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Training for Criminal Justice Personnel:

A Case

Study”

By Gab J, BENSINGER, PU.D.
Assistant Professor, Criminal Justice Program, Loyola University of Chicago

T{HE SUREST way to inerease the efficiency
ol criminal justice is to improve the
quality of its personnel. As compared

with alterations in the personnel, modernization

of equipment of the institutions of criminal

Jjustice and changes in its processes are of slight

importange.”!

This statement was made over 30 years ago. [t
is as true today as it was then. The ceriminal
Justive system is not highly automated, it depends
an poople. I the system is {o be improved, the
people who work in it must be upgraded and pro-
lessionalized. Yet, throughout the United States
the training and development of eriminal justice,
espeeially courts and corrections personnel, con-
tinues to be neglected.

The purpose of this article is to provide cor-
rections and court practitioners and managers
with a case study of a unique and comprehensive
training project that was established primarily
for non-law enforcement personnel in Cook
County, Hlinois,

The Cook County Criminal Justice Training
and Leadership Development Section, like many
other training programs, could not have started
without FFederal funding. However, unlike many
other programs the project deseribed here has
steadily and systemativally decreased its depend-
ence on outside funding sources and has evolved
into the County’s major sponsor and coovdinator
of interagency and ageney speeifie training pro-
arams Tor adult and juvenile probation oflicers,
juvenile detention oflicers, correctional oflicers,
clerks of the Cireuit Court, Sherill’s court depu-
ties, and police and youth services stall,

€

Background
According to the 1970 census, Clook County had
a total population of 5,492,369, In 1970, 65 per-
cont of all recorded index crimes in the State were

* Portions of this article are adapted from a number of
reports submitted to the Law Enforcement Assistance
Adwinistration, especially Peginning and Belonging, Final
Reports for the period July 1, 1972, to May 381, 1975,
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committed in Chicago and suburban Cook County,
Lighty-one percent of every criminal justice dol-
lar expended by local government in Illinois was
spent in Cook County, Despite this heavy invest-
ment very little money was alloeated for person-
nel development. Of the nearly 28,000 people
employed within Cook County’s eriminal justice
syslem over one-quarter, most being non-law en-
forcement personnel, were denied any training
and development programs.? The Cook (ounty
Criminal Justice Training and Leadership De-
velopment Section was created in July 1972 to
fill this void.

Project Imitiation

Before proceeding to describe the substance of
the project, its funding and structure arrange-
ments are explained. For they, more than any
other factor, influenced and determined the pro-
Jject's entire process of development.

In 1971 the Law Enforcement Assistance Ad-
ministration (LEAA) was making special grants
available to large urban counties. Cook County
qualified for funding in this discretionary cate-
gory and was awarded a grant. The application
was submited by the Cook County Board with
the cooperation of the Chicago City Colleges.
Lacking an appropriate mechanism to implement
a eriminal justice training program, the county
subcontracted with the City Colleges for the
actual implementation of the granl, The project
was consequently ostablished as a semiautonomous
unit within one of the system’s institutes. While
given aperational freedom the project beeame
directly accountable to the colleges and generally
responsible to the County through the Shevift’s
Office. This unigque adminigtrative arrangement,
though scemingly very cumbersome, permitied
the project to operate without unnecessary po-
litieal interference, interagency rivalries, or in-

 Quuted in State of Mineis, A Neginning Bluweprind for Crime and
Dielingueney Provention and Contreol o Minois {1inois Taw Enforeee
ment Commission, June 1950, p 7).

® he oply meaningful non-law enforeement oriented trwing pro«
seam that existed ot the time was that of the Juvenile Cotrt,
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stitutional constraints. This factor proved to be
most important for the project’s early success,

The project was oviginally funded by LIEAA
for 1 year, with no provision made lor vontinued
financial support, By the time the project director
was gelected and hived the fiyst 3 months of the
grant had elapsed. Obviously, it the projecl was
to have any chance {o be either extended ov re-
funded, it would have {o quickly demonstrate an
ability to imtplement its poals. The primary goal
wag to meet the immediate training needs of
criminal justice personnel in Cook County. Con-
sequently, when the project began the immediate
question was how to secure the necessary input,
support and participation of the various criminal
Justice leaders and agencies in Cook County.
Even though the grant application had heen ac-
companied by tetters of support from the heads of
these apencies, the actual commitment af first
was more symbolie than real. The trick was to
transform puper endorsements  into practical
action that would determine the uliimate suceess
or failure of the entire project,

