase of over 1 00 percent. This pattern 
is even more dramatic given that the Second District 

5. See New MeXICO Standards and Goals, Standard 4.10. p 96. 
6. See PllaSe III/IV Report (1977). p 45. Table 3 



Table 11-1: Juvenile Diagnostic Commitments to the Division of Corrections by Judicial District 
1975 and 1976 

Judicial 
District Boys Girls 

First 41 15 
Second 84 23 
Third 13 3 
Fourth 4 2 
Fifth 24 22 
Sixth 3 1 
Seventh 1 1 
Eighth 1 2 
Ninth 47 14 
Tenth 7 4 
Eleventh 15 3 
Twelfth 17 11 
Thirteenth 21 8 

Total 278 109 

has a court clinic with the express purpose of con
ducting diagnostic evaluations'? A Master Plan Team 
survey in April 1977 indicated that 9 of the 95 Springer 
residents from the Second District were diagnostic 
evaluations, demonstrating that the local Albuquerque 
Court Clinic and Youth Diagnostic Center, staffed with 
skilled clinicians, had been bypassed in favor of a 
diagnostic commitment far from home at Springer. 

The April survey also indicates that, of t~~e 205 regular 
commitments at the Boys' School, 98, or 35.1 percent, 
were fifteen years old or younger, while 47 of the 82 
diagnostic commitments at the Youth Diagnostic Cen
ter, constituting 57.3 percent, were fifteen or older. 
These data demonstrate that younger children are 
referred to the Youth Diagnostic Center for a "taste" of 
an institution, in the hope of deterring future delinquent 
behavior, although authorities uniformly agree that 
youngsters of this age should be kept out of institu
tions. The fact that 24 of 82, approximately 30 percent, 
were status offenrjers creates a further injustice; the 
express goal of tile 1974 Juvenile Justice and Delin
quency Prevention Act is to keep status offenders 
away from institutions where they would be more likely 
to learn criminal ways. 

7 See TeC/lnical Reporl5. pp. 157-59. 
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1975 1976 

Total Boys Girls Total 

56 35 17 52 
107 175 47 222 

16 11 4 15 
6 8 3 11 

46 60 21 81 
4 10 2 12 
2 10 0 10 
3 8 3 11 

61 47 9 56 
11 12 2 14 
18 21 10 31 
28 30 15 45 
29 39 10 49 

387 466 143 609 

Diagnostic evaluations place a tremendous added 
burden on the juvenile corrections system; thus, it 
makes sense to eliminate them, if only to lessen costs. 
Reducing total juvenile commitments to the Division of 
Corrections by over 63 percent (Le., the percentage of 
diagnostic commitments), would greatly ease the over
crowding in the division's facilities that led, for example, 
to a 1977 allocation of $250,000 for construction of a new 
living unit at Springer. There is also the practical prob
lem of mixing youngsters on regular commitmonts at 
the Youth Diagnostic Center (aversging six to seven 
months) with diagnostic evaluations (forty or fewer 
days). This disparity in tenure among the residents 
makes it difficult to program for the overall institutional 
population. This is especially true in the classroom, 
where teachers experience control problems with 
youngsters who know they are staying for only short 
periods. The Youth Diagnostic Center also has trouble 
providing adequate psychological treatment for those 
on regular commitments, because resources are being 
used for high priority, short-term diagnostic evaluations. 

An additional reason to eliminate diagnostic commit
ments is that, clinically speaking, they make little sense; 
seeing a youngster in an institutional setting is the worst 



possible place to evaluate behavior, partly because 
institutionalized youngsters are more likely to be upset 
and do poorly on tests. Since youngsters are removed 
from their homes, it is not likely that their parents will be 
involved in face-to-face interviews with the clinicians 
doing the evaluation. This separation distorts evalua
tion results, since understanding the family system is 
the key to understanding the youngster's behavior. 

In terms of costs, it is uneconomical to incarcerate 
youngsters in an institution for forty days in order to 
spend approximately eight hours doing clinical evalua
tion. 

The function of diagnostic evaluation of juveniles 
should be removed from the jurisdiction of the Division 
of Corrections. Instituted diagnostk: procedures should 
be flexible, drawing on the following services, as found 
necessary by local jurisdictions: 

- evaluations conducted by the DHl's Mobile Evalua
tion Unit 

- evaluations conducted by a court clinic (e.g., Albu
querque) 

- evaluations conducted by local practitioners, on a 
contract, fee-for-service basis 

- evaluations conducted on an outpatient basis at 
one of the DHI's seventeen mental health centers8 

- evaluations conducted on an outpatie'lt or inpatient 
basis at the Children's and Adolescents' Psychiatric 
Unit at Las Vegas or the newly created facility in 
Albuquerque, at the University of New Mexico Medi
cal Center.9 

Allocations for these diagnostic services should be 
made through a centralized process of budget requests 
from the Admini$trative Office of the Courts, for the 
thirteen judicial districts, with funds set aside from 
savings accrued by removing cases from the jurisdic
tion of the Division of Corrections. 1 0 The average cost 

of a forty-day diagnostic evaluation at the Youth Diag
nostic Center was approximately $1,200 during fiscal 
year 1975-76. The cost for an evaluation performed by 
the Forensic Evaluation Teams in the community setting 
averages less than $200. Federal funds should also be 
sought, with GCCJP assistance, through the Office of 
Juvenile Justice and Delinquency Prevention, of LEAA. 

It should take some time to fully develop needed 
diagnostic resources at the loca level, to replace those 
now provided by the Division of Corrections, and to 
determine which local evaluation alternatives are most 
cost-effective. For this reason the Master Plan Team 
recommends a two-year phased implementation ap
proach. Specific recommendations 10r each year are 
set forth below. 

Year 1 : The state should provide funds to expand the 
DHl's Mobile Evaluation Units for all judicial districts, to 
create court clinics where requested and appropriate; 
to allow all courts to use local clinicians on a fee-for
service basis; to increase use by all judicial districts of 
outpatient evaluations by one of the DHl's mental health 
centers; or to allow for additional outpatient or inpatient 
evaluations at the Children's and Adolescents' Psychi
atric Unit at Las Vegas or the newly created facility at 
the University of New Mexico Medical Center. The state 
should also provide funds to conduct training seminars 
for judges concerning the availability of these new re
sources and the many monetary and program advan
tages of a loci evaluation instead of an institutional one. 

Year 2: The GCCJP should evaluate the successes 
and failures of the various approaches to local diag
nostic evaluations, analyze the data supporting con
tinued use of diagnostic commitments, and provide 
additional funding for those approaches that show the 
most promise. Legislation should be prepared and 
introduced to remove the function of diagnostic evalu
ation from Division of Corrections jurisdiction. 

Location and Use of Juvenile Institutions 

The population of the Youth Diagnostic Center would 
be considerably reduced by eliminating diagnostic 
commitments, as discussed above. For fiscal year 
1976-77, the average daily population of regular com-

8. Ibid., p. 166. Map 21. 
9. Ibid .. p. 160. 
10. See 1978 Criminal Justice ComprehenSive Plan. Chap. III. p. 

152. 
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mitments at the center was 19.6;11 for the same period, 
the average daily population of regular commitments 
to the Boys' School at Springer was 217.7.12 Thus, a 
total average daily population for both institutions was 

11. This figure was provided by the Youth Diagnostic Center. based 
on an anlalysis of ItS records. 

12. This figure was provided by the Boys' School, based Oil an 
analysis of its records. 



237.3. The Master Plan Team's April 1977 survey of 
both juvenile institutions indicates a sizable population 
of relatively young offenders committed for the first 
time on either a minor offense or an offense against 
property, and often without a prior record. i3 Such 
youthful offenders can be dealt with best in the com
munity, if proper local resources exist (e.g., expanded 
probation intake and residential youth care facilities). If 
recommended local resources are developed, the 
Master Plan Team predicts that regular Division of Cor
fections commitments will be reduced by 33 percent. 

Eliminating diagnostic commitments and reducing 
regular commitments by a third would bring the totai 
population in both institutions in FY 1978-79 to a range 
of 120 to 178. It would vary somewhat in future years, 
as set forth in earlier population projections.14ln plan
ning for Division of Corrections juvenile justice institu
tions, location was a major factor that :he Master Plan 
Team considered, in addition to bed-cap~Gity forecasts 
and population projections (which depend completely 
on anticipated uses of institutions). Previous technical 
reports 15 have summarized the clinical reasons for 
engaging the entire family in the juvenile treatment 
process and the practical problems in accomplishing 
this, given the isolated location of the Boys' School at 
Springer and the lack of a juvenile facility in the southern 
portion of the state (from which a large number of com
mitments originate). The Master Plan Team has con
cluded that the location of Springer clearly makes it 
most undesirable as a juvenile institution, and thus has 
recommended its use as an institution for young adults 
(nineteen to twenty-two years old). However, the Master 
Plan Team is aware of the strong pOlitical sentiment in 
New Mexico in favor of maintaining Springer as a Boys' 
School, 16 and the team recognizes that such a recom
mendation might well not be implemented. The Master 
Plan Team therefore recommends a severe modification 
in Springer's present use as a juvenile facility and that 
its use as a young adult facility be considered in the 
near future, if and when the political climate allows. 

As an alternative recommendation, if the number of 
juvenile diagnostic commitments decreases, in accord 
with earlier recommendations, the Division of Correc
tions should consider initiating an ICC concept for 
youth, employing the Youth Diagnostic Center as a 
central intake and evaluation facility. Such an approach 

13. See Phase /I//IV Report. p. 56. 
14. See Phase /III/V Repor/, pp. 63-64. 
15. See Phase I Report. pp 34-35; Phase I/IIIV Report. pp. 53-57. 
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would facilitate development of a formalized evaluation 
protocol, and the employment of available resources in 
Albuquerque. For those youths who would need to go 
to Springer from the Youth Diagnostic Center, a formal 
treatment plan should be developed, to accompany 
each youth to Springer. 

The Master Plan makes recommendations regarding 
the need for involving offenders' families in juvenile 
corrections, the likely reduction in institutional popula
tion occasioned by expanded community services 
(prevention), and community agencies serving the ju
venile justice offender (intervention and treatment), as 
well as immediate phased reductions in population as 
a result of changes in diagnostic commitment proce
dures. 

In view of these recommendations, the Master Plan 
Team recommends the following changes in the char
acter, use, and programming of juvenile institutions: 

+,: -------:::=~-~~--1 
Boys' School I : i 

I I : 0 YOUt1 DIagnostIc Center i 
, I 

: i 
I I 

I i I .---________ .J 
: J .. - .. ~ 
L .. 

Map 11-2: Juvenile Correctional Institutions 

16. The use of Springer as a Boys' School is mandated by the New 
Mexico State Constitution. 



- The Youth Diagnostic Center should be used as a 
coeducational facility for regular commitment caseS 
from the northern portion of the state, and Camp 
Sierra Blanca should be used as a coeducational 
facility for regular commitments from the southern 
portion of the state. 

- The Boys' School should be used only for older boys 
(seventeen and over), committed on very serious 
offenses (e.g., murder, rape, robbery), and those 
having at least two prior Division of Corrections 
commitments. C:::amp Eagle Nest can still be used 

for the younger or less mature boys.) 
- The Division of Corrections should provide trans

portation for parents to all juvenile institutions, par
ticularly Springer; the division should also provide 
overnight lodging at Springer for families visiting 
their youngsters. Lodges that become vacant due 
to anticipated reductions in population should be 
converted to use for visiting families: Emphasis 
should be placed on weekly family counseling :;9S

sions, with juveniles and their families together, and 
increased use of home visits. 

Recommended Programs and Services by Classification 

A program and services plan for Division of Correc
tions juvenile institutions is set forth below. The type of 
jL"/enile most appropriate (or most likely to be assigned) 
to each juvenile institution is noted, as are the types of 
services and programs recommended for each juvenile 
classification. 

The Boys' School (Springer) 
Clientele 

Mostly older boys (seventeen and over) who were 
formerly committed to the Division of Corrections. or are 
currently committed on a serious offense should be 
sent to Springer. These youths are more likely to have 
failed at various community-based programs and at 
attempts to be reunited with their families. 

