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ABSTRACT 
__ ~: .. ". 

/: 

This literature; revi~1xamines issues in probation management 
, ' including techn~ques, acj!ri!nistration, and the efficiency and effective-
_ , ness of the varlOUS teptinlques. c 

':" Several'majo~/{~sues in probati~n management are identified~ including 
I' 
" '\ 

I the proper roleftf probation officers (punitive, therapeutic, or passi,ve), ',' .J 

~ :Ie 
/ ./ 

and the plaGe~t of probation services _ ... whethe~~,ceP.tralized or decentralized 
(centraJize/f}:; state-administered agencies are free of pressures frum local; 
politics and canodeliver more uniform and ewmly divided services and ,,' 
resour~pt, but 'decentralized agencies cim soHcit mort~ community participation·M,,', 
The pr;Ovision of probation services, another h~sue discussed in the ,review,? 
focyses on casework .. In addressing techniques for handl ing cases, the ;1 
r~:Jiewdjscusses the brokerage strategy -- a technique for assessing client J 

~feeds and H'i1king available community resources \'lith those needs. ~d 
/' 

'i ;, j/ 
The use of both paraprofessionals and vlolunteersis,a central concern~:/ 

of this volume. Research indicates that paraprofession,als areceffective;/ 
particularly in cases involving "highrisk" clients, and thattlje use of/r', , 
volunteers can result in large cost savings-.Caseload management icSsues' 
are also reviewed, but insufficient research makes i·t di:;fficult to assess 
the effectiveness of various assignment techniques~ levE!i,ls of supervislon, 
and generalized vs. specialized caseloads. ~ 

_ Ii 

The review also r~vearsth~t (1) most probation off!icers spend most of 
their time in thei r offices doing paperwork; (2) a1thouglh the cost ·effective
ness of many alt~rnatives to incarceration is notknowni!' probation is 
cheaper thq!'l i)nstitutionalization; (3) education and training benefits 
decreaSE! over -time for probation officers; and (4) probcttion departments, 
local a~'ld state, keep 1 arge amounts of information,~ but iln an unsystematic 
manner. No national uniform data collection or statist'ics mechanism on 
probation exists, although- such a system is feasible. 

,A bibl iography is incl uded. c! 

':~,fI 
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I, 
I CRITICAL ISSUES IN PROBAtION MANAGEMENT 

INTR(]DUCTION' 

.,..~ -; --~ -
The subject of this Technical Issue Paper w;yX'1,ba-5 the issue .. s of 

organization and management of "the resources/~avaUable fQr the pI'ovision 
- _r~o.- '/ , 'Y, 

and"delivery of probation serviceS,.,~' Other Technical-.:IssuePapets in 
,.j" - ;17'::;:<~' ; / '" 

'.<;; /{" ,,;;.,/. ; 

this "Series have considered sucharea5 as the l;egal€tivironment of",,'~ , !I 
r'~ ~. 

prob~tion, the c:paracteristics and requi:reiIlertl:s of p~esentenc~Anves\ti,r' 

gation rep~rts" -dharacteristics of' pli''Obati()r.:.Cli;~;$and<-'ca$eloadS, 
- .. -, '-'-",:::--::;,-c~---""7-::" 

: I ~ ., ," , treatment modalitiii, predictioniri'struments~recidiv~$m~ innova.t1ve 
iSf-'";;;:'~" 

domest.ic probation programs,an5ithe st.atus and characteristics of Ift''': 

bation on an international level. This report wil1 s;gn.centrate on the 

discovery of what is known about the efficiency and effective1'llessfl!, 
~ ,- -; :::f';--

various 'organizationa1 and management techniques and on the p6~sible 
..-:' . -/'"' " 

e' _~ 

imp1ication~~~6f these techniques for administrators. //~;':/:, 

'~: 

~I ' 

,(?~ ,J" .. J/'~' :~;/:' ' ,'/ 

Th .... . ti 1 d t '1 ii.i~l. y <.... .1·'1'1', discuss ';:n ",-~'7; e;<Jrgan~za ona an ntanagemen / ssue,S Wu ,yi We J1l'~:.t. , ... .~' ,,.. 
,," "/,,, , ",,-,~,,;.o,~~,p-" 

this report are impor'tant to admini~;t;ra.i:()rs for slf'l'E~i'al reasons. F:r,i£~;~ 
~-.---;';;'

/.r'~'-

of C course, all probation admini$~:tators wallv'to perform their Jobs as 
~,:': . ".'. r;;- ,}", ,. ,,,,/,,,,/ ;~,_i,' "~p~ -- '" " 

"'f~ffici.-ent1.y'afid-efIectivelY-:~~ possi~l:e. Altnough we assume that most 
, d>' ~ 

administra·tors are famil;ffa~; Witt(i~nQ1atn@ntal manageluent concepts and' 
,:',;//" /-

techniq~~es , 

"relevanJ to 

there a~~{~a number of management c,oncernswhich aT'e~S'p~cia11Y 

th~"'areas 6f cf,)t'rectioI\\s in general and,probatic)U in 
" ", - ,,:' ;-' . -

particulai~ 
, , ,,- r ,', 

So; JB>.o~der to carry outth~ir ~a.sks' in an efficient 
, "~;.: ","- -",:.-

ef~?£'tive' maimer, adfuinist:rators will want ;,to be f1)11y infoz:m:~d and 
/, .. r . ..,.. --

" . - / 

"Jkllowledgeable abou.£: organization ,!-nd management prob1~nis, and their 

() v 
c 

1 

~~,~_D_L'.~~._~~/.~? _________ ~ ____________ ~_. ________________________ ~ ____ ~~,~. ___ 

and 



,,'0 

IJ • ' 

1 ~~~, __ _ 

,/possible solutions, w1"!.ichaffect the sn;,90th running ofaprob1itionageniiy. 
I::;:;. 

.l '~econd, there maybe a number of ar~as in wb/ich ~Xibi1ity is denied t~ 
, ;' -~. -(,' , 'D' , // / /// -;:--

£ th~ administrator by law. 'These ;rea's lIlaY !n,p1ude the selection of pro ... · 

bation officers~.-the decisi.on t"9 grant, d;n~l, or revoke probation, the 
.J 

required performance oz presentence !trqeetigations, the length of the y / , ,/ ~ P' 
!, 

proba~ion peridd, the'various rights of due' pr9C~$$cgua.ranteed to pro-l 
• 11 /J',-- ~ /' 

. ,Ji-;~<~' ~. / 

bationers, ,and the use of certain :~~a,tment1 modalities. \~: Most ofth~: areas 
_~:.---?_:f' 

of management, h()wever,/a~lg~the administrator some maneuV'erabi1t,ty and 
0- --:;,-- /1 

"~;/J the ability to~ mif"k~~hoiCf)S based upon the proba.blecontributioJ1 of a 

(

/ . c:rt"ilf"t.,cl,niQ;;°t:~;hieff:~i=~':;r effect~"e manag",t ctif the pro-
" /v / bation agency. Fine.l.!!,:,jBanagem,~fit cpncerns can b~ ~L fruitful area for 
~/~4frY::;-c;;--~ '// 