To gain the involvement and {rust ol the
County’s eriminal justice decisionmalers it was
decided that the first, and most imporfant, step
waould be to make personal contaet with the chief
administrators in the agoneies, This contael was
needed to ensure the participation of the agencies
in training, and also to secure the involvement of
the agency heads in the design and development
of the training. Additionally, these personal con-
tacts were designed to eliminate some of the
natural hostility and skepticism that the practi-
tioner feels toward the academic or educational
Inglitution. A second step was indepth interviews
with line personnel, conducted by the projeet stall.
These interviews gathered information and data
Tor planning purposes, established additional per-
sonul contacts, and exposed the line personnel to
the concept of training. Third, stafl engaged in
participant observation within the agencies, dis-
cussing with supervisors and operatives on the
job problems and procedures. All ol these contacts
sought to solidify and legitimize the position of
the project through the involvement ol the erimi-
nal juslice personnel in the crceation of their
training programs,

These initial contaels were accompanied by
concomitant dovisions on whal Lraining to aetually

3 Kee David ¢, Jelinek, “Oveanizationnd Aveanvements for Training.”

Targeta for InScreice Traong 4 Walineton, D, Joint Comminsion
o Corredtionn) Moanpower ond Training, Oetober 1967).

deliver and how to develop the training to be
delivered, After much research and analysis, in-
cluding data and literature review, consultation
with eriminal justice experts, meetings with the
heuds of the various agencies concerned, input
from an Advisory Board, and a thorough exami-
nation of the training needs of the total systeny
six training priovity areas were identified. These
arcas were: corvectional training; adult probation
fraining; court services fraining (bailills) @ court
services training  (clevks) s leadership dovelop-
ment; and special interagency systemwide insti-
tutes and seminars.

Concurrently, a determination was muade on
how to deliver the {raining. The projeet's ob-
Jeetive was 1o ereate a nontraditional callege pro-
rram relevant to the eriminal justice agencies of
ook County. Therefore, it was decided to develop
each training program according to the training
organization model and the basic learning ob-
Jeetives malrvix presented in the Joint Commission
on Correctional Manpower and Training docu-
ment, Pargels for In-Sereice Traintions With
regard to training organization, the eolements
adopted were ax follows: (1) identification of
needs; (2) selection of program design: (37 de-
velopment of curriculum; 1) selection of ma-
terials:  (B)  selection of  facultyy (6y  site
selection; (7) relationship of program to other
training or trainees; (R) evaluation; and ()
reinforcement and rewards.

The adoption of the {raining model pave rise
to a dilemma that had not been foreseen, The
stalling provisiong that were provided for in the
grant application had been based on a eollege pro-
gram model that ealled for 13 tull-time persounel:
5 administrative and 8 instructors, The decision
{o base the {raining on the cviminal justice
system’s needs, rather than on the expertise of
an available eollege faculty required changes in
the body of the grant. To meet this important
operational requirement the instructor slots were
redesigned as  full-time  equivalent positions,
aflording the project twao very important bene-
fits: (1) It allowed the hiring of outstanding
individuals from a broad spectrum of academin
and criminal justice whose presence in the pro-
jeel inereased the visibility and professionalism
of the training provided; (2) il made the project
more cost-effeetive sinee monies were expended
for actual contaet-instructional hours only.

In retrospect, these twin decisions, the adoption
of the training model, and the decisivn to hive a
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fraining faculty on a part-time conlractual basis,
wore the most important administrative accom-
plishments in the eavly stages of the project.

Program Implementation

As noted above, the projeet wax originally
funded for 1 year. IMowever, two extensions
granted by LIEAA made it possible to continue
operations for 18 months without additional fund-
ing. Thix was achieved mainly beeause of the
oconomics of project stalling cited above,

Duaring this period of operations the project
initinded a wide spectram of training that in-
chided the following components: (1) Trajning
in upplicd psychology, human behavior, law, com-
munity  resources, and the criminal  justice
system forr probation oflicers and  corrections
ollicers; (2) 3-day training programs in inter-
personal  relations, communication  skills, and
courtroom procedure for sherill’s court services
deputies; (3) an orientation program given to
the clerks of the Cireuit Court; (1) human re-
lutions progeams for clerks and supervisors of
the Cireuit Court: (5) orpanizational develop-
ment seminars for supervisory personnel in the
Sheritl’s Oftice, the Office of the Clerk, and the
Department of Adult Probation; (8) Spanish {or
corrections oflicers in the Cook County Depart-
ment of Carrections, and court services deputies
in the Sherift's Court Services Department; (7)
human relations training and small group pro-
vess training for juvenile detention ollicers; (8)
Fanily Systems Interveution seminars for adult
and juvenile probation ollicers; (9) systemwide
institutes on “Communication and Cooperation”
For personnel 'rom all the major eriminal justice
agetvies in Coole Connfy. Through these speeial
institutes and seminars the projoet began to focus
on interagency activities—an area ol {raining
that was fntor much emphasized,

It is not within the realm of this article to pro-
vide a deseription of the individual training com-
ponents listed above, However, the deseriptions
nf the corrections and probation (raining pro-
erants which follow may be of special interest Lo
the reader.