Services and Programs 

Services and programs currently offered fall into the 
following categories: 17 

- intake and orientation procedure 
- the Step Program 
- the living group program 
- the educational program 
- psychological services 
- medical/dental services 
- food services 
- chaplain's division 
- recreational programs 
-visiting 
- staff training 

17. See Technical Report 5. Inventory 01 Programs and Services. 
pp.139-44. 
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The Master Plan Team makes the following recom
mendations to improve these programs and services: 

- There should be less reliance on the Step Program. 
Instead, increased use;-hould be made of an indivi
dual contract system bast suited to the youngster's 
needs, involving perhaps indi\/idual, family, and/or 
group counseling. 

- Each living unit should have a psychological coun
selor holding at least a master's degree.1S 

- A special program should be sponsored by the state 
to maximize involvement of families in the institu
tional program, by providing transportation for fam
ilies to the institution, overnight housing on the 
campus, and an opportunity for family counseling. 

- Home visits should be offered with greater flexibility, 
approaching these as a part of the necessary treat
ment rather than as a reward for good conduct. 

- Vocational training geared to the labor market should 
be provided, and attempts should be made to de
velop job placement in the local home community 
before release. 

- General and remedial education should be offered, 
with a broader curriculum in preparation for the GED. 

- Because of the apparently high incidence of learning 
disabilities, a comprehensive learning disability pro
gram should be developed, including a diagnostic 
and evaluation component. 

- The staff should have intensive training in individual, 
group, and family counseling. Initial training can be 
conducted through specialized workshops. Ongoing 
weekly training can be conducted by the psycho
logical counselors assigned to each living unit. 

18. See New Mexico Standards and Goals, Standard 5.14. p, 105 



Time of Stay 

The recommended period of stay for youths at this 
institution is three to seven months. 

The Boys' School (Camp Eagle Nest) 
Clientele 

Mostly younger (sixteen and under) boys who were 
previously committed to the Division of Corrections or 
are currently committed on a serious offense should go 
to Camp Eagle Nest. These boys are more likely to 
have failed at various community-based programs and 
at attempts to be reunited with their families. 

Services ar.d Programs 

The services and programs at Camp Eagle Nest fall 
into the following categories: 

- admission and orientation process 
- the Step Program 
- the education program 
- psychological services 
- medical services 
- food ',ervices 
- religious program 
- recreational program 
-visiting 

The Master Plan Team makes the following recom
mendations to improve these programs and services: 
- There should be less reliance on the Step Program. 

Instead, increased use should be made of an indi
vidual contract system best suited to the youngster's 
needs, involving perhaps individual, family, and/or 
group counseling. 

- Home visits should be offered with greater flexibility, 
approaching these as pan: of the necessary treat
ment rather than as a reward for good conduct. 

- At least two psychological counselors should be 
assigned to Camp Eagle Nest, holding at least mas
ter's degrees. 

-- A special program srould be sponsored by the state 
to maximize involvement of families in the institu
tional program, by providing transportation and over
night housing like that recommended for Springer, 
and offering an opportunity for family counseling. 

- Because of the high incidence of learning disabili
ties, a comprehensive learning disability program 
should be developed, including a diagnostic and 
evaluation component. 

- The staff should have intensive training in individual, 
group, and family counseling. Initial training can be 
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conducted through specialized workshops. Ongoing 
weekly training can be conducted by the psycho
logical counselors. 

-- A recreational program should be formally organ
ized, and the facilities at Springer (Campbell Gym) 
should be used when feasible. 

Time of Stay 

The recommended period of stay for youths at this 
institution is three to seven months. 

The New Mexico Girls' School 
(Youth Diagnostic Center) 
Clientele 

Mostly young boy::; (fifteen to sixteen) and girls (fif
teen to seventeen) who were committed to the Division 
of Corrections on a serious offense and are living in the 
northern portion of the state (in the First, Second, Fourth, 
Eighth, Tenth, Eleventh, and Twelfth Judicial Districts) 
should be sent to the Girls' School. 

Services and Programs 

The services and programs at the Youth Diagnostic 
Center fall into the following categories: 

- intake and orientation procedure 
- the Step Program 
- the living group program 
- diagnostic services 
- the education program 
- medical/dental services 
- food services 
- religious program 
- recreational program 
-visiting 

The Master Plan Team makes the following recom
mendations to improve these programs and services: 

- There should be less reliance on the Step Program. 
Instead, increased use should be made of an indi
vidual contract system best suited to the youngster's 
needs, involving perhaps individual, family, and/or 
group counseling. 

- Special emphasis shoUld be placed on family cOun
seling, with weekly sessions including the youngster 
and family together. 

- Home visits should be offered with greaterflexibillly, 
approaching these as a part of the nE)cessary treat
ment rather than as a reward for good conduct. 



- Grant leave passes to attend various cultural activi
ties in the Albuquerque area should be offered with 
greater flexibility, 

- Because of the apparently high incidence of learning 
disabilities, a comprehensive learning disability pro
gram should be developed, including a diagnostic 
and evaluation component. 

- Each living unit should have a psychological coun
selor holding at least a master's degree,19 

- The staff have intensive training in individual, group, 
and family counseling. Initial training can be con
ducted through specialized workshops, Ongoing 
weekly training can be conducted by the psycho
logical counselor or by the psychologists connected 
with the diagnostic service, as their diagnostic work 
permits, 

Time of Stay: 

The recommended period of stay for youths at this 
institution is one to seven months, 

Camp Sierra Blanca 
Clientele 

Mostly young boys (fifteen to sixteen) and girls (fif
teen to seventeen) who are committed to the Division of 
Corrections on a serious offense and living in the south
ern portion of the state (in the Third, Fifth, Sixth, Sev
enth, Ninth, and Twelfth Judicial Districts) should be 
sent to Camp Sierra Blanca, 

Services and Programs 

Services and programs at Camp Sierra Blanca should 
be similar to those described under the Youth Diagnos
tic Center or Girls' School, above, 

The Master Plan Team is cautious in suggesting the 
staff required to operate Camp Sierra Blanca effectively 
at full, or nearly full, capacity, but it is anticipated that a 
total of twenty-two to twenty-six persons would be re
quired. The additional personnel needed to staff Camp 
Sierra Blanca as a juvenile facility should logically 
come through transfers from the other institutions, as 
their populations decrease, 

Time of Stay 

The recommended period of stay for youths at this 
institution is one to seven montns, 

19. See ibid" Standard 5,14. p. 105 
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Effects of the Recommended 
Changes 

The changes described above in the character, use, 
and programming at juvenile institutions would have 
the following advantages over the present system of 
juvenile facilities: 

- More flexibility in programming from use of coed
ucational facilities for regular commitments; more 
emphasis on community-based institutions; and, 
greater use of other therapeutic approaches. 

- More potential for reduced commitments, bringing 
less likelihood of future overpopulation, which could 
create crisis situations necessitating unplanned and 
costly appropriations for additional living space. 

- More potential for interface "lith community-based 
programs and with families at the point where the 
juvenile leaves the institution and is reintegrated into 
the communities. 

- More likelihood of successful reintegration of young
sters into their families, which would reduce the use 
of foster and group home placement, as well as the 
use of private institutions. 
As suggested above, locating the Boys' School at 

Springer in a remote, sparsely settled corner of the 
state was an error. The school's remoteness limits family 
involvement, seriously handicaps the recruitment of 
technically or professionally trained staff, and compli
cates administration. Camp Eagle Nest presents simi
lar problems. There is no logic, therefore, in compoun
ding the problem of remote locale by transferring any 
female youths to those facilities. It also seems best 
to limit Springer's use to older boys, those committing 
the most serious offenses, or those who had previously 
been committed to the Division of Corrections, 

As the population at the Boys' School at Springer 
decreases, it is recommended that: 

- Additional lodges that are vacant be converted to 
facilities for visiting parents; and 

- Camp Eagle Nest be either closed or converted to 
a minimum security adult facility, 

The decline in the Youth Diagnostic Center's popUlation, 
with the reduction and eventual elimination of diagnostic 
commitments, should be matched by the center's in
take of younger boys who are less serious offenders on 
a first-time regular commitment from the northern por
tion of the state, Psychologists providing diagnostic 



services should then shift to treating students and 
training the staff. Assuming that the recommendations 
not now acceptable (e.g., concerning Springer's use) 
are later implemented, then Camp Sierra Blanca would 
be adequate to house the younger boys and girls who 

are less serious offenders on a first-time commitment 
from the southern portion of the state. As set forth 
above, needed staff should be obtained through trans
fers from the Boys' School, where reductions in the 
population should make staff reductions feasible. 

Community Agencies: Aftercare Supervision and Commu~ity 
Reintegration 

Aftercare is a program of reintegration into the com
munity after confinement. Generally, an aftercare pro
gram is designed to ensure that the youth has a suitable 
place to live and is involved in either school or work. 
Violation of the conditions of aftercare should cause 
the youth to be returned to the institution. 

Currently, no specialized juvenile reintegration ser
vices exist in New Mexico. A youth is paroled from an 
institution, with its extremely controlled environment 
and is placed in the community in much the same 
environment s/he had before commitment. The as
signed parole officer will not likely be a specialist in 
working with juveniles, since officers generally have 
both adults and juveniles in their caseloads.20 Some 
have therefore suggested that the parole function could 
best be handled by probation officers, and that this 
function should be transferred from the Division of Cor
rections to the courts.21 The rationale behind that sug
gestion is that probation officers have greater familiarity 
with their clients and problems, have greater familiarity 
with the community and its resources, and could spe
cialize in handling juvenile case loads. 

The Master Plan Team has concluded that the parole 
function should remain with the Division of Corrections. 
This approach provides greater uniformity in standards 
and practices and more control over the process of 
interfacing institutional treatment and reintegration into 
the communiiy. New Mexico should continue operating 
under the present system of juvenile parole, and avoid 
seeking to solve problems by transferring jurisdiction 
from one branch of government to another. The more 
important issue is not who handles the problem, but 
how it is handled and what resources are brought to 
bear. It seems unwise to go through the great turmoil of 
developing a new system when the old one can be 
ameliorated to meet the needs. 

20. 1978 Criminal Justice ComprehenSIVe Plan. Chap. III. p. 153. 
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The following specific recommendations are made to 
improve the present system of juvenile parole: 

- Planning for aftercare should begin as soon as a 
youngster is sent to an institution. The juvenile parole 
officer who will ultimately be responsible for the 
youth's aftercare supervision should meet with the 
youth's parents or guardian immediately to explain 
both the residential program to which the youth is 
being sent, and the formal aftercare program to 
which the youth will eventually return. 

- The juvenile parole officer should visit the youth at 
least once during the youth's stay at an institution, to 
discuss specific details of the youth's plans on re
turning to the community. 

- Aftercare should be administered on an individual 
basis. Goals and conditions should be set by the 
youth, the parents, and the parole officer in conjunc
tion with institutional staff. 

- Juvenile parole officers should be thoroughly familiar 
with the program developed for the youngster in the 
institution. The aftercare program should emphasize 
practical applications of the skills developed in the 
institution and implementation of the specific plans 
the youth has developed. 

- Juvenile parole officers should be trained in family 
counseling, to enable them to continue this process 
with the youngster and the family in the community, 
when necessary. 

- The parole supervision function should be special
ized and tied to the community reintegration pro
cesses. As part of the strategy to decentralize ju
venile residential programs, establishment of pre
parole community corrections centers should be 
considered for the future. Such centers could provide 

21. See Addendum Phase III/IV Report, (1977). pp. 12-14. 



the opportunity for the parole plan to be instigated 
before parole and could also be used to provide 
supervision for youths while staff members are 
working with both the child and the parents. 

At the present time, probation officers handle some 
juvenile parole functions in certain judicial districts, 
under an informal agreement with the Division of Cor
rections. This shared process should be formalized, 
and joint powers contracts should be executed in those 
jurisdictions and others wishing to experiment along the 
same lines. The agreements should take the form of a 
Division of Corrections purchase of services from the 
courts and the probation departments to provide parole 
functions. The GCCJP should then collect data on these 
more formalized experiments to determine their effec
tiveness. 