1lIP"\, innovation.)" The eXamples of management techniques whicl1 we discuss may 

be untried by many probation agencies, and thus the experiences of, other 

dep!i'rtments may ~~ of ,considerable value ~to the administrator ~7ho is 
il " 
'if 

;contemplating c1,langing ot'modifying an existing techniql),e or ad()pting a 
i ' 

amount of interest in the, ma'nagement and organi2ational 

problems of probation systems was prompted by the Comptroller General's 

" Report t9 the Congress, entitled State and County'1?robation:, Systems in 

cris~/!whiCh was Pt1bl!;~hed in May 1976.1 
This reportwascr~,tica1 of 

the ;fiierformance" of s~'te and local probation agencjesand stressed the 

'Q 

:i 

./ /j' 

" yr " .' ,;/' '. ;' 

ti~'~iti.ve role which could be played by th~ fp..deral government, thrQugh th~ / c.:..(;:;" 

If .;:-;.':: - -, ;~/~' ,''; ;. __ ._ .~; .. -;;;:;_.,:,: 

. Law EnfQ\I;cement Assistance Administrat;i.on', by ('Providing leaieTship,:' fJi4fJ'j''''>.!::''::>''''~ 
''/ 

and tech~:1ca1aBs:Lstanee to tne, .States. The fi1)dings' of tne'stud'lt. were 
'/I( 

.J 

J'generated by a review oj'.·~1l~adil1t felon probatign ays'tems :In,\ ~;icopa 
~ ,'. ~£.f/ ' ", -"", /: .. /' ',' l_~' 

County, ~rizo~f'M~i~nom11h County," Oregon; Pv,iiade1phia County, 
;",j", ~-:,-,-~~., ,,/ /' 

~E!iliifrliva,riiai and King County, Wasningttan.A number of recommendations 
_" <,," ,~?:.~!'.'.-'" " ' ' /J~>' 

whi~tvi1fi:e relevant to oUJ'~~C\1Sg{O'~;e;f ~~$~mei'lt cons~nswere made, 
",=-:::f5:,o<;p.-<::;F;,,:r::// " '- \' '~;,.' c, W ' 

tr -~ &. 
2 

,,' 
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,,~ ~j' u 0 \ ti~. , .2. ·JIT.~~ 
.)i .i" ,,' ;;''' ~. / . . '7 

_.J~ 0 • )I;\(~ ,:";~i"'<"" ':;'.., 

deaJf:gpart1CularlY td.th the prQ,,~*on of gerv~"~t" pro~ationl",~tb~:~r.d('t~"1<dc 
fj.n~1ng~ of the .t~y )~nd1cated that ~r6l>ati~ers "~~;ll;jd'?ie4 i~.d /,'~ ~:cc/"'i'"' ," 

,. _ '·~lC. '" .. 1" {:,<.-:'.'~, .i;, : .. ~,:·\~~~~~.~i 
-,' ~cc' serv.ices were 1Ilorelik~y to ;l:;omplete theit:;~'Probation .. periods suc!;les(fql;;y,:,,'S ~~!.o,,~7~'"-~I;fJ"':'" 

',i-" .0' '.. '..; > . _,~ ,~.{l;~~~~:" .. f ' 'II. 

than those who did not receive neededseti~:Lc~s. ·~er~!,Q;t$~.:f:~->~ejr~rt '~;.p-]' 
emphasi~ed the' need to adequately :1.qentify the probationet's' need!~, to .,,;:-. !\i 

...... q-.. ~-, ,': . ,-It 
provide the st#vicesrequir~(t,to satisfy those n:edl:lt.and to ens~le that 

_. .\\ / ( -. , >~ I, :~ k 
local community; resource~ ''become more ~esporlsive to,' proba't;loners Jf 

c _:_ ',-, .. _.:.;;;;.1';:' '., 1)'(' 
" ;--- -~!:- . 

Chapt~r, IV of this'l'echnical Issue Pap~r;'"'The:.:P:r:()viSi6n of probatlon 

Services, e~miIies' these c.oncerns. Additionally ~ . ~JteComptroller Gettera1 

recomme~f1ed tne e~stablishment of in~otmation /lsyst~ls whic~ a;~ cap~{6le 
; ;;. .~. i; } . . if . /; <~ ,~ " ' - .' 

of ~aae~uately identifyi~.g problems/~;nd evalu',ating tfie 'effectiveness of 
:.::: "' I' /, 

; ~ :' ,1 c. '0 

prO'Sation progtam$. Information sy~i!;ems a~e., di~cu~sed in Chapter IX of .;i~" 

~h:S Technical I.ou~Paper. / l -:')~,~Jj 
/,,) Theimp~~tance of management concerns again ~h.AS beenunderf~f-ed by' (0 --p-;-:l 
IillOtherco";~roller General' s ~~i~~-C6iiilf'~.s. entitl:j?;""bat10n '" "~ '~~ 
an~ ;1?~role Activities Need to Be 'Better Managsd, PUblis~~~~ oc,t~b~~~~~_~;:o;::;:l:'>' , '~?~~'r~' " . 

19/77"~ this report" provides a de'tailed' description o;i~'ie ,. sil~';~~ings,i''5>:::-;."1 (i 

• '4~~ __ .. _'. .' . A"i ' .:" '.}' '~'4!""""~-"~; 
/~Jl/the operation and adm~t).:tstration of the federal piobatio~:~~~!:Ji~:" '. : .• =-'.-~Ji 

,/ Inform,ti,on was gathel1ed by a revielo1 o'f operatio1,l~'fiVe" probation 
co' ,',_ " . •• .,.." .... .tiftI!". p .... . 

':.'"' districts ((,:aliforniaCentral, Geor~"'~(;;thern, Iil~~£g Northern, 
~ ;""~o- - .:s. ' ~tJ~~""" 1.-:,,"'7.'1-'- . 

Waahington, D.C.", and Washington Western),a Jtl.Yc!~tionnairecompl<et-~d ~y 
. . v 

c. "_rf-7 ~ / 

a nunlberJ)j;-""chief judges, chief probatiou:'offibers, and probatiq~o<'f£:lcets,.fi~" 
,_., .((Ii' /.,.< _ ~ - ~ ; -',. ..:' .-:~. ;// 

and a.f:tandomly selec.ted sample.of .• open"and closed probation alid 1'arole . 
_____ ~_. "-,. • (I / (,..;'. ~ •• "t<' </ 

. case~ iJl the five?ro1i~t?~n .d:htric.ts. Of particular i1'lte~lst to .pr~-· 
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'J 

(. I _ 

administrative activities) more than their supervision ~esponsibilities. 

The Comptroller Gell;eral recommends six management techniques which C&1... be 

used to impI;ove supervision. The comments enclosed in l;n:~ck.a:s-'olhich ,: 

", follow each recommendation directt.ha reader"'to the section of one of the '. ~ .' ~ 

Techni,cal issue Pa~~r'S:in this series whicha4d:rr:esses ;h;t specific issue. 
___ ... :.w.':.~.:.:! '~"':" 

--Special . units de.~iica'te.~-:l301s1yto ,A3l,lpervision and thereby 
relieving prob~tiofi;officers of other:'°ciutie-1il,~§uch as making 
PSIs. (The<::fssue of functional specialization' is'c<1-"i"3-cY.Ss~.d 
in Chapter III, Issues in Caseload Man~gement, of this Tec.hhical 
ls.l?ue Paper.] 