Corrections Training
The Cook County Department of Corvections
al the time of the project's initiation employed
approximately 800 correetions oflicers. Prior to
the establishment of the project the training at
ihe department was minimal.
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As wag the case with all training modules, the
corrvections program was developed in accordance
with the clements of the training model eiteq
above,

Need Assessment—A diagnostic evaluation to
determine specific training needs at the depavt-
ment was accomplished with the assignment of
four interviewers who were temporavily hired
for the assessment. Bach potential trainee wag
requested to complele a questionnaire specifically
designed for this oceasion, and was scheduled for
a halt-hour inferview, A total of 644 officers was
inferviewed, The dada obtained were primarily
edneational in nature,

The data included information on the trainee’s
educational and  professional background and
goals, shorl auad long-range training needs, pre-
ferved learning format, length of training, sites,
ete. The counselors submitted hoth objective data
and impressions of training needs which proved
crucial in the process of program desigh and
curriculum development, At the same time, re-
search was conducted to gain information about
similar training programs, both local and national,

Program and Currieulum Design—As a result
ol the need assessment, it was determined that
the program for the line corrections officer would
be a comprehensive training package that would
touch on all facets of the uflicer’s performance,
This determination was made for the following
reasons: First, the individual correctional oflicer
in Cook County had had very little formal {raining
of either a pre- or an ingerviee nature. Therefore,
there was need for a total training package.
Recond, it was the consensus of counselors, staf,
administrators, line officers, and the literature
that the demands on the corvectional oflicer were
complex, changing, and frequently conflicting and
therefore any meaningful training would have to
aquip the oflicer to deal with all demands on a
problem-solving level,

The correctional oflicer curriculum congisted of
seven modules. These were: The Law and the
Correctional Officer; The Process of Corrvections;
Communication Skillg for the Corrections Oflicey;
The Role and Function of the Corrections Oflicer;
Understanding TTuman Behavior; the Criminal
Justice Svstemr and Corrections; and The Cov-
reetional Officer in an Urban Setting.

Probation Training

The Cook County Department of Adult Proba-
tion in 1972 employed a litile more than 100
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officers. Theve was no formal training mechanism
for the depariment prior to the projeet’s initia-
tion.

Needs Assessmert.—The process of program
development followed the same paitern as that
of the Department of Corrections, Fiprst, an inler-
view schedule was developed and then the four
interviewers were assigned. The rationale for
condueting the assessment was to determine the
exact needs of the adult probation oflicer as re-
flected by the administration and the probation
officers themselves, Utilizing the technique em-
ployed at the Department of Corrections, 60
probation officers were inlerviewed. This low
number reflects the fact that al that time nearly
one-third of the oflicers were close to retirement
and, consequently, were not interviewed.)

The data from the probation interviews ve-
vealed an extensive number of potential training
topics, Those most in demand were: The Crimi-
nal Justice System in Cook County; Community
Resources in Cook County: Applied Psychology;
Applied Sociology; Communications Skills and
Criminal Law.

Program and Curriculum Designe~— 1t was de-
cided that the best way of meeting the immediate
self-defined needs of the oflicers would be to offer
a two-pronged ingervice training propram con-
siating of seminars and workshops. The f[rst
series of seminars focused on the eriminal justice
system in Cook County. The second deall with
the community resources delivery system particu-
larly in Chicago. Concurrently, weekly workshops
in Communication Skills and Applied Psychology
were offered, The seminars were voluntary and
were held in the evenings. The workshops were
mandatory and were held on Department time,
Each seminar series was oflered only one time.
The workshops were repeated several times.,

The retivement of older officers and ihs ex-
pansion of the probation stafl in Cook (lounty
created the need for a preservice program for
new officers. The preservice training program
was developed in conjuncetion with the administra-
tion and stafl’ of the Departmen{. The program
was designed for 2 weeks' duration. The first
week was devoted to a general examination of
personal philosophy and probation work and prac-
tices. The second week focused on a speeifie, in-
depth exposure to the department, its mission
and operations.