Until recently, a juvenile's parole status was deter
mined by a board composed of those responsible for 
the youth's care and rehabilitation. This procedure was 
severely criticized, and as a result of the criticisms the 
legislature in 1977 passed the Juvenile Parole Board 
Act. The act creates a Juvenile Parole Board cons'lsting 
of three members appointed by the governor and 
"qualified by education or professional training in fields 
such as criminology, education, psychology, psychia
try, law, social work, or sociology." Since the board 
was created so recently, the Master Pian Team does 
not consider it timely to comment on its effectiveness. 
in theory, however, the Juvenile Parole Board concept 
seems to provide the independent and skilled judg
ment needed in making juvenile parole determinations. 
The Master Plan Team is concerned, however, that the 
Juvenile Parole Board's members are not compensated 
for their services. Legislation should be developed re
garding board member compensation, to ensure that 
members devote adequate time and effort to juvenile 
parole determinations.22 

The Master Plan Team makes the following recom
mendations for communlty postrelease programming, 
according to level of care: 

22. See New MeXico Standards and Goals, Standard 5.16, p. 106, 
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- Home release should be used whenever possible 
for youngsters showing no significant problems re
orienting themselves to their families and commun
ities. 

- Group homes should be used for those whose delin
quency appears to stem from a breakdown of family 
functioning and for those able to relate to others in 
their peer group and willin~J to work on behavior 
problems. 

- Foster homes should be used for those whose delin
quency appears to stem from breakdown of family 
functioning, who are not able to return home, and 
who are not able to relate to others in their peer 
group. 

- Community mental health centers should be used 
for those who have a satisfactory horne placement 
in the community and are attending school or em
ployed, but who need more intensive counseling. 

- Multiservice or youth service agencies should be 
used for those who have a satisfactory home place
ment in the community but need special education, 
recreation, counseling, and employr,nent services. 

- Nonresidential drug and alcohol programs should be 
used for youths who have a satisfactory home place
ment in the community and an ability to handle their 
substance abuse problems with some supervision. 

- Residential drug and alcohol programs should be 
used for youths having no home to return to, or a 
SUbstance abuse problem requiring very close su
pervision and intensive treatment. 

These recommendations cover generally the same 
types of postrelease services recommended in the 
section on Indepenc!ent Community-based programs 
in Chapter 10. The judicial districts needing such ser
vices are specified in Table 10-2. In effect, this planning 
format has come full cycle in the juvenile justice system. 
The community-based programs and services that 
provide intervention and diversion functions at the be
ginning of the system also provide aftercare and reinte
gration functions at the end of the system. For this 
reason, the importance of these community-based 
programs and services cannot be overemphasized. 



12 Special Issues 

This chapter sets forth the Master Plan Team's rec
ommendations on a variety cf special juvenile justice 
issues. These include the juvenile justice information 
system, training, special concerns about status offen
ders, proposed revisions to the Children's Code, a 

funtjing strategy for changes in the juvenile justice sys
tem, and a variety of administrative issues (e.g .. areas 
of responsibility for government agencies in the juvenile 
justice field). 

Juvenile Justice Information System 

At present, many agencies in the juvenile justice sys
tem collect data, but none has established a formal 
information system. It is difficult to use available data 
for planning, to measure the juvenile justice system's 
performance, or to determine its cost-effectiveness 
because different agencies often use different classifi
cations, terminology, reference periods, accounting 
units, and accounting procedures. In many instances 
key data elements are not available. 1 

The GCCJP is the primary source collecting data on 
juvenile justice and is responsible for the planning and 
distribution of LEAA funds for the entire criminal justice 
system. The GCCJP juvenile justice specialist collects 
and analyzes data on the juvenile justice system to 
assist the state in developing comprehensive plans for 
programs to be funded and to evaluate the effective
ness of funded programs. In most instances, informa
tion is simply garnE3red from a local agency by GCCJP, 
often from either a questionnaire distributed to agen
cies, onsite intervil3ws, or telephone interviews. 

Individual reports are prepared by some police and 
protection agencies, the Division of Corrections, and 
the Administrative Office of the Courts. While these are 
useful, they each naturally deal with specific jurisdic
tions and do not provide an overall picture. An indi
vidual cannot be tracked through the system except 
through sample surveys, such as JOBTS.2 

New Mexico should continue to develop a compre
hensive juvenile justice information system consistent 
with the confidentiality statute of New Mexico.3 Specific 
components of the system are described below. The 
information system should attempt to track juveniles at 
every point in the juvenile justice system, including 
their contact with community programs before entering 
the correctional system. The tracking system should 
include: 

1. See Phase I Report (1976); Phase II//IV Report (1977). 
2. See 1978 Criminal Justice Comprehensive Plan. Chap. II. pp. 

405-42. 
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System Components 

Client Tracking System 

- Demographic data: socioeconomic, educational, 
diagnostic, and treatment. 

- Judicial history: arrests and dispositions. 
- Treatment and education: skllls development and 

outcomes. 

Program Evaluation System 

A program evaluation system should be developed 
to gather program output data and cost-benefit data. 

Cost-Accounting System 

A cost-accounting system should be developed to 
provide actual cost information, by program. 

Personnel System 

A system should be developed to provide information 
on specific necessary personnel performances, as re
flected by periodic cost-benefit and cost-effectiveness 
measures. 

Evaluation and Monitoring System 

The information system should include a research 
and evaluation component with an on-line computer 
capability. 

Funding 
A grant should be awarded for the purpose of coor

dinating development of the information system. The 
GCCJP should procure funding to form a planning 
committee, with representatives from ali major com-

3. See New Mexico Standards and Goals (1976). Standard 1.22. p. 
73. 



ponents of the system. The committee should develop 
uniform statistical procedures with special emphasis 
on juvenile police services, juvenile protection services, 
juvenile detention facilities, juvenile courts, and juvenile 
institutions. 

Training 

There is a tremendous need for training in all areas of 
the New Mexico juvenile justice system including po
lice, courts, corrections, and community-based pro
grams. While all participants in New Mexico's juvenile 
justice system recognize this need fortraining, little has 
been done in the way of developing training programs 
and allocating resources for this purpose. 

The first step in developing a comprehensive training 
program should be assessing training needs. A sys
tematic training needs assessment study should there
fore be conducted. This study should be accomplished 
through systematic interviews of persons who serve 
clients in the field, supervisors, administrators, and 

Status Offenders 

The handling of status offenders has been discussed 
at length in prior Master Plan technical reports.4 The 
juvenile justice system (i.e., the Juvenile courts) should 
continue to take responsibility for status offenders, but 
local communities should be enlisted to take major 
roles in the prevention of status offenses (see Chapter 
9). Local community agencies serving juvenile offen
ders should develop the capacity to treat status offen-

Children's Code 

The existing Children's Code, controversial since its 
enactment in 1972, has come under serious legislative 
scrutiny. Two sections have been repealed, twelve 
have been amended, and more than twenty bills have 
been introduced on the subject of juvenile justice. A 

4. See Phase I Report, pp. 36-38; Techmcal Report 5 (1977); Phase 
IIIIIV Report pp. 46-48. 
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Technical assistance in developing the specific in
formation system most suitable to New Mexico should 
be obtained through a technical assistance request to 
the Office of Juvenile Justice and Delinquency Preven
tion, of the LEAA. 

training officers. Since the function of redefining jobs 
(where appropriate) is in issue, the skills necessary to 
perform new as well as old functions should be identified 
and considered. It is important to develop comprehen
sive training criteria, taking into account not only training 
content but also time and location of programs, who 
should be trained, who should do the training, and cost 
factors. The Master Plan Team thinks that this study 
of training needs can best be accomplished by an "out
sider" and it recommends that technical assistance be 
requested from the Office of Juvenile Justice and Delin
quency Prevention, of the LEM. 

ders without the necessity of judicial processing. Law 
enforcement officials should immediately end the prac
tice of detaining status offenders in lock-up facilities, 
and status offenders should be treated in accordance 
'with the guidelines established in the 1974 Juvenile 
Justice and Delinquency Prevention Act (see Chapter 
10).5 

proposed Juvenile Code, SB 26, was introduced and 
defeated in the 1976 legislative session. 

While some of the concern about the Children's Code 
seems well intended, most criticisms appear to enter 
into the realm of pure politics. The Master Plan Team 

5. See New Mexico StandardS and Goals, Standard 15.9. p. 397. 



considers that, on the whole, the Children's Code is 
both sound and just and that it would be a mistake at this 
time to rewrite it. Any proposed changes in the Child
ren's Code should be carefully thought out, discussed, 
and introduced by an advisory committee composed 
of representatives of all components of the juvenile 
jllstice system, including police, courts, corrections 
agencies, and communities, so as to maximize the 

Funding Strategy 

New Mexico has been very adept at recognizing 
many of its problems in the juvenile justice system, but 
very slow in providing the money to cure identified 
problems. At present, the focus on funding in the ju
venile justice area has been at the "end" of the system 
with the most difficult problem youngsters (i.e., those 
with the least potential for change) rather than at the 
"beginning" of the system with youngsters offering the 
greatest promise of successful treatment and diversion 
from the correctional system. For example, the 1976-
77 Division of Corrections Boys' School and Youth 
Diagnostic Center combined budgets total over 
$3,000,000, while the amount budgeted that year for all 
thirteen probation departments was $1,594,000. 

The Master Plan Team has emphasized the need to 
focus on the intake stage of the juvenile system, and 
has recommended that the state assume responsibility 

support for recommended changes and minimize poli
tical factors. 

Some provisions of the Rules of Procedure for the 
Children's Code, which became effective April 1 , 1976, 
and the Children's Code itself appear to be in conflict. 
These conflicts should be resolved by the Supreme 
Court. 6 

for providing necessary funding for changes. Thus, 
additional money should be allocated by the state to 
private groups to finance the important role that com
munities in general play in preventing delinquency. 
State funds should also be allocated to public agencies 
(e.g., police, courts, probation, and youth service a
gencies) that serve youngsters once they become 
identified as juvenile offenders. 

Federal funds are available through LEAA for the 
short-term testing of new concepts and ideas and for 
implementing new system elements. Ultimately, how
ever, these grants will become unavailable and alter
native funding must be substituted by the local com
munity or state, if programs are to continue. Since 
many local communities are not financially able, the 
state must bear responsibility for the continuation and 
expansion of juvenile justice system elements. 

Administrative Responsibility for Services 

The Master Plan Team notes that the key reason for 
slow progress in resolving juvenile justice problems is 
that concern has focused on "territorial battles" and 
jurisdictional questions regarding control of and respon
sibility for the youngsters, rather than on resolution of 
the problems. Conflicts have arisen over who should 
handle the status offender - HSSD or the courts -

6 See Ibid .• Standard 4.6. p. 94. 
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and who should handle probation supervision and 
aftercare - the Division of Corrections or the courts. 
The judicial and executive branches of government 
engage in power struggles, rather than working to
gether for the benefit of the youngsters. The Depart
ment of Criminal Justice should act effectively to me
diate this conflict, to bring the system together. 



Implementation 





13 Scheduling and Costs 

The following tables summarize costs and scheduling 
for implementation of the Master Plan recommenda
tions. The estimated total cost of all recommended 
measures amounts to $15,989,875 in Year 1 (1978-79) 
changing to $11 ,032,925 In Year 3 (1980-81). All costs 
are in addition to current levels of operating expenses. 
Total costs include $8,550,000 in capital improvements 
and $7,439,875 in annual operating expenses in Year 
1; for Year 3, the breakdown is $2,500,000 in capital 
improvements and $8,532,925 in annual operating ex-

'. pens9s. Of the total costs for Year 1, $10,925,875 result 

Adult 

Precorrections 

1. Establish preprosecution program 
2. Make modifications to Criminal Sentencing Act 

3. Institute annual.sentencing workshops for 
district court judges 

4. Mandate presentence reports for all felony cases 
5. Make all sentences for incarceration to the 

Division of Corrections (not to the Penitentiary 
of New Mexico), followed by incarceration in 
the ICC for classification 

6. Expand DHI mobile evaluation teams for 
diagnostic services 

7. Remodel wing at PNM for forensic treatment unit 
(twentY-live-bed capacity); staff wing 

1. Preprosecution program: Year 1 costs represent the 
addition of 0.5 probation officer in each judicial district. Year 2 
and Year 3 costs are for addition of another 0:5 probation 
officer per Judicial district. . 