--Team concept of supervision which gives each probation officer 
a backup officer, permitting each to know the other's case
load. [The team management approach is discugsed in Chapters 
III, Issues in Cas~load Management, and IV, 111e Provision of 
Probation Services, of thJsTechnical Issue Paper.] 

":-Review o-f probation ofti'cer case files by supervisory probation 
offic~rs, which('assur(;s .• evaluation of probation officers' per
fQrmance. [Ohapt;er IX Ibf this Technical Issue Paper deals 
with Management Information Systems and.review of case records.] 

,. --SubofU.ce,s which are used to improve geographic coverage of 
a district. [Cl.lapter VII of the Technical Issue Paper on 

>Iiolliestic Innovations in Adult Probation covers the establish
ment of probati.on outreach offices.] 

i 

--Flexible work/hpurs which allow probation officers to contact 
offenders aft~~rregular working hours. [Again, see the out
reach sectioIl/ of the Techn.ical Issue Paper on Domestic 
Innovations 1:n Adult Probation.] 

I 
i" 

" '.. --Selective P.S:I reports which are less comp.rehensive than 
~"'. __ regular PSI jrepotts and"require less time to do.' [See Chapter 

':c. II, Differe!ices :tnTecn_1;liques and Procedures Associated with 
""'~ Developmenb and Usage of Presentence-Reports.! in the Technical 

..... """'~, Issue P'flpei: Ott Presentence' Irtvestigation Reports. r "'~; , .. 
" ~ .', "':>'>::'~:>,-.,::-,.. .'.... l,t 1'/ .;.: -.' 

-;l-4t .. ",.~V- . "";;-'" . 
"'-~;;-~,'rh~ report also q,ontains recollD1lendations concerning improvement of 

,,-...~.~ / . 

'-..::.,~ -",:. . I' 

renatd;11tation ~irograms by the-,delivel'Yof needed services to pro-
'",.\:~. ,i 

ba tioners :·~:t':el reconmenda tiona are: 
, , ;;.~~)~,~ ' .. , - -, - -"" 

--preJ>ari~ig :~bili tation plans Whic.h 1;:ranslatg;~.iderttified 
needs ilnto'ghot~\and long-term treatment goals for each I .. ,"., ',;0 • 

. offend~ir~ 'i"i ':''':.:;,..:~ 
/. --.'::.,.",~, <';"~·::8-:-... 

--referr(ing offenders tb".,need~~.services, and 
.I ..... , ">~"''''':''''''''''' 
! '<..~ i ~ .~ 
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--following up ~~ see that offenders receive needed services. 

[See Chapters ~~I, Issues in Case10ad l-fanagement, and IV, 
The ProVision o~ Probation Services, for discussions of the 

., \\ 

issues of needs ~ssessments and strategies for service 
\\ 

pl'ovision.] 
'\ 
',' 

\ 

Finally, the report stresses the importance of rout,ine evaluatd.on of 

probation offices for progxam ~~plementation, effectiveness and short-

comings. [Ch~pters IX, Manageme~~ Information Syst~ms, and XI, Standards 

for Probationl' of this Technical Issue Paper ,aiscuss these issues.] 

For e.'lSIj: of presentation, the critical issues in, ~:t:gafi-ization and 

management 111ave been divided into ele,~en'i:opic ~reas, each one comprising 

a chapter q:f this report. We cannot stress too strongly, however, that 

these areal~ are not mutually exclusive. Several of the chapters cover 

extensive topics~ such as caseload management, roles of probation officers, 

and time studies, while other chapters concentrate on relatively narrow . 
topics. It is important, therefo.:-e,to keep in mind the broader cOllcepts 

when considering the material presented in the discussions of the more 

limited topics ~ 

Chapter I presents a theoretical discussio'n of the issues involved in 

the brganizational placewent of probation administration.' There are two 

critical dimensions to the placement issue: whether probation adminis-

tration shoul4.be centralized in a unif:i.ed state systeJll or whether it 
. 'r 

should be dece~tralized in municipal or county systems, and whether 

probation administration should be located in the judicial or the 

executive branch of government. These dimt.~nsions, as well- as thel?,plitical, 

economic, and adminf-strative implications of various organizational 

desiga~.t!1 .b,e explored .Becau~ea probation administrator will rarely 
:J -

have the opportunity of actually selecting the placement of prol)~t~~ 

lv.lthin the governmental structure or of directil.~~ governmental 
-~,'\ 
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reorganization, the theoretical discussion is presented in order that 

the administrator may become familiar with some of the implications 

and trade-offs which are inherent in the structure within which he' 

must operate. 

The various roles of probation officers are considered in 

Gfiapter II. Several role typologies and analyses of probation officers' 

functions have been developed and will be discussed. We will also 

examine rc~~earch studies which have been conducted to determine the 

validity of these typologies and to discover whether any.particular role 

was more closely associated with job satisfaction. Finally, we explore 

the roles and functions of the probation supervisor. 

Chapter III is a broad discussion of some of the cr.itica1 issues in 

case10ad management. A number of topics of great importance to the pro-

bation administrator are covered in this chapter: case10ad assignment 

techniques, differentiated levels of supervision, functional specialization, 
~~ 

£i~gIe officer case10ads and team supervision, the ~~sework approach to 

sup~rvision and the brokerage/advocacy approach, and the concept pf work
! 

load. These discussions offer the assumptions which undergird the various 

management strategies, the itnpH,cations of the strategies, and the 

experiences of probation agencies which have used the strategies. Case-

load management is an area in which administrators may e~ercise a'certain 

amount of flexibility, and thus these discussions can be helpful in 

~difying existing techniques or in creating innovative techniques. 

One of the most important contributions of a probation agency is 

the provision of services to its probationers. The critical issues in 

the delivery of probation services ~re presented in Chapter IV. In this 

chapter, we will discuss service provision as it is integrated with the 

6 
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otheX' lIlajor responsibilities of probation. We will discuss the types of . 

$ervic~s tfhich are made available to probationers and the major strategies 

which are used to secure these services. The two major provision 

strategies - casework and brokerage - will be explored, along with some 

examples of operational service delivery systems. Fip,ally, we will 

present two emerging issues in service provision which deserve the 

attention of administrators: the special needs of female probationers, 

and the practice of contracting with ~ther social service agencies to 

provide services for the agency's caseload. 
c) 

More and more probation agencies are beginning to recognize the 
;..; 

unique contributions which can be made to the probation process by 

volunteers and paraprofessionals. Chapters V and VI discuss the 

rationales for the use of volunteers and paraprofessionals, as well as 

strategies which can be used for their recruitment, se1ectio~, training, 

and functioning; We will also examine the research wh:1.ch has attempted 

to assess the effectiveness of paraprofessionals and volunteers in working 

with probation cli~nts. 

Chapter VII is conc,erned with the training of probation officers. 