The Corrections and Probation fraining pro-
grams and those other programs not described

heve, did much to raise the morale of the criminal
justice personnel, giving them a new senwe of
professionalism and pride in their work. Any
manpower {raining development program, how-
ever, must continually be reinforeed and built
upott. To hegin training and then suddenly to
discontinue it, may harm the organization more
than it the stafus gro were maintained. With
this consideration in mind, the projeet adminis-
frators had & responxaibility to see to it that the
training programs initiated would he continued
with or without Federal help,

Projeel Institutionalizalion

The facet that the Criminal Justice Training
and Leadership Developuent Svetion was initiated
with a Federal grant madoe it necessary from the
beginning to consider program survival, and to
plan to phase oul the projeel’s dependence on ont-
side grants. It had been conjectured at the outset
that if the project showed some suceess LEAA
would continue to fund it for at least one addi-
tional year.

Therefore, within 6 months of the initiation of
the project a new grant application was submit-
ted to LIEAA. The application envisioned 1 man-
power development cenfer that would eventuully
be incorporated as a function of county povern-
ment. No sooner was this application approved
by the local planuing review regional commission
than did LEAA announce the discontinuation of
the diseretionary funding category under which
the project had been funded. This effectively
terminated the prospects for another year's fund-
ing from LEAA. The remaining alternatives
were to either obiuin funding for a second year's
operation from the Ilinois Taw Enforcement
Commission or to discontinue the project.

After several months of uncertainty and fol-
lowing numerous meetings that invelved the
project’s administrators, representatives from
the County ard the staff and administrators of
the Illinois Law Enforcement Commission, the
State planning ageney decided to inelude the pro-
jeet in its yearly plan so that it could be funded
as soon as the monies of the original LEAA
award were exhausted.

This action ensured the shori-term survival
of the project. The project’s long-term survival,
at that stage, continved to remain as uncertain
as ever for the dependence on prants was not
reduced. Moreover, the Illinois Law Enforcement
Commission made any fulure support conditional



TRAINING FOR CRIMINAL JUSTICE PERSONNEL ! A CASE 8TUDY 35

on the transfer of the project from the City
Colleres to county government.,

As soon as the new grant was awarded n
strategy was doveloped fo cope with the emerg-
ing: reality imposed on the project. The stratecy
that evolved ineluded the following basic consid-
erations: First, it had beeome quite obvious that
il and when the projeet were to be incorporated
in the Cownty budget the County’s financial com-
mitment would be vonsiderably lexs than the
granl, The conclusion thal was drawn was that
whatever the projeet’s long-term chances of sur-
vival were, its lovel of training activities would
have to be vedueed drastically, As a result it was
decided that (he eriminal justice ageneies in Cook
County would be enconraged to develop their own
“inhouse’ training capacities. This was to be
aceomplished through a systemwide program that
would focus on developing ageney personnel as
training directors and trainers, A second consid-
eration anticipated the time when ecach ageney
would have obtained s own training competence.
It was decided that _he projeet would gradually
inervase its indiveet training support activities
so that it would evolve into a training clearing-
house and coordinating mechanism for all the
County’s eriminal justice agenecies, Related to
this was the decision to deemphasize ageney
specitic training programs in favor of systemwide
programs, The objectives and activities of the
Cook County Criminal Justice Training Section
for the past 2 years have been based on these three
considerations.

On June 1, 1975, upon ILECs second funding,
the project was fraustferred from the City Col-
leges of Chicago to County government. A signifi-
ant portion of the project was, at that time, in-
corporitted in the County's budget., Specifically,
the projeet beeame an integral part of the Cook
County Department of Personnel,

At the present time the seetion continues to be
partiaily tfunded through the ILEC. A full com-
plement ol training programs is still offered on
an aeeney speeific basis, though on a reduced
seitle. On the other hand, systemwide training
programs have been expanded, the most important
being a “training of trainers” program. Through
thix program all client agencies have been helped
{o establish their own training  departments.
The Cook County Department of Adult Probation
is 2 wood case in point, Prior to the program’s
initintion the depariment had no training stafl,
It now hag six trainers. Also, as a direct conse-

quence of the "training of trainers” program a
countywide network of eriminal justice agency
trainers has been formed to articulate the system’s
training needs and to share existing training re-
sourees. In addition, the Cook County Criminal
Justice Training and Leadership Development
Section has become a major resource training
center. A library of criminal justice training and
management literature has been established and a
apacily to preduce and to lend a variety of
training aids, including audiovisual equipment,
is maintained.

Criminal justice non-law enforcement training
in Cook County has come a long way, the eredit
for which must po {o the eriminal justice agency
administrators, supervisors and line personnel
who have discovered what training can do for
them.