2. Modifications to Criminal SentenCing Act: Although there 
are no costs assigned to writing the amendments, these 
amendments could, If passed, have substantial cost implica
tions due to their impact on average daily population figures. It 
is likely that the effect of the amendments would be to reduce 
ADP, resulting in major savings throughout the corrections 
system. 

3. Judicial workshops: Costs are for per diem, travel, and 
honoraria; data are from the California Judicial Councll and 

from adult system recommendations and $5,064,000 
from juvenile system recommendations. 

It should be noted that certain recommendations for 
institutional programming could not be accurately trans
lated into costs, because they entail expansions of ex
isting programs and the information on present cost 
levels of these programs was not available. It should 
also be noted that all cost figures are general estimates; 
these figures are not developed to the level of specificity 
required for budget requests. 

Year 1 Year 2 Year 3 

$ 95,000 $190,000 $190,000 
No direct costs 

5,000 5,000 5,000 

Not available Not available Not available 
No direct costs 
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250,000 250,000 250,000 

309,000 59,000 59,000 

are based on an estimate of the cost per workshop. 
4. Prese'1tence reports for felons: It is anticipated that pre

sentence reports will continue to be handled by existing field 
ser:vices personnel: 

5. Commitment to DiviSion of Corrections: This is an admin
istrative change only. 

6. DHI mobile evaluation teams: Estimated costs are for 
personnel and travel for additional teams. 

7. Remodeling PNM to create FTU: Costs are based on an 
estimated $10,000 per bed remodeling cost. Salaries include 
one psychlatrist, estimated at $25,000, and two psychological 
technicians, at $17,000 each. 



Intake and Classification 

1. Construct a new facility for intake and classifi
cation (see Facilities) 

2. Establish classification and intake program 
(including diagnostic data system, security 
classification system, and program evaluation 
system) 

1. New facility for intake and classification: See Facilities. 
2. ICC program: Comparable functions in the California cor

rections system cost approximately $10,000 per inmate-year 
in operating expenses. This figure was adjusted downward, to 
$7,800 per inmate-year, to reflect lower costs in New Mexico. 
(At $7,800 per inmate-year, operating costs for the ICC when it 
reaches projected full capacity in 1985 would be roughly $1.6 
million annually.) 

Community Corrections 

1. Establiph institutional release (prerelease) 
programs 

2. Establish community release centers (six 
programs with thirty residents each) 

3. Contract placements in private residential 
treatment programs for drug and alcohol abusers 

4. Establish halfway house(s) for women 

1. Institutional prerelease: Costs are already included in 
various institutional program costs. 

2. Community release centers: The lower end of community 
release cenldr costs in LEM/NILECJ cost analysis studies, was 
used for Master Plan estimates: $14.18 per inmate-day, for all 
operational costs including rent, staff, etc. The cost per partici
pant-yearis thus approximately $5,200, and the annual opera
ting cost of a program for thirty offenders is approximately 
$156,000. These costs were then applied to the following 
implementation schedule: 

Year 1: two programs, $312,000 
Year 2: add two more programs, $624,000 
Year 3: reach target of six programs, $9:36,000 

Year 1 Year 2 Year 3 

$400,000 $475,000 $1,294,800 

The $7,800 per inmate-year was applied to a projected ADP 
of 166 in 1980-81, the first year in which the ICC will be housed 
in a new, separate facility. 

For Years 1 and 2 (1978-79 and 1979-80), operating costs 
were computed based on salaries and benefits for the addi
tional professional staff members required to handle an ADP 
of 141 in 1978-79 and 153 in 1979-80. 
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Year 1 Year 2 Year 3 

No cost No cost No cost 

$312,000 $624,000 $936,000 

207,000 414,000 621,000 

77,625 155,250 232,875 

3. Residential treatment: Based on LEAA/NILECJ cost an
alysis studies, a unit cost of $5, 175 per inmate-year was -:jevel
oped. This was then phased over three years in incren lents of 
forty slots each year. Thus: 

Year 1: 40 slots, $207,000 
Year 2: 80 slots, $414,000 
Year 3: 120 slots, $621,000 

4. Halfway houses for women: LEAAlNILECJ figures of 
$5,175 per inmate-year were used. 

Year 1: one program (fifteen women), $ 77,625 
Year 2: two programs (thirty women), $155,250 
Year 3: three programs (forty-five women), $232,875 



Institutional Programming 

1. Establisf i separate Bureau of Programs 
and Services (see Administration) 

2. Adopt equal opportunity policy 
3. Liberalize correspondence and visiting policies, 

including provision for conjugal visiting, 
community-sponsored programs 

4. Establish general circulation and law libraries 
at each institution 

5. Upgrade medical services (phased 
implementation to attain targeted budget by 
1979-80)' 

6. Establish special school district for management 
and administration of all educational programs 
(phased implementation to attain targeted amount 
by 1979-80)* 

7. Upgrade vocational education and training 
(phased implementation to attain targeted budget 
by 1979-80)* 

8. Change statutes regarding prison industries 
(phased implementation to attain targeted budget 
by 1979-80) 

9. Establish women's affairs officer within the 
Division of Corrections (see Administration) 

10. Establish special vocational/educational 
program for women (see 7 above) 

11. Adopt statement of civil rights for inmates, with 
revised institutional rules and regulations, 
grievance and disciplinary policies and proce
dures; establish arbitration mechanism 

Year 1 

No cost 
$ 20,000 

30,000 

Not available 

Not available 

Not available 

Not available 

Year 2 

No cost No cost 

$ 3,000 $ 3,000 

Not available 849,600' 

Not available 283,000* 

Not available 318,600' 

Not available 991,200' 

105,000' 

"For these recommendations. per inmate costs are based on California Department of Corrections cost data. adjusted downward slightly to 
take approximate account of differences in salaries etc. in New Mexico. 

1. Bureau of Programs and SeNices: Organizational changes 
are discussed under Adlninistration. 

2. Equal opportunity policy: No direct costs involved. 
3. Correspondence and viSiting policies: Year 1 costs rep

resent the cost of four trailers to be provided for overnight 
visiting at PNM. Los Lunas, and Camp Sierra Blanca. No other 
direct costs are estimated. 

4. General circulation and law libraries: The Year 1 $30.000 
estimate allocates $20,000 to the PNM library and $5,000 
each to Los Lunas and Camp Sierra Blanca. The $3,000 in 
following years is for maintenance costs. 

5. Medical services: Year 3 costs represent an estimated 
budget amount based on an ADP of 1416 inmates and a cost 
per inmate estimate for medical seNices of $600. No estimate 
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is available on the increase over present budget levels. 
6. Special school district for management of all educational 

programming: Year 3 costs represent a targeted amount 
based on an ADP of 1416 inmates and an average cost per 
inmate of $200 for educational programming. No estimate is 
available on the increase over present budget levels. 

7. Vocational education and training: Year 3 costs represent 
a targeted amount based on an ADP of 1416 inmates and an 
average cost per inmate of $225 for vocational education and 
training. No estimate is available on the increase over present 
budget levels. 

8. Statutes regarding prison industries: Year 3 costs repre
sent a targeted amount, based on an ADP of 1416 inmates and 
an average investment of $700 per inmate. This expenditure 



------------

should, however, be largely or entirely recovered from prison 
Industries revenues. 

9. Women's affairs officer: Organizational changes and 
costs are discussed in Administration. 

10. Programs for women: Costs are included in 7, above. 

Facilities 

1. Establish regional minimum security programs 
(two to three fifty-bed centers) 

2. Establish new Intake and Classification Center 
3. Make modifications to PNM 
4. Establish Los Lunas Medium Security Facility 

(operating budget) 
5. Establish minimum standards for local detention 

facilities 

1. Regional minimum security programs: The estimate co
vers three programs phased over the coming three-year period 
at one per year; costs are based on a per resident cost of $18 
per day, including lease of appropriate eXisting facilities, each 
program is estimated at fifty residents. 

2. Intake and Classification Center: An $8.3 million prelimin
ary estimate for this 208-bed facility is based on a cost of 
$40,000 per bed. Estimates should be reviewed after a pre
liminary building program has been prepared to ensure that all 
costs are accurately reflected in the budget. 

3. Modifications to PNM: Modifications to existing dormitory 

Administration 

1. Reorganize Department of Corrections 
2. Expand Division and Department personnel 
3. Establish program budgeting 
4. Establish equal opportunity recruitment program 
5. Improve training procedures, including sper;ial 

orientation training, in-service training, 
supervisory level training 

6. Increase employee benefits and incentives 
7. Establish career ladder 
8. Establish planning and management system 

11. Civil rights for inmates: Vear 3 costs represent a targe
ted amount, based on an ADP of 1416 inmates and an average 
cost per inmate of $75. No estimate is available on the increase 
over present budget levels. 

Year 1 Year 2 Year 3 

$ 328,500 $ 657,000 $ 985,500 

8,300,000 
1,000,000 2,500,000 

2,246,000 

10,000 

units and maximum security housing are to be phased in 
conjunction with an overall reduction in inmate population. 
Final estimates for changes to maximum security units (Year 2) 
and medium security dormitory units (Year 3) depend on more 
precise studies of structural options. 

4. Los Lunas Medium Security Facility: Estimated annual 
operating expenses at completion of planned new facility are 
based on a cost of $7,800 per inmate and full occupancy of thE. 
288-bed facility. 

5. Minimum standards for local detention facilities: ThE 
$10,000 is set aside for development of standards. 

Year 1 Year 2 Year 3 

No cost No cost No cost 
$131,750 $131,750 $131,750 

No cost No cost No cost 
5,000 5,000 5,000 

75,000 75,000 75,000 

370,000 233,000 240,000 
No cost No cost No cost 
No cost No cost No cost 
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1. Reorganization: This entails only administrative change, 
many elements of which are already underway. 

2. Expansion of central office: Estimated amounts are for 
salaries (plus fringe benefits) for additional personnel. Yearly 
salary increases are included in 6 below. 

3. Program budgeting: Any additional costs, in data collec
tion or personnel time, are already included in other recom
mendations costs, particularly in the expansion of the Division 
and Department planning personnel. 

4. Equal opportunity recruitment: Additional personnel costs 
are already included in Division and Department expansion; 
$5,000 is allocated for a media and publication budget. 

5. Improved training: Some administrative personnel costs 
are already included in the expansion of Division and Depart
ment personnel; $75,000 is the estimated budget for curricu-

Juvenile 

Juveniles 

1. Establish uniform law enforcement policies for 
police discretion regarding juvenile diversion 

2. Establish uniform procedures for police-juvenile 
contacts, emphasizing procedures for offenses 
not handled effectively through arrest 

3. Review law enforcement policies regarding 
detection, deterrence, and prevention 

4. Establish "prevention training" for police 
5. Establish procedures for liaison with nonpolice 

agencies 
6. Convene task force on juvenile justice procedures 
7. Implement Division of Corrections pian for estab

lishing regional detention facilities for juveniles 
8. Enact legislation to eliminate the detention of 

status offenders 
9. Institute crisis prevention project 
10. Expand First Offender Program 
11. Amend statute creating N.M. public defender to 

specifically include juvenile~ 
12. Study role of prosecution and impact on 

juvenile justice system 
13. Institute procedures for preparation and use 

of social case histories and presentence reports 
14. Establish judicial training program emphasizing 

dispositional alternatives 
15. Establish independent community-based 

programs 
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lum, consultants, special instructional staff, and instructional 
materials (including audio-visual). 