Our discussion begins with consideration of the types of backgrounds 

which probation officers bring with them to their jobs, and examines the 

issue of whether college or graduate level study is necessarily desirable 

for all probation officers. We will also consider the issues of both 

pre-service and in-service training. Probation administrators who may 

be required to provide pre-service or in-serv~ce training will want to 

be familiar with the assumptions underlying the training requirements, 

as well as with some rather startling fittdings concerning the 

effectiveness of such training. 
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It is of great importance to every probation administrator to 

know exactly how his officers spend their time. In Chapter VIII, we 

will present the findings of a number of time studies which have 

attempted to determine the types of activities which consume the pro-

bation officer's time. The res~lts of these studies, which cover th~ 

proportions of time spent on various probation tasks, the proportions of 

time spent in the office, in the field, and in court, and the proportions 

of time spent in contact with probationers, ahould prove to be illuminating 

to most administrators. We will also present an example of how the results 

of a time study can be tra'.'lslated into a workload and staffing formula 

which represents accurately the amounts of time necessary to complete 

required tasks. 

Chapter IX deals with the development of management information 

systems. These systems have been strongly recommended by virtually every 
, -, 

task force or advisory commission which has considered the problems of 

the criminal justice system. \~e will discuss t'tro different tOOdeJ.s of 

information systems - administrative management information systems and 

caseload ma11agement information systems. Each of these roodels, which 

differ in terms of function, assumptions, and capabilities, is explored. 

Finally, we present a discussion of the feasibility of and recommendations 

for statewide, multi-state, and nationwide information systems. All 

administrators will recDgnize the value of developing and maintaining 

the types of information systems which are presented here. 

The uSe of. probation, as opposed to the alternative disposition of 

incarceration, has often been justified on economic grounds. Chapter X 

deals with the cost analyses 'which have been attempted for probation. 

We first briefly review the essen.tial elements of an adequate 'cost 

analysis. This discussion is followed by a presentation of the resluts 

s 
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of four cost analyses which compare the costs of probation with those of 

incarceration or compare the costs of a special probation program with 

those of regularly-provided probation services. This chapter will give 

the administrator some helpful insights into the problems of completing 

a rigorous cost or cost-benefit analysis, as ,1Tell as some"guidance on 

how these pitfalls can be avoided. 

Finally, Chapter XI concerns the setting of standards for prpbation. 

Because the world of probation is administratively fractured and agreement 

on objectives is lacking!Jthe achievement of certain pre-set standards 

or goals is frequently used by administrators as a substitute in a~,sessing 

the efficiency or effectiveness of certain probation activities. For 

excerpts of st:anaards, we have chosen the three roost recent sets of 

standards - the American Bar Association's Standards (1968 and 1970), the 

National Advisory Commission's Standards (1973), and the American 

Correctipna1 Association's Manual (1977). For purposes of compa..:;'son, 

we bave grouped standards from each source into topic areas: definition 

of probation, administration and organization of probation, criteria for 

probation, revocation procedures, termination and discharge, conditions, 

qualifications for persons providing probation services, services to 

probationers, presentence activities, and case records, management 

~nformation systems, and research. 

In all of these chapters, we have tried to concentrate on those 

aspects of a given issue which would be of most value and interest to a 

probation administrator. We have tried to isolate the more important 

issues .,of organiz~tion and management and deal with them from an 
.J 

administrator's point of view. Thus, we have emphasized not only the 

generally accepted ways of managing probation agencies, but also have 
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stressed alternatives and innovations. And finally, in addition to 

providing theoretical concepts and assumptions', we have ,considered the 

importance of experiences reported by probation agencies which have 

actually implemented the alternative and innovative ideas. 
, 

The raw material upon which this paper is based consists of a 

variety of documents treating the subject of probation, which were 

published between 1950 and 1977. These documents include books, articles 

from the popular and scholarly press, reports of research and evaluation 

studies, and conference papers. The material was gathered through a 

nine-month rev~ew of literature based on the following sources: 

1. A printout of all LEAA.-funded probation projects, covering 
the period 1968 to 1976, from the Grant Management Infor
mation Service. 

2. A printout of all probation-related publications' listed 
with the National Criminal Justice Reference Service. 

3. Telephone contact with all State P1aIL'1.ing Agencies. 

4. 'fe1ephone contact with all state probation offices in 
states which have a centralized proba~~on system~ 

5. Letters to all county probation offices in states which 
have a decentralized system. 

6. Letters to all state departments of correction. 

7. The resources of the Ohio State University Libraries. 

8. Literature searcheJ3 in: 
;:;. 

a. Psychological Abstracts 
b. Crime and Delinquency Abstracts 
c. International Bibliography on Crime and Delinquency 
d. Abstracts on Criminology and Penology 
e. Sociological Abstract~ 

,A1tho~lgh we cannot, of course, be certain that all relevant documents 

were included in the study, we be1.j.eve that those which have had the. 
" 

widest influence have been considered. Research and evaluation studies 

were included based on our ability to-locate interpretable reports of 

10 
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the studies, on the methodo1.ogica1 soun.dness of the study, or, in areas /1 

/' 

where very little intormution was available, their uniqueness. The 

value of this Technical Issue Paper and the accuracy of its conclusions 

are ,in part a function 6f the quality of the material which formed its 

base. The authors, however, have selected the material to be included 

and must therefore bear the responsibility for this product. 
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'FOOTNOTE.S 

INTRODUCTION 

1 , 
Comptroller General of the United States. Report to the Congress. 
~e and County Probat:lon: Systems in Crisis (Washington, D.C.: 
U.S. Government Printing Office, May 27, 1976). 

I) .... ... 

"'Comptroller General of the United States. Report-to the Congress. 
frobation and Parole Activities Need to Be Better Managed . 
(WasHington, D.C.: U.S. Government Printing Office, October 21, 
1977). . 
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CHAPTER I 

LOCUS OF PROBATION ADMINISTRATION 

Introdt.tc tion 

For this discussion, the issu~ of determining the proper organization-

al placement for probation can be viewed as bi-dimensional. The first 

dimension involve~\ the degree to-which the pr-cV'ision of probation services 

is centralized. To clarify this concept, it is useful to_imagine two 

polar forms of state government. At one extreme is complete centraliza-

tion, that is, a unitary form of government. The state gove~~ment, in the 

absence of assistance from other levels such as-county or municipality, 

assumes full respr.nsibilityfor the prov.ision of probation services. AS 

we move toward the o tIler pole, we approach a totally decentralized govern-

ment under which-individuals provide all services for themselves. This 

extreme is most probably anarchy and probation as we know it could not 

survive. How'ever, if we stop short of total decentralization at a point 

where numerous smaller governmental units such as counties or municipali-

ties provide probation services, we approximate the conditio"IiS which exist 

in much of the United States today. 

The second dimension of theorgallizational placeil\ettt issue involves 

the separate branches of J~ove_I'nment.· S60uld probation be placed in the 

judicial branch under the control of th~ courts or in the executive branch 

where itwil! be influenced by elected officials of the executive branch 

of 'f;he bureaucracy? 

There are a nUJ!lber of issu.es which impact upon decisions or acttons 

1~ 
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concerning the organizational placement of any gdvernmenta1 -function. 