Iplications

Although no two situations are alike, there
are some Important lessons in the experiences
related in this article. Some have already been
alluded to, others arve offered more as suggestions
than a postscript for success,

In the arca of personnel development the two
most imporiant factors for suecess are: the in-
stitution’s commitment to the development eflort,
and the relation of the training offered to the
tasks performed and its applicability to the insti-
tutional setting. The support of the top adminis-
trators is cssenlial, Less obvious, but just ag
important, is the critical role that supervisors
must play in the acceptance and implementation
of any viable training program. Consequently,
while training should be based primarily on the
needs of the fraining population, the needs of
the administration must not be overlooked, Some
compromising might be necessavy here! ITowever,
one fundamental principle should not be compro-
mised: Training must always be conducted on
agency time rather than on the trainee’s own
time. Repeated efforts by this projecl to experi-
moenl with alternate approaches, especially in cor-
rectional settings, have failed miserably.

Obviously, any training program is only as
good as ity trainers, but not less important is the
training method that is utilized. Therefore, care-
ful consideration must be given to the instructor's
teaching methods and techniques. Baged on the
training experiences in Cook County this writer
has come 1o appreciate, and therefore advocates,
the extensive use of role-playing and simulation
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techniques, The method of small group discussion
is much to be preferred over locture, espevially
in correclions and probation {raining,

Iivaluation has been central to the training
efforts of this project. The desizn and content of
the program, the instructor’s performanve and the
progrem’s impact on the trainee and the institu-
tion ought to be evaluated.

Not to be overlooked is the importance of
gither anh internal or an external reward system,
A corrclation between training and promotion,
galary increments, job assipnment, and other
relevant factors should be established. The Tack
of such a reward system in Cook County is one
of the mujor weaknesses of the training effort.
The minimum reward should be o letier of recog-
nition from the administration and the awarding
of a certificate of completion.

The experiences of the project point fo the
administrator’s crueinl role in tuking the lead
through initiative, persistence, and originality.
This writer is convinced that persistence was the

real key to the continued suceess of the project,
espeeially in the aven of funding, 1f nol satislied,
the administralor must not relent, 1f dealing
with a funding ageney the person assigned to the
grant should be contacted again awd apain, even
it he does not return calls--which seems to be a
favorite method of avoiding conunitments, It (o
no avail, such a person should be eircamvented.
When dealing with a funding agency, the ad-
ministrator should present a range of ideas, if
one particular idea i nol aceepted an alternate
might. It is most important fo cateh the imagina-
{ion of at least one deeisionmaker in the funding
ageney. The ardent support of one such individual
is more erucial than the lukewarm understanding
of o number of oflicials,

Above all, the experiences of the Cook County
Criminal Justice Training and Leadership De
velopment Seetion point to the conclusion that il
one believes that whatl one does is important, one
must not give up.

Faking It

Principles of Expediency as Applied to Probation

By ("HARLES L. ERICKRON
Chief Probution Officer, Ninth Judicial District, Glenwood Springs, Colorado
RN

S,

T THE TIME that 1 hecame a probition officer
my formal training and experience consisted
of a liberal arts degree with a major_in

Amervican history, several years of teaching sciente.
. ) + * . Y
and physical edueation at the junior high school

level, and 24 months dedicated to trying to earn
a quick buck as part-owner and full-lime labovér
in an ill-fated wastepaper husiness. When the
latter enterprise finally drowned in vedfik, I took
the only logical course, i.e., put m(g‘.«“i'il'o to work
and enrolled in graduate school T subsequently
obtained more-or-less painful” employment as a
juvenile probation and papdle ofticer. Contrary Lo
my original intentions pfid perhaps as a result of
some hasic deficiency” in my  judgment and/or
character, that occupfition appears to have become
ather permanent.

During my tendre in this husiness, Uve heard
few colleagues complain about heing wilerworked
and overtrained. Society (and to be more specific

L/

o
the cops and courts), is supplying us with a
steadily increasing complement of er  or, clients.
(Cascloads and expectations tend to be quite high.
Manpower and other resources are traditionally

~gearce. Inservice training, if and when available,

is alten so idealistic and theoretical as to defy
application to our day-to-day operations. We
therelfore-tend Lo fall back on expediency, instine-
tively developing and utilizing certain self-preser-
ration ploys. Tt is my contention that we have
been seriously rentiss by thus far failing to ade-
quately conceplualize,~organize, and communicate
the existing body of practical knowledge related
to the actual everyday conducet of presentenee in-
vestigations and probation counseling, We have an
obligation to convey to our new or less-experi-
enced colleagues those principles and {echniques
of expediencey which many probation oflicers (hul
certainly not you or 1) practice upon occasion.
One fundamental approach was suggested by
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