6. Increased employee benefits: A 5-percent increase is 
recommended in Year 1, followed by 3-percent increases in 
Years 2 and 3. Percentage increases were computed from the 
present salary and benefit level of approximately $7.4 million. 
These percentage increases do not include cost-of-Iiving 
increases, which would adjust base salaries upward and thus 
increase the amount of the increment recommended here. 

7. Career ladder: Additional costs are already included in 
the personnel expansion budget. 

8. PMS: Costs are primarily for personnel, and these are 
already included in the Division and Department expansion 
and ICC operating budgets. 

Year 1 

$ 2,000 

2,000 

2,000 

20,000 
No cost 

5,000 
4,000,000 

No cost 

188,000 
50,000 

Not available 

15,000 

Not available 

15,000 

250,000 

Year 2 

$ 5.000 

188,000 
50,000 

Not available 

Not available 

500,000 

Year 3 

$ 5,000 

188,000 
50,000 

Not available 

Not available 

750,000 



1. Ul1iform law enforcement policies for police discretion: 
Year 1 ft..l1ds are set aside to convene law enforcement author
ities. 

2. Uniform procedures for police-juvenile contacts: Same 
as 1 above. 

3. Review of law enforcement policies regarding detection, 
deterrence, and prevention: Same as 1 above. 

4. "Prevention training" for police: Same as 1 above. 
5. Procedures for liaison with nonpolice agencies: No cost. 
6. Task force on juvenile justice procedures: The $5,000 

figure is estimated for expenses. 
7. Regional detention facmties for juveniles: A $4 million 

appropriation is needed to establish a state grant-in-aid pro
gram to help jurisdictions construct or renovate facilities for 
the detention of juveniles (based on GCCJP legislation). 

8. Legislation to eliminate detention of status offenders: 
Legislative action is required; no direct costs are involved. 

Juvenile Facilities 

1. Provide 25-percent "cash match" for residential 
youth care facilities (seven districts) 

2, Provide funding to DHI for mobile evaluation units 
3. Use Youth Diagnostic Center as a coeducational 

center for regular commitments from the northern 
portion of the state 

4. Use Boys' School for older boys 
5, Provide transportation and lodging for parental 

visiting 

1. "Cash match" for residential youth care facilities: This 
represents the state contribution to private organizations in 
seven targeted districts (at $25,000 per district). 

2. Funding to DHI for expansion of mobile evaluation units: 
An estimated $125,000 is needed for expansion of the present 
program. 

118 

9. Crisis prevention project: Costs reflect one probation of
ficer position for each of the thirteen judicial districts (at a rank 
of Officer 2 the salary is $14,467). 

10. Expansion of First Offender Program: A sum of $50,000 
is set aside to expand this eXisting program. 

11. InclUsion of juveniles in public defender statute: No cost 
estimates are available on the additional staff positions required 
for public defenders to offer services to juveniles. 

12. Role of prosecution and impact on juvenile justice sys
tem: The $15,000 is set aside for a special study. 

13, Procedures for preparation and use of social case his
tories and presentence reports: Cost figures are not available. 

14. Judicial {mining program: The $15,000 is set aside for 
expenses. 

15, Independent community-based programs: The appro
priation is for programs targeted in ten districts, estimated at 
$75,000 per district, phased over a three-year period. 

Year 1 Year 2 Year 3 

$175,000 

125,000 $ 125,000 $ 125,000 
No cost No cost No cost 

No cost No cost No cost 
25,000 25,000 25,000 

3. Use of Youth Diagnostic Center as a coeducational center 
for northern portion of the state: No cost. 

4, Use of Boys' School for older boys: No cost. 
5. Transportation/lodging for parents at Boys' School: Trans

portation and lodging are estimated at $25,000 annually. 



Juvenile Institutional Programming and Aftercare Services 

1. Establish counselor positions at Boys' School, 
Camp Eagle Nest, Youth Diagnostic Center 

2. Modify current juvenile parole practices 
3. Provide compensation for Juvenile Parole Board 

members' services 

1. Counselor positions at Boys' School, Camp Eagle Nest, 
Youth Diagnostic Center: The amount covers two positions at 
each institution estimated at $10,000 per position. 

2. Modifications to current juvenile parole practices: The 
estimate allows $25,000 annually for changes in existing ser
vices. 

Juvenile Special Issues 

1. Develop a comprehensive juvenile justice infor
mation system (funds have been allocated) 

2. Develop comprehensive training program for all 
areas of the juvenile justice system 

nprehensive juvenile justice information system: Funds 
ha Ie already been allocated for this recommendation. 
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Year 1 Year 2 Year 3 

$ 60,000 $ 60,000 $ 60,000 

25,000 25,000 25,000 
30,000 30,000 30,000 

3. Compensation for Juvenile Parole Board members: The 
$30,000 is allocated to part-time board members for expenses 
incurred (per meeting or direct expense). 

Year 1 Year 2 Year3 

$75,000 

2. Comprehensive treining program: The $75,000 is set aside 
for Year 1 training development. 
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AppE~ndix 1: Adult Projections 

BaselinE~ Data 

Projection Assumptions 
Projections of the adult corrections population were 

originally presented in Technical Report 1 in January 
1977. Alternative projections were described in terms 
of a worst case (linear regression) and a best case 
(population ratio) projection. The worst case assumes 
a continuation of recent linear increases in adultadmis
sions over the next ten years; the best case is based on 
population growth, which has been increasing at a 
slower rate than admissions in recent years. This ap
proacl~ was continued in Technical Report 4, issued in 
June i 977, which discussed the impact of the Criminal 
Sentencing Act of 1977 on the projected corrections 
population (see Table A-1).1 

Projections of average daily population were derived 
from admissions projections of average length of stay 
for offender categories, as well as provisions of the 
Sentencing Act. One predicted effect of the Sentencing 
Act is a large increase in the average daily population 
within a very short time span, beginning in 1980. 

These projections should be reviewed and revised 
when new legislative proposals are made or more cur
rent data on corrections population trends become 
available. The accu'racy of a projection is ultimately 
determined when the predicted values are matched to 
antual corrections flow. Comparison of the projected 
values for FY 1976-77 with the actual data for that year 
demonstrates that the worst case projections are within 
3 percent of the actual admissions and average daily 

population (see Table A-2).2 The apparent close match 
to the worst case projectlons must be qualified by an 
analysis of the types of admissions, however. 

As demonstrated in Table A-3, the entire increase in 
admissions between FY 1975-76 and FY 1976-77 can 
be attributed to a dramatic 143-percent increase in 
county jail prisoners. County jail prisoners comprised 
28 percent of total admissions in 1976-77, compared 
to only 13 percent the previous year. The major Influx of 
county prisoners came from the Albuquerque area, 
and should be greatly eased by the completion of new 
jail facilitiss in Bernalillo County. If county prisoners 
had been reduced by 50 percent, by such means as 
additional county facilities and diversionary programs, 
then the admissions total for 1976-77 would have been 
1170, well below the best case projection of 1277. 

In contrast to county prisoners, state prison admis
sions declined for the first time in seven years. Within 
the category of state admissions, parole violators more 
than doubled in a single year, while regular admissions 
dropped by a third. If there is a decline in the number of 
new paroles granted, in anticipation of the 1977 Sen
tencing Act, then the surge in parole violators could 
also turn out to be temporary. 

Despite these qualifications, the close match be
tween the worst case projection and the actual 1976-
77 corrections flow indicates that the worst case pro
jection should be used as a baseline in predicting the 
impact of diversionary programs. It should be noted 
that use of the worst case is an extremely conservative 
(Le., pessimistic) approach, in light of the inflationary 

Table A-1 : Projections of Admissions and Average Daily Population (ADP) 

Worst Case: Linear Regression Best Case: Population Ratio 

ADP ADP 
Fiscal Estimated Estimated 
Year Admissions Sentence Admissions Sentence 

1976-77 1392 1392 1277 1277 
1977-78 1587 1587 1360 1360 
1978-79 1741 1741 1406 1406 
1979-80 1895 1895 1450 1450 

Note: Because the average length of stay is currently one year, prOjected admissions equal ADP. 

1, In Technical Report 4. the linear regression was retained as the 
worst case. but the best case projection was modified by use.of a more 
sophisticated treatment of the differential growth and admission rates 
of stratified age groups. This modification Increased the best case 
admission projections by approximately 5 percent. In addition. both 
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worst case and best case projections were Increased by 3 percent to 
reflect an anticipated rise in the proportion of offenders sentenced to 
prison in addition to a shortage of local Jail space. 

2. The yearly admissions totals and average daily population were 
calculated from monthly figures supplied by the Division of Corrections. 



Table A-2: Comparison of Adult Population Projections and Actual Institutional 
Population Data for FY 1976-77 

Worst 
Case 

Projection 

Admissions 
Average daily population 
Average length of stay (months) 

influence noted above of county jail prisoners on total 
admissions. The severe increase in county prisoners is 
considered by New Mexico corrections officials to be a 
temporary condition.3 

In the existing circumstances, best fit or trel"ld line 
projections (such as those derived from linear or multi
ple regression equations) must be used with even more 
caution than usual. The risk of error is particularly great 
for prediction of subcategories of total admissions, (e.g., 
parole violators and county prisoners). 

The sudden and dramatic swings in the projections 
of regular state admissions, parole violators, and county 
jail prisoners are warning signals that a turning point 
may have been reached. For this reason, assumptions 
of continuity in historic trends are extremely risky. The 
changes in admissions, parole violators, and county 
prisoners demonstrate and stress the need for frequent 
and periodic comparisons of projections and actual 
corrections flow, as recommended in the Planning and 
Management System described in this Plan. 

Adjustment to Baseline Projections 

The first step in the prediction of program impact 
was to construct a model of the admissions flow based 
on the worst case projection for FY 1979-80. (That 

Table A-3: Recent Admission Trends 

1392 
1322 
11.4 

Best 
Case Actual 

Projection Data 

1277 1359 
1213 1358.87 
11.4 12.0 

fiscal year is the last year under the existing ground 
rules before the full impact of the Sentencing Act chang
es the parameters of the predictive model.) In the 
model, the percentages of admissions by offender 
categories shown in Table A-4 were assigned in the 
following manner: 

- County jail prisoners: Five-year average from FY 1972-
73 to FY 1976-77. 

- Diagnostic and evaluation cases: Five-year average 
from FY 1971-72 to FY 1975-76 (1976-77 data were 
not available). 

- Parole violators: Five-year average from FY 1972-
73 to FY 1976-77. (The use of arithmetic averages 
for parole violators and county prisoners moderates, 
to a degree, the effect of the extreme peaks of 1976-
77.) 

- Capital and first-; second-; third-; and fourth-Degree 
Offenders: The overall allotment of admissions to 
these four offense categories was determined by 
subtracting from the total admissions the percen
tages assigned to the three categories described 
above. The remainder was divided according to the 
proportion of each of these offender classes in the 
1975-76 admissions flow. The predicted reductions 
in admissions resulting from diversion programs 
were then applied to specific offender categories. 

Absolute Percentage 
Admissions Category FY 1975-76 FY 1976--77 Change Change 

County jail prisoners 155 
State admissions 1067 

Parole violators 164 
Regular admissions 903 

Total admissions 1222 

3. The present sharp increase in parole violalors may also be a 
temporary condition for the flow of offenders. 
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377 +222 +143 
982 -85 -8 
393 +229 +140 
589 -314 -35 

1359 +137 +11 

1 

~ 

! 



Table A-4: Program Impact on Worst Case Admissions Projections, FY 1979-80 

Admissions 
Average Daily 

Population 

Percentage Reduced 
Offender Category Number Percentage Reduction Net Number Percentage ADP 

Capital and first 76 4.0 0 76 552 29.1 552 
Second 131 6.9 0 131 393 20.7 393 
Third 248 13.1 0 248 248 13.1 124 * 
Fourth 532 28.1 20 426 427 22.5 171 • 
Parole violators 305 16.1 25 229 220 11.6 165 
Diagnostics 
and evaluation 358 18.9 100 0 34 1.8 0 
County jail 245 12.9 50 123 21 1.1 11 

Total 1895 100.0 1233 1895 99.9 1416 
Average 35% 

* The reduction in Third and Fourth Degree offenders also includes the effect of a reduction in average length of stay not shown in this table. 