These issues revolve around the specific governmental function under dis-

CUSSiOD and must be carefully considered if the policies selected are to 

"optimize resource allocation and performance, and'offer the highest degree 

of flexibi1ity.,,1 

If one accepts the assumption that the goals to which most probation 

agencies subscribe and the tasks which they must perform can be enhanced' 

by a particular organizational structure, then decisions which determine 

.. the organizational structure should be at least partially based on the 

task and goal realities of probation. In addition, the existing set of 

financial, political, and administrative characteristics of probation 

must be considered. Furthermore, the survival instincts of organizations 

dic~ate that any reorganization of probation will elicit changes in the 

9fganizations which interact with probation. These chains of effects 
/-

// throughout other organizations will require that adjustments'to probation " 
4;-:!~i-rr 

-j/r/P' 

I: 
be either a part of an ave,ra11 change for corrections or the result f.)f 

trade-offs and negotiations with the existing clients and constituencies 

of prob~tion. In short, changing the organizationa1'str'Ucture of proba-tron 
-.., .... 

is not a task to be undertaken 1ightl1 or with visions of rapid and COm-

p1ete change. 

This chapter will prese~t some of the more theoretical aspects of the 
/-;/ 

r' -.,/ 

organizational placement issue along with at:guments ---for and a1f.~~~}---eafit 

position. It will conclude with a discussion of a rec~nt study tonducted 

by the Council of State Governments directed toward evaluating the effects 

of government reorganization attempts on stata and local corrections. ;:;:': ::/ 
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Two concepts useful for unders~ta~~ centralizatj.on issues a:J;~ 
. / -:/ 

~~/ 

political decentralization and admi~istrative decentralizae-i.on: Politic ax 

decentralizationimpiies that:-policy-making authority is exercised by 
,'-, 

-kf(!al government units. Resources are transferred to or are generated by , 
~ - _r 

the local units. Th~re is an emphasis on local discretionary. decision-making 

power. 

Poiit;i.eal decentralization implies a need fot' admiIlfstrators who are -

ge11,sralists, who can operate within a specific local il,!risdiction in total· 
'._-0---:'--' 

.7' 
control of local agency resources and act:i,vities,o It is suggested that, 

"they are in closer touch with 1;'esident's and can modify programs to meet 

area priorities. ,,2 In extreme,systems of/political decent~alization there 
/ 

" ~.q 

is a lack of~V'e9- the most rudimentar;tiguidelines and control from higher 

levels 'of government (1. e::~~U£t:.:e~~~!,nmenf'). 
/ -...... -~ .... --. ~ 

~ ~~. ~ 

One method for achieving a degree ofpolit:icaldecentralization for.' 

proba~ion has. been the ins,titution of direct cash transfers<from Bt~te to ~ 

local government~ These "probation subsidies," although dispensed/'Pya 

number of different formulas and techni:ques, ,further the ab:Uity of , "the 

local unit t" coordinate, provide, and contract: for the .services which it 

. offers. 

Administrative decentralization occurs when a control agency such as 

one at the state le'J'el delegates some clf its decision-making a~tb~1-ty~:fo~ 
,~', T_.i-:';;;:~~~·-· 

subordinate levels ofj.tsJlwn o:rganiz~t;icm~1'he ~~~tf~ffiee()f .the 
~,y~' . ~ 

agency ret;~insthe right to modify or revok;p,trffec' discreti~nar~7a~nority 
;:;::~;:::, ~,~~. _",..-.:-9 .' /' 

it has granted. Typically, the auth~rlfY is diffus~~ang field off~J£es 

-:::~ ~-::-::::~.:;::7_"-

('-" :-.y!----'": "" ";:~:" '. 

or regional units which contin~e to reflect thefunctiont~l and depart,lnental 

structure of the central auth~rity, "but s,re expected td exercise incf,eased;e, 

final authority irttbe executioner the program.u~ 
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In }It'obaticm, admiLnistrative decentralization is "frequentQ,y b~g~d on 
;:' 

specific functiclUs su(!h as ju~enil,e' and adult probation or' ~n~OgraphiC 

areas. It is importlJint to remember that although some dec:t~ion-making 

authority has beell delegated' to local units ,the contr91 of agency policy 

lstill rests with the central office; thus a more y..rliform, or state level, 
/ '. <-' 

'view 'tends to pr.~~1r:-There is,less accommqaation to local perspective 
__ --:>c~~<·:~/ _ ,_:..0 ~<-:,:; 

thaI? w(}u1d=-beexp~eted in a politically~centralized system. 
,,' /. , 

/ 

Proponents of dec~ntralizat~9'-'(;' be it p~litieal or administrativei 
, . ~' " 

tend to posit the following~¥jpes of ar&uments: 

L. '~WW1Lprog:tam,,,, can typically develop, bet tel' support from local 

ci tizenry, §.nd agenc.ies. 

or gei:lnquen t, and turned over to .;: state agellcy ,th2re is a 
/ 

. -tendency to W'ithd~aw local services. n4 
o 

2. "Smaller operations tend to be lIlore' 'flexible, and less bound by 
0< 

.::-c,l)ureaucratic rigidity. Given agg~essive leadeTship and community 
. '. 

support "they"nray indeed Q!<lt~,1;~,;ip,the larger, more cumbersome state 
~'~~' ... - ~,,- -""-:~T"'; '-

sen.ices.,,5 

3. "The prObationer remains in the lOGal community and can be best 

supervj,s~a person t;;horoughly foam.i,liar with the locaL com-
.~~~;::.,,"::.-::_ .. .r-

.munity. ,,6 

If. "Local ageneies'are best equipped to t!2r:periment with new proce-

dures' and better methods because of their smaller size. Nistakes 
- I ~ 

are not So costly and far-reachin'g. i,7 

5. HState policies are often rejected by local communities who then 

refuS~to cooperate,with the probation system wht'ch is dependent 
"_.'..;; :::;. 

up~:Jocal ar;heptance? lor operational efficiency and success. ,,8 
_::; .. --:;;:::~'o.- ~;,' ~, ~ If) ". }:G~~~::::S:::/ , . 

Opponents of decent'rali?ation point out;'t;:hatthere are limitations to' 
'"' ,:.-, I' ~~~,~.~-~;;,.,~,-,,- : " {.-:-§,:::.;< 

. the degre; of d:/cent.r{llizat!.()Jl_~i11chcan be accompl:i.shed:;.:'As the degree ./<:ff/~'::~ 
~~ ~, 

if .' 

-~-

/ -::.-:: ..•.. 
'0 2:-
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of decentralizat.ion itl;creases, the 'problem of synchroniziIlg thp activities f! 

of separate pt;t depE\Udent agencies increases. 
. . ,~.: . ' /;::;; 

An example wi~u1iL be the 

problem ,of assuring continuity o~ serV'ices for probationers who move from/" 

one q!~Ul).tyi:o another where treatment/priorities and resourc:e allocations 
~,;, 

d,iffer. Extreme decentr~lization c?,h lead to unre!:ltra:ined.; parochialism 
'/t;~ -

to formulate or;::~ct on sta,te,wide standards and goals. and an inaMlity, 

Some of the opposip.g '<i:te>;vpoi,nts 'aw set forth in a sUIilt'nary statement 
,,y 

. >:>j the National Advisory,Commissioni, 

;;J 
'_,r 

Few states inwhich.pt"Qbation is a local function have provided any 
leadership or ,supervision for probation agencies. Tremedous varia-. 
tionsare likely to exi,st wit..hin a state in terms of staff emploYed , 
in counties of s·ifliila't size, qualiffcations o.f",~~rsoIlnel em.ployec!~, s~· ' 

and relative emphasis on services to courts and probat:um~J~-:,,,,£guntoy. ,.~ 
probation agencies Qften ate small and lack resources,J:cl' staff train
ing and development, research and program planning, -and, more basica.l1y, 
services to the probationers. 9 ,;,-:, 

", -,;:. ..... ::. ; ~~ - 0:-0 

Similarly, the Joint Commission on Correctional Manpower and Trqining, 
,.,-

/',' .!,-;.':, . . '" . . ./-:' ..... -r"_'<y-P._:; __ ;.J:;..o..<::'<;;"'~!':-;':::::;";~" .c;~.~ 
¢ummarizing from itsc survey of p<robat;f.on agetla1e~, cGilc1ude(r~r1The paucity 

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

of community re~ouices available to loc~l correctional agencies is e'V1.dent;;" 

Joittt'cOmmission surveys also found few inu'~).),,\tive programs in local 

p'robation departments: 

In general, local probation agencies are devoid of e~ReJ:'imental pro-
'grams and there is little serious ipterest in evalx,it:rtiq-noLth& impact 
of on-going programs. ManpQlver 1;:esources aretisua1ly poorly utilized. 
and little iabeing accomplished'in,.. terms, ~ systematiC'",ana1ysis of ' 
the tasks to be performed in p1:(lba~ot; settings' in order to more effecT' 
tively uti1ize.~~:!,$ting pe;rsCfrlne1.l1 ,'. ,..:0 

Tile opinioIisexpr~ssed abo~e are" not uncommon. Althoughdecentrali-. 
-:~ 0:;.,,,:, s: '7::r?-

zation hasbeert highly valued .. in. our spciety, the trend in p;t{)b8tiow, and 

indeed in corrections in general, appeiars to be in the direction of centra..1-

ization. Attempts are being tnad~~to es.tablish unified,;cs'tate corrections r·, ';'~' -

systems t;"';;pit~~<~q;nty and mun:iic:i.pal systems. Two general examples of 
, . 

centralized p~obation:' systems 'are:! 
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"S1:ate:. One. agency administers a central probation system which 
--l-

pr!ovides services throughout the state. ,,12 

"~,tate Combined: Probation and parole both are administered on a 

s~:atewide basis by one agency. ,,13 
I 

l'i:'oponents of the move toward increased centralization cite the fol-

lowing' arguments: 

l. "a state-administered system is free ot local political consider-
.~-. 

<,;!"~'-'-., ::--.:-=-

ration and can recommend new programs without approval by local 

political bodies.,,14 

2. "A state-administered system provides greater assurance that goals 

anct. objectives can be met and that uniform policies and-procedures 
.'/ ".:..?:.:c.. ' 

ca1i be developed. Also, more efficiency in the disposition of re-

so!urces is assured because all staff employees and a larger agency 

can make mor~ flexible use of manpower, funds and other resources. ,,15 
--:~::o:, _ 

3. Under a state administration "there exists a greater probability 

.that the same level of services will be extended to all areas and 

all c1ie~ts. Uniform and equitable policies will be applied in 
;\ 

recommendations for institutional and out-of-town placement, w~ile 

variations in policy are manit'ested where administration is local. 

Some economies in detention and diagnostic services are possible 

if they are operated regionally rather than 10fal1y."l6 

4. "Another major advantage in the states" operation of probation 

ser1ices is ~he possibility of combining them with parole services 

and also better coordinating them with institutional programs. The 

advantages of such combined services are several. A single agency 
~"O.~:;:.~ "~.~ _ =:::;-. _ 

is able to offer a continuity of servic.e and provide economies in 
-~~"O'_.>, 

the distribution of services. Additionally, there is a tendency 

for a local agency to solve a problem case, or one that requires 

\ 18 
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a substantial investment of servIces'or money, by commitment to 

a state institution. This would be minimized if a single agency 

operated both programs.!!17 

5. "State administration of probation services historically has been 

in the forefront of developing innovative programs, demonstration 

projects, and correctional research."l8 

It 1s generally believed that agencies manifest characteristics pecu-

liar to their organizational structure. Agencies which are highly decen-

tralized are thought to be characterized by participation, access, and 

responsiveness, while centralized agencies are marked by efficiency, pro-

fessionalism, and the use of more advanced technologies such as computer-

ized information systems. These characteristics many vary from agency to 

agency, but it is likely that agencies with extreme degrees of centraliza-

tion or decentralization will experience difficulty in providing a wide 

range of probation services. Some balance between the two extremes is 

required to capitalize on the positive aspects of both. 

Several states are attempting to combine the advantage of uniformity, 

characteristic of a centralized structures with a :4,ecentralized structure 

by the following methods: 

1. Standard Setting: In New Jersey, the CQurts are respon~ible for 

setting standards for local probation systems, while in California 

the responsibility is placed in the executive branch.19 

2. Personnel. Provisil:in and Upgrading: "Michigan assigns state-paid 

probation officers to work alongside local probation officers. 

New York State reimburses local communitiJes up to 50 percent of 

the operating costs for probation programs, provided that local 

communities meet state staffing standards. This subsidy has~near-

ly doubled in the last sixyears,resu:tLting in an increase of 

19 
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probation staff from 1,527 in 1965 to 1,956 in 1972. u20 

3. Direct Financial Subsidy: "The states of California and Washing-

ton use a different approach in providing revenue to local juris-

dictions. These states attempt to resolve a problem that is 

apparent wh~n probation is a local function~ namely, that finan-

cing probation is a local responsibility. However, when juveniles 

or adults are sent to correctional institutions, these are usually 

administered and financed by the state.,,21Frequent1y, one conse-

quence is the shifting of financial responsibility from 10CJiil 

government to state government by sentences of incarceration rather 

than probation.'-:e~"3:=::":~~'7".::e)" -''-' 

California and '.' Washing::on have' developed probation su.bsidy programs 

in which counties are reimbursed in proportion to the number of individuals 

who remain in the community rather than being sent to state institutions. 

The probatio~l subsidy program began in California in 1966. The decrease 

in commitments in those California counties that. participated in the sub-

sidy program almost doubled the decrease in commitments of counties not 

participattng. The state of Washington has had a similar experience with 

the probation subsidy program which began in January, 1970. Its purpose 

was to reduce the number of commitments to institutions from county juve-

nile courts. In 1971, the state received 55 percent fewer commitments 
(j 

than expected. 22 

These examples suggest that affirmative policy actions, particula'r1y 

from the state level, can negate or enhance the effects of centralization 

or decentralization. For examp1e,a policy which pursues a form of centra1-

.il~ation must also promote strong, integration so that while emphasizing state 

s~~anda:r:ds to deal withprobation'yrob1e1'4s which are universal in scope, it 

will p1so allow for adjustments to meet particular local or regional needs. 
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Conversely, decentral~ation emphasizes local priorities and attitudes. 

Therefore, mechanisms must be designed that will encourage local admtnis-

trators to maintain regional and state interests also. In probation, for 

example, problems related to supervision, treatment and control, as well 

as funding and technology, tra.nscend the boundaries of cities arid counties. 