An average daily population (ADP) was calculated 
for each offender category with the formula: 

ADP '" (average length of stay in months x 
admissions) + 12 

The average length of stay for each offender cate
gory was based on 1976 data.4 The offender category 
ADPs obtained in this manner wele adjusted to con
form with an av.erage length of stay of twelve months for 
the total population, which was the 1976-77 figure. The 
percentage reductions applied to admissions were also 
applied to the average daily populations. The net results 
of the diversion programs in FY 1979-80 are a 35-
percent reduction in admissions and a 25-percent re
duction in average daily population. The effects of the 
diversion programs are shown in the form of successive 
reductions in Table A-5. 

Program Impacts 

County Jail Transfers 
As noted above. total admissions have risen primarily 

because of prisoners transferred to state institutions for 
temporary holding from local or county jail facilities. 
When the new Bernalillo County facility is completed, 
the major source of county jail transfers will be elimin-

4. Technical Report 4. p. 38, Table II. 
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ated. However, legislative policy should prohibit other 
county jail transfers, except in the most unusual cir
cumstances. 

On due process grounds. it is inappropriate and 
possibly unconstitutional to send pretrial prisoners to 
state correctional facilities. In light of the detriments 
to rehabilitation, the "costs" of mixing county jail and 
state penitentiary populations far outweigh the benefits. 
Moreover, the county jail transfers make corrections 
management at the state level inordinately more com
plex. Rather than continue the present high rates of 
county jail transfers, appropriate facility changes should 
be instituted at the loeallevel. 

Diagnostic Commitments 

Diagnostic commitments to the Penitentiary of New 
Mexico occur for presentence evaluation of the prob
able effects of incarceration on an offender. For the 
past five years, these diagnostic commitments have 
accounted for approximately 19 percent of admissions 
to the Penitentiary. In addition to their legitimate evalu
ation purposes, however, diagnostic commitments are 
also used as a kind of "punishment" - to give offenders 
"a taste of prison." Not only does this practice have 
seriously traumatic consequences for some offenders, 
but it also complicates the management of penal insti-



tutions by imposing a logistic burden. It creates signifi
cant and unpredictable fluctuations in prison popula
tions and hOLising needs, and correctional psychiatric 
and counseling personnel have to be taken from their 
work with sentenced inmates to accomplish the evalu
ations. 

Therefore, diagnostic commitments to the Peniten
tiary should be eliminated, and diagnostic and evalua
tion services should be provided to the courts by DHI 
programs or at the local level. With the elimination of 
diagnostic commitments, total admissions in 1980 
would be reduced by 358 persons, and the institutional 
ADP would be reduced by 34 (see Table A-5). 

Parole Revocations 

In 1976-77, the number of prisoners readmitted to 
the Penitentiary of New Mexico for parole violations 
rose by 140, with parole revocations accounting for 29 
percent of all admissions. This dramatic increase in 
parole violators reflects a number of factors discussed 
below. Apparently one is the increased rate of new 
admissions of sentenced prisoners in recent years, an 
increase that seems to have leveled off in the first half 
of 1977. The increase in parole violators may also indi
cate the inadequacy of reintegrative mechanisms, such 
as halfway houses, community release programs for 
inmates nearing completion of their sentences, and 
residential treatment facilities for inmates suffering from 
substance abuse. On the assumption that parole re-

vocations will level off in the near future, following the 
decline of new admissions, and that the programs pro
posed in this Master Plan will reduce recidivism and 
parole violation rates, the 1980 projections for the com
ponent of admissions for parole revocations have been 
reduced by ~~5 percent; the impact of this reduction in 
admissions is to reduce the 1980 ADP by 55 persons 
(see Table A-S). 

Alternatives to Incarceration 

Under the general heading of "program" alternatives 
to institutionalization in the main correctional facilities, 
there are two main categories: preincarceration and 
postincarceration. Preprosecution diversion programs 
and alternatives to incarceration at sentencing consist 
of programs designed to intercept offender involve
ment with corrections. Occurring before or after trial, 
they are used primarily for those charged with less 
serious offenses. Their goal is to prevent the offender 
from undergoing detrimental experiences that typically 
flow from interaction with more "hardened" offenders 
in penal institutions. 

In postincarceration programs, offenders sentenced 
to correctional institutions are placed in settings that 
are "close" to the community - most commonly as 
their formal release dates near. Offenders are placed 
under fewer restrictions and typically spend consider
able time away from direct correctional supervision, 
while attending school, undergoing job training, or 

Table A-S: Successive Impact of Programs, FY 1979-80 

Admissions ADP 

Number Reduction Number Reduction 

1. Baseline projection, assuming worst case 1895 1895 
2. Adjustment for decline in county jail transfers 1773 123 1885 10 

(reduction of 50 percent of admissions). 
3. Adjustment for reduced use of diagnostic 1415 358 1851 34 

commitments 
4. Adjustment for reduced parole revocations 1339 76 1796 55 

5. Adjustment for preprosecution diversion and 1233 106 1711 85 
for alternatives to incarceration at sentencing 

6. Adjustment for minimum security, noninstitutional 1233 1416 295 
population (community release, residential 
treatment, halfway houses) 

Net institutional populations 1233 1416 

Net additional supervised population not in 380 
institutions, accruing from 5 and 6 above 
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working, These offenders also remain under supervi
sory restrictions, however-usually returning to super
vised housing for room and board, 

Offenders in "community release" and "community 
corrections" programs may reside either in minimum 
security facilities or in less institutionalized housing 
(e.g., group homes or dormitories). The selection of 
facilities for housing depends primarily on the content 
of the rehabilitative and reintegrative program and on 
the location of the community to which the offender will 
return on release. (Minimum security institutions are 
frequently not located close enough to work opportun
ities and education facilities to allow furloughs for of
fenders.) 

,lI..lI of these program alternatives are described in 
substantial detail in other sections of this report; this 
section estimates the cumUlative impact of the recom
mended programs on capacity requirements in the 
major institutions, Until a detailed inmate classification 
an.d diagnosis system is established, definitive planning 
fot adjustments cannot be accomplished. All present 
methods of calculating the approximate proportion of 
the present inmate population eligible for community 
release or diversion programs, however, lead to the 
conclusion that between 40 and 50 percent of the pris
oners are pot·entially eligible. These prisoners are the 
most easily and flexibly managed. Because they pose 
far lower security risks than the remainder of the inmate 
population, they can be housed, if need be, in trailers, 
existing residential structures, or other facilities that do 
not require th,e major capital outlay needed for major 
new institutions. 

Diversion Programs and Sentencing 
Alternativesi 

Precorrectional diversion programs are applied bas
ically to those offenders: 

Table A-6: Security Classi'fication Criteria 

Classification Criteria 

- who have little or no prior involvement with law en
forcement and corrections, 

- who are not confined for an offense of extreme or 
repeated violence, and 

- whose offenses seem' closely tied to sUbstance 
abuse or addiction, 

Among inmates currently incarcerated in New Mexico 
institutions, there are very high percentages of prison
ers in each of these three categories: over 50 percent 
have onG or no prior conviction for any felony; over 75 
percent are serving their first term of incarceration in a 
penitentiary; about 60 percent have been convicted for 
crimes not involving physical violence against other 
persons; and nearly 90 percent have a history of drug 
or alcohol abuse. To develop a conservative estimate 
of the impact of program alternatives, it is reasonable 
to assume that a minimum' of 20 percent of all "new 
admissions" need not be sent to the state correctional 
system but could instead, be diverted if additional pro
grams were available. 

The method used to compute this percentage is quite 
conservative: the percentages of inmates meeting each 
of the general criteria are multiplied cumulatively. Thus, 
.50 (one or no prior convictions) x .75 (first commit
ment to penitentiary) x .60 (nonviolent crime) x .90 
(substance abuse) = 20.25 percent of admissions. As 
a further conservative assumption for computing the 
impact on ADP, it was assumed that all of these offen
ders would have been convicted for fourth-degree fel
onies. Under this assumption, ADP would be reduced 
by 85 persons in 1980. 

Minimum Security Noninstitutional Programs 
To estimate the proportion of inmates eligible for 

postincarceration community programs (i.e., noninsti
tutional housing), the Master Plan Team designed a 

Maximum security (key element: 
pattern of violEmt behavior) 

1. Any violent or serious misconduct report during Ihe past year. 

Medium security (key element: 
escape risk or repeated criminal 
activity) 

Minimum security 

2. Two violent crime convictions. (Included as violent crimes are: 
kidnap, homicide, aggravated assault, sexual assault, battery, and 
robbery. Manslaughter would not be included.) 

3. Any escape or escape attempt within the past two years. 
4. Any conviction for violent crime (or detainer) and less than one 

year served. 
5. Any two "medium t.arious" misconduct reports during the past year. 
6. Two or more prior commitments to any state or federal prison. 
7. All remaining inmates. 
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Table A-7: Distribution of Inmates by Custody Level, August 1977 

Custody Tota! 
Level Criteria Men 

Maximum 1 193 
2 200 

Medium 3 163 
4 80 
5 164 
6 59 

Minimum 7 642 

Total 1501 

security classification framework, summarized in Table 
A-6, which the Division of Corrections used to classify 
the present inmate population. 

Based on the classification criteria suggested by the 
Master Plan Team and the results of a tally of inmates in 
the system in August 1977, Tabl8 A-7 Indicates the 
percental~e of inmates falling within the maximum, 
medium ancl minimum security breakdown. Using the 
proposecl s€!curity classification scheme, 43 percent of 
the inmate population was classified as minimum se
curity (i.e .. eligible for free circulation among other 
inmates and not posing serious risks of escape or vio
lence). Assuming that the 20-percent reduction ill ad
missions aln3ady suggested for preincarceration 'xo
grams is drawn primarily from this minimum security 
population, the remaining 23 percent of the population 
would constitute the pool of· eligible inmates for post
incarceration program alternatives. Arbitrarily assuming 
that one-half of these inmates are placed in such pro
grams, regardless of the offenses for which they were 

Total Percentage Percentage 
Women Men Women 

4 26 8 
0 

12 31 49 
2 
1 

11 

23 43 43 

53 100 100 

committed, ADP would be further reduced by 295 
persons in 1980. 

Security Classifications 

Based on these changes in the distribution of inmates 
among the custody levels, Table A-8 summarizes pop
ulation forecasts for 1979-80 according to the three 
primary institutional security levels, using ADP projec
tions modified by recommended correctional programs. 
As noted, the current distribution of 26 percent maxi
mum security, 31 percent medium security, and 43 
percent minimum security in the adult male population 
is likely to move closer to an even one-third split of the 
overall population. That for females will change less 
drastically to 10 percent maximum, 56 percent me
dium, and 34 percent minimum. Tile forecasts pre
sented in Table A-8 have been used in Chapter 7 as 
the basis for planning facility capacities in 1979-80. 

Table A-8: Forecasts of Adult Male and Female Average Daiiy Population by 
Custody Level, 1979-80 

Males 

Custody 
Level Percentage Number Percentage 

Maximum 34 450 10 
Medium 33 435 56 
Minimum 33 435 34 

Total \ 100 1320 100 

Note Of the 1416 inmates projected for 1979-80. 11 are county jail transfers. leaving 1405 regular commitments. Of this number, 
six pen;ent, or 85 inmates, are estimated to be females. 

Females 

Number 

9 
47 
29 

85 

In e'~ imating the impact of programs on the inmate profile it was assumed that overall reductions would leave the number of inmates in 
the ma::imum security category unchanged, reducing the medium security cate;gory by 25 percent and minimum security levels by 75 percent. 
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Appendix 2: References and 
Source Material 

The following is a summary of New Mexico correctional 
studies and other material used or developed for the 
Master Plan. Included is a list of persons contacted by 
Planning Team members, sites 'IlsHed, meetings at
tended, and relevant programs studied, 

New Mexico Corrections Studies and 
Related Information 
Boehning, Protz, and Associates, New Mexico Correctional 

Center: Program and Preliminary Design, 1976, 
CHINS Task Force Committee, CHINS Task Force Report, 

1976, 
Community Concepts. Inc., Comprehensive Correction Pro

gramming and Facility Study for the Cily of Espanola, May 
1976. 

--, Union County Comprehensive Correctional Program
ming and Facility Study, March 1976. 

Institute for the Study of Human Systems, New Mexico Crime 
and Problem Analysis, June 1976. 

Judicial Depdrtment of the State of New Mexico, Annual Re
ports, 1970-75. 

Kruger, W. C" and Associates, Analysis, Phased Construction 
Report and Estimate: New Mexico State Penitentiary, Feb
ruary 1977. 

National Council on Crime find Delinquency, Correctional Field 
Services for Juveniles in New Mexico, 1972. 

New Mexico Committee on Children and Youth, Children and 
Youth Resources, 1975. 

New Mexico Department of Corrections, Annual Reports, 
1971-76, 

--, Budgets and Budget Requests, 1972-77. 
--, Field Services Division, Operations Manual, 1975. 
--, Juvenile Detention Facility Inspection Reports, 1975, 

1976. 
--, Penitentiary of New Mexico, Annual Reports, 1965-67, 

1969,1970. 
--, Penitentiary of New Mexico, Policy Statements, 1976. 
--, Penitentiary of New Mexico, Training Manual, Forty-

Hour Training Class in Corrections. 
--, Statewide Plan for the Establishment of Regional De

tention Facilities or Alternatives Thereto, for Alleged Juvenile 
Delinquents, 1976, 

New Mexico Department of Hospitals and Institutions, Alcohol 
Abuse and Alcoholism Treatment Plan, 1977. 

--, State Plan fcr Drug Abuse Prevention, 1976. 
--, State Plan for Mental Health Services, 1976. 
--, Wilderness Program, 1976, 
New Mexico Governor's Council on Criminal Justice Planning, 

Comprehensive Criminal Justice Plan, 1977 and 1978. 
--, Proposed Legislation, 1977, 
New Mexico Health and Social Services Department, CHINS 

Report to the Criminal Justice Study Committee of the New 
Mexico State Legislature in Response to House Memorial 
16, September 1976. 

--, Comprehensive Annual Services Program Plan, 1976-
77. 

New Mexico Office of the Governor, Responsive Government 
in New Mexico, 1977. 

New Mexico State Police, Uniform Crime Reports, 1974, 
Pharos Systems Inc., New Mexico Jail System Master Plan: 

Final Report to New Mexico Governor's Council on Criminal 
Justice Planning, April 1972. 
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Ratchner, Alfred Coo Appraisal Report of the Girl's Welfare 
Home, December 1971. 

Search Group, Inc., OBSCIS, Offender-Based State Correc
t~ons Informa1ion System, May 1975, 

University of New Mexico, Bureau of Business and Economic 
Research, New Mexico Statistical Abstract. 1975, 

New Mexico Laws and Guidelines 
New Mexico Department of Corrections, Standards and Goals: 

Facilities for the Detention of Children, 1973, 
New Mexico. Governor's Council on Criminal Justice Planning, 

New MexIco Standards and Goals: Recommendations for 
the Criminal Justice System, 1976. 

State of New Mexico, Children's Code, 1972, 
--, Parole Board, Rules, Regulations, Procedures, and 

Parole Board Statutes, July 1976. 
--, Penal Code. 
--, Rules of Procedure for the Children's Court, 

Related Literature 
Adams, Stuart, Evaluative Research in Corrections: A Practi

cal Guide, Washington, D.C., National Institute of Law Enfor
cement and Criminal Justice, 1975. 

Benedict, James, and Friedman, Jay, New Jersey Correctional 
Master Plan: Report and Recommendations, Trenton, New 
Jersey Correctional Master Plan Policy Council, 1977, 

--, New Jersey Cc;rrectional Master Plan Data, Trenton, 
New Jersey Correctional Master Plan Council. 1976. 

Bookman, David, et aI., Community-Based Corrections in Des 
Moines, Washington, D.C" National Institute of Law En
forcement and Criminal Justice, 1976. 

Hindelang, Michael, et aI., Sourcebook of Criminal Justice 
Statistics - 1976, Washington, D.C., U,S. Department of 
Justice, Law Enforcement Assistance Administration, 1977. 

Gruzen and Partners, Kirkham, Michael and Associates, Mas
ter Plan for the State of Nebraska Medium-Minimum Security 
Facilities, Omaha, Nebraska, 1976, 

Methadone Treatment Manual, Washington, D.C., National 
Institute of Law Enforcement and Criminal Justice, 1973. 

McCreary, Phyllis Groom, and McCreary, John, Job Training 
and Placement for Offenders and Ex-Offenders, Washing
ton, D.C., Law Enforcement Assistance Administration, 1975. 

National Advisory Commission on Criminal Justice Standards 
and Goals, Community Crime Prevention, Washington, D,C" 
Government Printing Office, 1973. 

--, Corrections, Washington, D.C., Government Printing 
Office, 1973. 

--, Courts, Washington, D.C., Gover'1ment Printing Of
fice, 1973. 

--, Police, Washington, D.C., Government Printing Office, 
1973. 

National Clearinghouse for Criminal Justice Planning and Archi
tecture, Guidelines for the Planning and Design of Regional 
and Community Correctional Centers for Adults, Urbana, 
University of Illinois, 1971, 

--, The High Cost of Building Unconstitutional Jails, Ur
bana, University of Illinois, 1977. 

--, Prison and Jail Security, Urbana, University of \!\lnois, 
1973. 

-_, A Systems Analysis of Competency to Stand Trial 
Procedures: Implications for Forensic Services in North Car
olina, Urbana, University of Illinois, 1977. 

National Sheriffs' Ass.ociation, Food Service in Jails, Washing-



ton, D.C., 1974. 
--, Jail Administration, Washington, D.C., 1974. 
--, Jail Architecture, Washington, D.C., 1975. 
--, Jail Programs, Washington, D.C., 1974. 
--, Jail Security, Classification anrj Discipline, 1974. 
--, Manual on Jail Administration, Washington, D.C., 1970. 
--, Sanitation in the Jail, Washington, D.C., 1974. 
Seiter, Richard P., et aI., Halfway Houses, Washington, D.C., 

National Institute of Law Enforcement and Criminal Justice, 
1977. 

Thalheimer, Donald J., Cost Analysis of Correctional Stan
dards: Halfway Houses, Washington, D.C., National Institute 
of Law Enforcement and Criminal Justice, 1975. 

Watkins, Ann M., Cost Analysis of Correctional Standards: 
Pretrial Diversion, Washington,' D.C., National Institute of 
Law Enforcement and Criminal Justice, 1975. 

Wayson, Billy L., and Monkman, Gail S., How to Implement 
Criminal Justice Standards for Corrections: An Economic 
Analysis, Washington, D.C., American Bar Association, n.d. 

Weisberg, Susan, Cost Analysis of Correctional Standards: 
Alternatives to Arrest, Washington, D.C., National Institute of 
Law Enforcement and Criminal Justice, 1975. 

New Mexico Master Plan Reports 
Approach Associates, New Mexico Master Plan for Correc

tions, Phase 1 Report, November 1976. 
Approach Associates, New Mexico Master Plan for Correc

tions, Technical Report 1: Projections of Adult Corrections 
Population, January, 1977. 

Approach Associates, New Mexico Master Plan for Correc
tions, Technical Report 2: Projections of the Juvenile Cor
rections Population, February 1977. 

Approach Associates, New Mexico Master Plan for Correc
tions, Technical Report 3: Facility Inventory, February 1977. 

Approach Associates, New Mexico Master Plan for Correc
tions, Technical Report 4: Part I: The Impact of the Senten
cing Function on the New Mexico Corrections System, 1976-
1977; Part 1/: Population Projections Derived from the Crim
inal Justice Sentencing Act of 1977, June 1977. 

Approach Associates, New Mexico Master Plan for Correc
tions, Technical Report 5: Inventory of Adult and Juvenile 
Programs and Services, July 1977. 

Approach Associates, New Mexico Master Plan for Correc
tions, Technical Report 6: Inmate Profile, July 1977. 

l\pproach Associates, New Mexico Master Plan for Correc
tions, Phase /IIIIV: Analysis/Evaluation, July 1977. 

Approach Associates, New Mexico Master Plan for Correc
tions, Addendum Phase //II/V: Juvenile Justice System, 
August 1977. 

Approach Associates, New Mexico Master Plan for Correc
tions, Technical Report 7: Local Corrections, December 
1977. 

Approach Associates, New Mexico Master Plan for Correc
tions, Technical Report 8: Women Offenders, December 
1977. 

Approach Associates, New Mexico Master Plan for Correc
tions, Technical Report 9: Correctional Personnel, January 
1977. 

Gruzen and Partners, New Mexico Master Plan for Corrections, 
Development Criteria: Los Lunas Correctional Complex, 
February 1977. 

Gruzen and Partners, New Mexico Master Plan for Corrections, 
Development Criteria: Los Lunas Correctional Complex, 
Part 2: Los Lunas Honor Farm, February 1977. 
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Persons Contacted 

The Office of the Governor 
The Honorable Jerry Apodaca, Governor' 
Mr. Nick Franklin, Governor's Legal Aide, 
Mr. Fabian Chavez, former Advisor 

Reorganization Staff 
Ms. Beverly Ortiz, Crirninal Justice Specialist 

Corrections Master Plan Steering Committee 
Mr. Nick Franklin, Chairrnan 
Dr. Charles Becknell, Governor's Council on Criminal Justice 

Planning 
Ms. Maxine Gerhart, Department of Finance Administration 
Ms. Maralyn Budke, Legislative Finance Committee 
Justice Dan Sosa, Supreme Court 
Mr. Ed Mahr, Secretary of Corrections 
Dr. George Goldstein, Secretary, Department of Hospitals and 

Institutions 

Governor's Council on Criminal Justice 
Planning 
Dr. Charles Becknell, Executive Director 
Ms. Julia Lopez, Deputy Director 
Mr. Michael Banks, Director, Special Programs 
Mr. Richard Lindahl, Chief Planner 
Mr. John Ramming, Director, Technical Assistance Staff 
Ms. Florence Slade, Corrections Specialist 
Mr. John Patterson, Juvenile Justice Specialist 
Mr. Bob Spitz, former Juvenile Justice Specialist 
Ms. Debbie Dillingham, Technical Assistance, Juvenile Justice 

Specialist 
Mr. Mark Colvin, Technical Assistance, Corrections Specialist 
Ms. Sheila Cooper, Management Analyst 
Mr. Dennis Finn, former Systems Analyst 
Mr. Phillip Aranda, Fiscal Officer 
Ms. Mary Ann Eames, Grants Division 
Ms. Marge Nesset, former Standards & Goals Planner 
Mr. Bob Gallegos, Student Int6rn 
Ms. Charlene Marcus, Indian Justice SpeCialist 
Mr. Rich Tuttle, Law Enforcement Specialist 

Regional Coordinators 
Mr. Dan Girand 
Ms. Connie Cohn 
Mr. Manuel Sandoval 
Mr. Steve Slater 
Mr. Joe Powers 
Mr. Richard Leonard 
Mr. Gabe Brito, Metro Staff 

Corrections Commission 
Mr. Stephen "Bud" Richards, Chairman 
Ms. Gail Casey 
Ms. Joanne Tapia-Eastham 
Mr. George Williams 
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Department of Corrections 

Central Office 
Mr. Ed Mahr, Secretary 
Mr. Levi Romero, Deputy Director 
Mr. Felix Rodriguez, Director, Adult Programs 
Mr. Robert Beauvais, Administrative Assistant 
Mr. Bob Marrs, former Director, Juvenile Programs 
Mr. Ben Gallegos, Hearing Officer 
Mr. Mike Hanrahan, former Secretary 
Mr. Lloyd McClendon, former Administrative Assistant 
Mr. Sam Larcombe, former Director of Planning and Research 