This perspective must be kept; in mind when developing organizational policy_ 

The ABA commented on this by emphasizing that: 

However this issue is res()lved, there is still and important function 
to~be discharged by the state. The experience is that without some 
statewide control over the standards that govern the administration ot 
probation services pockets of unevenness and inattention will develop 
within the state to the detriment of the entire structure. Crime pro
blems of one locality are not simply problems of control within that 
locality. This is particula'.kly true when the issue is probation. The 
problem is gener.'ally posed in terms of a substantial rehabilitative 
effort to prevent an offender from offending again, perhaps more 
seriously the next time and perhaps in the next county. The entire 
state, then, has a clear interest in raising the level of correction
al services in every community. At the very least, this intel'est 
should be reflected in the establishment of minimum standards opera
ble and enforced in every locally administered system. 23 

Finally, organizat:1.onal policy decisions must incorporate political 

considerations. If the policy pursued is one of centralization, politics,l 

inf.z.:!Jence will accrue to those officials in state government, whereas 

elected local officials and administrative generalists will gain inflwance 

in a politically decentralized system. To the extent that the use of 

decision-making authority by any of these groups makes an impact ou policy 

outcomes, the selection of an organi~ational structure of centr.;llization 

or decentralization will affect the function of the agency, as well as 

"who gets what" from the agency_ 
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Policy Effects and Interactions 

The following section considers two sets of effects and interactions: 

(1) the effects ·of the political, economic, and administrative environments 

upon the organizational design which controls the degree of centralization 

or decentralization, and (2) the effects of centralized or decentralized 

organizational design upon the same political, economic, and administra-

tive environments. 

It should be recognized that agencies frequently deal with a number 

of constituencies. Changes in the organizational locus of operation will 

likely ch~nge agency/constituency relationships and thus give rise to pol-

itical problems. The values and attitudes of agencies' constituencies can 

both affect and be affected.by such changes. 

It is argued that as probation agencies become centralized into a 

state agency or decentralized into local control the predominant values of 

the local community are correspondingly modified. 24 A form of modification 

which can OCCt.lr with centralized probation is a change in the level of 

services available. This can result from ineffective communications be-

tween the state level probation and the local service provision agencies. 

Local organizations must be persuaded to provide the mix and level of ser-

vices that will satisfy the needs of the probation agency and its clients. 

The relative dispersion of the client population may also influence 

the politics of the probation f~~on. Generally, recipients of probation 
~' 

services are widely dispersed among the population and constitute a small 

percentage of the population of a given community. Smaller jurisdictiona 

with scarce resources will tend to allocate funds to programs which serve 

the largest number of people thus perhaps slighting pr<>bation. By looking 

at the aggregate numbers of probationers and probation needs on a state 

level, centralized agencies may be better able to generate. and dispens€ 
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necessary resources. 

AcceGs, accountability, and citizen participation are political values 

to .be considered by any public agency when adopting an organizational struc-

ture. Access requires that the agency be approachable and open to its 

clientele and constitutencies. It is widely believed that a generalist 
'. 

administrator in a local unit will tend to be more receptive to inquiry 

than a specialist located in a central office. To the extent that this 

is correct, a centralized system may be less responsive to clients and 

community groups.25 

Accountability~ as used here, refers to an identifiable person or 

group having the responsibility and resources to perform a function. Orga-

nizational structure may affect accountability by insulating.responsible 

officials from public scrutiny, or by placing the administrator and the 

agency's resources beyond community contrpl. For example, probation's 

treatment function may be So highly subdivided in an administratively 

decentralized system that no individual or group ls' accountable for the, 

total program. In politically decentralized systems, the problem is more 

likely to be that an official will be made accountable who does not: have 

the financial resources to carry out a program demanded by the state's 

minimum standards. 

Internal agency politics vary with degree of decentralization. Decen-

tralization may promote tension between generalist administrators and 

specialists. Specialists espouse the view that the generalist is politic

ally vulnerable and lacks expertise, while the ~ieneralist perceives the 

spec~alist as overly' narrow and uninformed as to the political realities 

of administrative situations. The power of the generalist is increased 

through decentralization while the specialist tends to profit from a 
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system of centralization. 

The separation of responsibility and authority within an agency is 

a second source of agency politics. 26 A system of decentralization may 

result in the responsibility for a nunction being located at one level 

while the authority or power to perform the actual activities ie placed 

at another. 

Administr~tively, a primary concern in selecting a level of govern-

. ment to perform a function is to determine which level can most I~ffective-

ly perform that function. A characteristic of probation-, like ether public 

t agencies, is tltat often there is no consensus on agenl!Y objectives. The 

adm1nistra,tive consequence of this is that agency leadership often does 

not have a clear mandate for its tasks, i.e., supervision, control, or 

treatment. Therefore, the organizational structure of probation must be 

flexible and have the capacity to act within broad and occasionally con-

flicting sets of goals. 

Secondly, in the delivery of public services, the most efficient and 

effective means of delivering probation services tend to be poorly under-

stood and division of labor among sub-units is difficult. Efficiency and 

effectiveness criteria are often replaced by activity measures and social ., 

or political criteria. 

Closely related to this is the consideration of the quantity and 

quality of information needed or available to monitor a decentralized 

field op~ration or intergovernmental system. The more ambiguous the goals 

of probation and its techniques are, the more. difficult it is to design 

an adequate management information system and the more difficult the task 

of decentralization becomes. However, even a centralized system for for-
11 I 

mulating policies may not be effective if production technologies are 
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ambiguous or public interest groups expect mUltiple and/or conflicting' 

outputs. Utt,de.r these situations t opeJ:ational units will have to maintain 

enough discretionary authority to respond appropriately to complicated 

changes and demands. Further, individual administrators will reqQire 
2-> 

reduced spans of contr;ol as the technology and social environment become 

more CO~91icated. 

Lastly~ most of the routini2:ation and established activity functions 

occur at the technical levels of the organization, Le., probatj.on officer 

level. Moving up the managerial hierarchy, responsibilities involving 

policy decisions become more complex. Therefore~ it becomes harder to 

decentralize managerial and policy-making functions effectively unless 

the objective of reorganizat~on is to divest the central agency of these 

functions. This is often the intent of political decantralizations; how-

ever~ one should note that while this can be ~ legitimate objective, it 

is unrealistic to decentralize these basic functions and still try to 

maintain central control ,of local jurisdictions. 27 

Summarizing the abovre, the following can be considered as major admin-

<c'istrative aspects of the centralization/decentralization issue: 

1. The degree of consensus and understanding of agency goals. 

2. The relative understanding o·f probation technologies. 

3. The degree of coordination necessary to perform. the probation 

function. 

4. The character of the social environment (legislature, public) 

within which the agency is opp.rating. 

5. The ievel of agency function considered for reorganization. 

The National Advisory Commission on Standards and Goals for Correc-

tions concluded its position on this issue with the following: 
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Uniformity in probation can be achieved only when there is a state
administered probation system. When it is simply not possible for 
a state to administeT a probatipn system, the state,througn a desig-: 

-nat~d agency in the executive branch, should be responsible for devel":' 
oping standards for local probation systems that provide for a minimum 
acceptable 11~Ne1 of functioning. State standards have a greater chance 
of being implemented if the state indicates a wil1ingrtess to share 
costs with local governments when standards are met and maintained. 