Penitentiary of New Mexico 
Mr. Clyde Malley, Warden 
Mr. Robert Montoya, Deputy Warden 
Mr. Dusty Rhoades, former Assistant Warden 
Mr. Ken Abbey, former Chief Classification Officer 
Mr. Tom Trujillo, Records Manager 
Mr. Gilbert Naranjo, Superintendent, Women's Division 
Mr. Serviano Griego, Classification Committee Clerk 
Mr. William L. Taylor, Hospital Administrator 
Dr. Marc Orner, Director, Psychological Services Unit 
Mr. Gus Garcia, Chief Classification Officer 
Mr. David Romero, Accountability Officer 
Mr. David Gardner, Vocational Rehabilitation Officer 
Mr. Jose Lujan, Accountability Officer 
Mr. Tom Hauflman, Director, Education Division 
Capt. Gene Morgan, Training Supervisor 
Mr. AI Valente, Director, Prison Industries 
Mr. Adolf Varela, Director-Recreation 
Mr. Johnny Martinez, Physical-Plant Supervisor 
Caseworkers 

Los Lunas Correctional Center 
Mr. Joe Gutierrez, Director 
Mr. Douglas Pailer, Caseworker 
Los Lunas staff 

Myer Cottage 
Ms. Eloise Hopkins, former Supervisor 
Myer Cottage staff 

Camp Sierra Blanca 
Mr. Hopi Gutierrez, Director 

Youth Diagnostic Center 
Mr. Eloy Mondragon, Superintendent 
Ms. Mary Karnes, Assistant Superintendent 
Psychological workers 

Springer Boys School 
Mr. Robert Portillos, Superintendent 
Mr. Jack Newton, Deputy Superintendent 
Mr. Charles K. Hanfield, Records Manager 

Camp Eagle Nest 
Mr. A. C. Arellano, Supervisor 

Field Services Division 
Mr. Santos Quintana, Director 
Mr. Ken Barnes, Training Supervisor 
Mr. Dan Moriarty, Area Supervisor 
Mr. M. Jerry Griffin, Area Supervisor 
Field Services Division Statewide Questionnaire, Approach 

Associates 
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Department of Hospitals and Institutions 
Dr. George Goldstein, Secretary 
Dr. Dan Groy, former Secretary 
Dr. Scott Nelson, Director, Mental Health Division 
Dr. Ed Deaux, Director, Drug Abuse Division 
Dr. Will Matthews, Chief, Forensic System 
Ms. Chris Pederson, Planner, Mental Health Section 
Ms. Betty Downes, Administrative Assistant 
Dr. Lar.ce Christie, Director, Research and Evaluation 
Mr. Les Ringer, Chief Attorney 
Ms. Beth Scheaffer, Attorney 

Las Vegas Medical Center 
Ms. Betty Isbister, Children's Unit Director 
Dr. Irwin Hall, former Director, Admissions 
Dr. Jsmes Kennedy, Director, Forensic Treatment Unit 
Forensic Treatment Unit staff 

Admi"istrative Office of the Courts 
Mr. Larry Coughenour, Administrator 
Mr. Ed Baca 
Ms. Joel Van Over 
Ms. Lynn Marcell 

Supreme Court 
Justice Dan Sosa 
Justice Max Easley 
Justice John McManus 

District Judges 

First Judicial District: 
The Honorable Santiago E. Campos 
The Honorable Thomas A. Donnelly 
The Honorable Edwin L. Felter 

Second Judicial District: 
The Honorable William F. Riordan 
The Honorable Eugene Franchini 
The Honorable Harry E. Stowers, Jr. 
The Honorable Phillip Baiamonte 
The Honorable James A. Maloney 
The Honorable Joseph C. Ryan 

Third Judicial District: 
The Honorable Garnett Burks Jr. 

Fourth Judicial District: 
The Honorable Joe Angel 

Fifth Judicial District: 
The Honorable C. Fincher Neal 
The Honorable N. Randolph Reese 

Tenth Judicial District: 
The Honorable Stanley F. Frost 

Eleventh judicial District: 
The Honorable Louis E. DePauli 

Public Defenders/District Attorneys/Contract 
Defense Lawyers 
Mr. Jan Hartke, State Public Defender 
Mr. Robert Martin, District Attorney's Office, Albuquerque 
Ms. Alice Hector, Public Defender's Office, Albuquerque 



Mr. Benny Flores, Las Vegas District Attorney 
Ms. Danielle Smith, Assistant District Attorney, Las Vegas 
Mr. Roger Bargas, Chief Public Defender, Santa Fe 
Mr. Whitney Johnson, Assistant Public Defender, Santa Fe 
Mr. Neil Goodman, Attorney at Law 
Ms. Barbara Murray, Administrative Assistant, Public Defender, 

Santa Fe 
Mr. Leslie Wiliiams, District Attorney's Office, Clovis 
Mr. Paul Onuska, District Attorney, Gallup 
Mr. Fred McCarthy, District Attorney's Omce, Gallup 
Mr. Ronald Grenko, Attorney at Law, Gallup 
Mr. Bruce Lowenhampt, Attorney at Law, Las Cruces 

Juvenile Probation Officers 
Mr. AI Ortiz, Chief Juvenile Probation Officer, Santa Fe Director 

Santa Fe Detention Home 
Mr. George Gargoura, Chief Juvenile Probation Officer, Al

buquerque 
Mr. Hanton Kittrell, Assistant Chief Juvenile Probation Officer, 

Albuquerque 
Ms. Nanette Giordano, Juvenile Probation Officer 
Ms Kay Rabold, Juvenile Probation Officer 
Mr. Douglas Mitchell, Juveroile Probation Officer 
Mr John Dantes, Santa Fe Probation 
Mr. Chris Martinez, Rio Arriba 
Ms. Mary Martinez, Chief Juvenile Probation Officer, Taos 
Mr. Jim Osborne, Chief Juvenile Probation Officer, Clovis 
Mr. Charles Smith, Chief Juvenile Probation Officer, Las Cruces 
Mrs. David House, Farmington Probation Department 

Local Detention Facility Administrators 
Chief Rudy Miller, Santa Fe City Jail 
Sheriff R. D. Boney, Curry County Jail (Clovis) 
Captain Sandoval for Chief Nelson Worley, Clovis City Jail 
Sheriff George Teague, Lea County Jail (Lovington) 
Major Cheney and Captain Barbaree for Chief Jimmy Palmer, 

Hobbs City Jail 
Under-Shenff Tom Granger and Sheriff Leroy Payne, Eddy 

County Jail (Carlsbad) 
Sheriff Leroy Carpenter, Chaves County Jail (Roswell) 
Sheriff Antonio Gonzalez and Deputy James McKinley, Dona 

Ana County Jail (Las Cruces) 
Sheriff Bob W. Waldrop, Luna County Jail (Deming) 
Mr. Mike Hanrahan and Mr. Frank Garcia, Department of 

Corrections (Albuquerque) 
Sgt. Bill Johnson for Chief Edgar C. Bell, Grants City Jail 
Chief Frank Gonzales, Gallup City Jail 
Chief Robert Schmerheim, Farmington City Jail 

General 
Capt. David Kingsbury, New Mexico State Police 
Mr. Bruce Kohl, Attorney General's Office 
Ms. Mary Ann McCourt, Attorney General's Office 
Mr. John Gillis, Legislative Analyst 
Ms. Jan March, Department of Finance and Administration 
Mr. Jon Andersen, Legislative Council 
Mr. Norm Mugleston, U. S. Probation Officer 
Mr. Richard Gomez, La Llave 
Ms. Olga Wise, Publications Coordinator, National Clearing

house 
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Mr. Robert Levy, Attorney, Legal Aid Society, Representative 
for Children's Lobby 

Mr. Sam Pool, New Mexico State Architect 
Dr. Glen Gares, State Personnel Director 
Dr. Rick Neid, Clinical Psychologist, Court Clinic, Albuquerque 
Ms. Alice Geary, Director Projeci Chip 
Mr. Nesta Baca, Hogares, Inc. 
Mr. Alex Marin, Education Commission of the States 
Dr. Henry Casso, Educational Consultant 
Mr. Stephan Day, Kruger & Associates 
Mr. Ron Pincomb, GCCJP, Region V Chairperson 
Brother Regis, College Santa Fe 
Ms. Tashia Young, New Mexico Commission on the Status of 

Women 
Mr. F. Robert Knox, Chief Planner, New Mexico Commission 

on the Status of Women 
Mr. Harry Wugalter, Secretary for Education 
Mr. Austin McCormick, former Corrections Department Con-

sultant 
Dr. Wayne Gares, Eastern New Mexico University 
Mr. Art Armijo, Governor's Committee on Children & Youth 
Ms. Erica Jones, University of New Mexico, BBER 
Mr. John Russel, Court Clinic 
Mr. David Schmidt, Director, National Council on Crime and 

Delinquency 
Mr. Steve Simms, Director, Bernalillo County Detention Home 
Ms. Leslie Dwyer, Project Chip 
Mr. Jerry Ortiz y P.ino, HSSD 
Ms. Ellen Dickens, HSSD 
Mr. Jim Beverwick, Director, Jemez House Ranch 
Mr. Scott Carmendy, Intake Officer Jemez House Ranch 
Mr. Paul Wormeli, former Assistant Director, LEAA 
Mr. Elbert Maxwell, New Mexico State Police 
Director, Taos Counseling Center 

Community ICitizens 
Ms. Maura Taub, Women's Prison Project 
Ms. Shirley Barefield, Women's Prison Project 
Mr. Doyle Smith 
Mr. Clifford Kizer 
Ms. Carla Lopez, Coalition for Alternatives to Prison 

Meetings Attended 
Corrections Commission 
Senate Judiciary Committee 
House Judiciary Committee 
Interim Criminal Justice Committee 
CHINS Task Force 
Senate Finance Committee 
Governor's Council on Criminal Justice Planning 
Public Safety SUb-Cabinet 

Sites Visited 
Penitentiary of New Mexico, Santa Fe 
Los Lunas Correctional Center, Los Lunas 
Camp Sierra Blanca, Capitan 
Springer Boys School, Springer 
Youth Diagnostic Center, Albuquerque 
Meyer Cottage, Albuquerque 
Forensic Treatment Unit, Las Vegas 
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New Mexico State Hospital, Las Vegas 
La Llave, Albuquerque 
Project Chip, Albuquerque 
Delancey Street Foundation, San Francisco 
Judicial Districts I, II, III, V, IX, X, XI 
Santa Fe Juvenile Detention Home 
Bernalillo County Juvenile Detention Home 
Jemez House Ranch 
Taos Counseling Center 
Taos Pueblo 

County and City Jails 
Curry County 
Clovis City Jail 
Lea County 
Hobbs City Jail 
Eddy County Jail 
Chaves County 
Dona Ana County 
Luna County 
Grants City Jail 
Gallup City Jail 
Farmington City Jail 
Santa Fe City Jail 

New Mexico Community Service 
Programs Contacted 
District 1 
Totah Council on Alcoholism, Farmington 
Ford Canyon Youth Center, Gallup 
San Juan Self Help Center, Farmington 

District II 
Los Alamos Council on Alcoholism, Los Alamos 
North Central Alcoholism Program, Espanola 
Raton Council on Alcoholism, Raton 
Counseling and Resource Center, Santa Fe 

District III 
Alcoholism Treatment Program, Albuquerque 
Santo Domingo Community Action Program, Santo Domingo 

Pueblo 
Bernalillo County Mental Health Center, Albuquerque 

District IV 
Eastern New Mexico Resource Center, Portales 

District V 
Area Human Resources Council, Silver City 

District VI 
Otero County Council on Alcoholism, Alamogordo 
South Eddy County Area Council on Alcoholism, Carlsbad 
Artesia Council for Human Services, Artesia 
Chaves County Mental Health Council, Floswell 

District VII 
Southwest Mental Health Center, Las Cruces 
Community Mental Health Services, Socorro 
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