In addition to setting standards for local jurisdictions, the state 
agency should be responsible for establishing policies, defining s,tate
wide goals, providing staff training, assisting in fiscal planning and 
implementation, col.lecting statistics a,nd data to monitor the operations 
of local probation'agencies, and enforcing change when necessary. ThrQugh 
these means, a state-supervised program can bring about some degree of 
uniformity in operations throughout the state$' but not to the same de
gree as a state-adm:f.nistered program. 28 

Judicial or Executive Branch Placement 

A second related discussion concerning probation administration is 
,. 

whether it should be placed in the judicial or the executive branch of 

government. The controversy arises from the fact that the authority to 

use probation as a sentencing disposition with ~tatutory limitations re-

sides with the courts. "That authority ••• is not surprising when it is 

remembered that probation developed-out of the power of a court to sentence 

the criminal offender and ••• either its inherent or legislat~~e1y-grante~ 

power to suspend the imposition or eltecution of sexltence,29 Dee;p-ite the 

issue of the nature of probation (i.e., whether it is aszntence, or 8U8-
--------:-~ .. '-" 

pensirm,9f-s.entence imposit--tan, or suspensiOJlo£~e~tene90~xeeil~ ~cC~ 
_ .•. '::'-._CC-. 0_-_- -'~_--,_"co-_- ___ - __ =--~_. - _-'- ---"-- . - -.' ___ ::---,j::----

t:flere is agreement that the admf.nistra/tion VJ·~t1O~~:a disposition 

resides in the court. 30 
~

~ 

/~/ 

~/. 

If we use this po~ .. c af'Y-a-base on which to build a comprehensive 

a~~inistrative ~1stem, the next logical step would be to place the adminis

trative,;--co~trols where they will be effectivc;,not only in fulfilling the 
~ ~ 

/.'-:' .;-
_/Judicial role but also the accompanying &da1s of probation itself, 1. e. , 

/'/ 

/' 

supervision, provision of services, ti'eatment" and the supervision and 
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control of agency personnel. 

However, there is no consensus as to what kind of system best answers 

the above state<¥n~}ed. The following arguments are advanced by those who 

favor pla~~tl1e:n:c of probation administration with the judicial branch of 

1. "Probation would 'be more responsive to court directJoo. Through

out the probation process, the court could p~vide guidance to 
F 

proba-tiori workers and take cOrrectiv~/8'c't:l.on ~wft~ft- Indicated:,,3l . 

2. "This arrangement provides the: Judiciary with an automatic feed-. 

back mechanism on effec;tfveness of dispositions through reports 

filed by probat~on/staff.,,32 

3. "Courts 1!~',;i"~'greater Cll'1areness of J:'esource needs and'may become 

advocates for their staff in obtaining bett~r sepr-k.es."33 

4. "Increased use of pretrial diversion may be furthered ~~ plac~g 

probation in t~~ judicial branch. Courts have not been inclined ~ 

to transfer authority and, therefore, may set more stringent limi-

tations on the, discretion of non-judical personnel to release or 

divert than on judicial staff. ,,34 

5..,~:When probation is administered by a judge, there frequently exists 
.~;;:~ :.--;: - .-- - ," 

c: 

the kind of shared knowledge of function and communication about 

progll:'am content that is found nOWhere else in the correctional ap-

paratus. ,,35 "Judges more fully trust the information and services 

provided by staff under their i~ediatel control.·,,36 Judges gene-, 

rally are more at'1are of sentenc:i.ng alternatives and so can utilize 

different approaches as necessary to fit the individual offender. 

6. "Administration should be with the agency which provides the greatest 

flow of work; "Federal probation officers perfom 75% of their work 

for the courts. u37 And finally a compromise argument suggested b" 

27 



o 

7. 

0= 

the National Advi$ory Commission: 

"Courts at least should retain control over that portion of the 

staff performing services. for the courts (as distinguished from 

services to pretrial 'releases a~d probationers), and that juvenile 

intake services be under the supervision of the courtso.,38 

The arguments for placing probation in the judicial branch cent.er 

around the pr~viously-stated relationship betweEm-~h~>~~~~~t~·ana~r6~.tlt:ion; 

. that the Enithor::i.ty to grant the probation disposition resides with the 

court and is a natural outg!~owth of the power of a court to sentence'the 
., 39 

eriminal offender. However, as will be noted amollg argumen£SO'OPPosing 

placement wit.J;dn the judiciary, other subsystems of the criminal justice 

system located in the executive branch are able tp work effectively with 
.r:/·~: ~ 

the courts. 40 /;_-";',";-:5-' 

These opp~Sl~g arguments tend ~c be similar to the following remarks: 
.f...!~: ::'"' 

l~ ;!'~;n judgesd9 ,administeX' probation, a disproportionate amount 
~ - -_J-':"" _ r_. 

///~! time is spent on presentence investigation for the judges, 

forcing some neglect of the supervision of offenders. ,,41 

2. "Probation staff! may be assigned func.tions that serve legal pro-

cesses of the c,oU'rt and are unrelated to probation~ such as issue";' 

ing summonses, serving subpoenas, and runn~g errands for judges.,,42 

3. "Courts, part.iculaX'ly the cr~inal ~''llf'ts, are adjudicatory and 

regulatory rather than servic~ ... brientedbodies. Therefore, as 

long as prclbati9Ii remai .. ns part of the court setting, it will be. 

sUbservien'f."to the court·aTld wilJ.,.'tlot develop and identity of its 

Ir~f 
'Own"n<f 
_._',-r 

V 

'l:i)ii Nat1.QnalAdvisory Commission on Standards and Goals (NAC) has 
'-" . '.' . /-:: -' 

'~:" 

-}':) _::?trOrigly~~port:ed' execu17.zk branch placemen:t,- of probati~$.'"ag"trh~'Yro~ 

J 

" 



access to the budget process (legislature) and estab~lishm.ent' of priorities, 

and re.move'"the courts "f;'om aft inappropriate,~ rede" n44 r'the NAC did, ho~ever, 
suggest that: beca-ase;'6f the pr~_~ent mix~of arrangeme~ts among the states '" 

'i Q_. 

it may be necessary for state ageacy piobaejon employ~es to perform so~e 
r,; • _ ~.:; 

of their work under the direction of the courts. "It would be e~~ential in 

·'~?-,:o.~':::;:::.;z~;,::o~::~~h=an ariangement'-tna~--pro'Dat£(filCst~·f--take direction frow1the court anci 

I" 

I 

the court administration inestabl;shment of policies~ pro~edures~ and., 

performance standards for carrying ou,t their tasks and t'hat the probation 

division be responsive to the needs of thEt"court. ,,45 

Other arguments for placing probation admini~fration in the executive 

branch are: 

1. "All other subsystems 1;'or ca-rl:Ying ,Qut coprt dispositions of 

offenders Cltre in the executive ~ranch. Closer coordination and 

functional integration with other corrections personnel could be 

achieved by a common organizational placement, particularly as 
" 

connnunity-,based corrections programs increase. Furthermore~ job 

mobility would be enhanced if related functions are administra:

tively tied.,,46-

2. "The executive brancr/-c.on~ains the allied In,ul1an services agencies; 
/ 

where probay:~n'is also .. d:n the executive branch, opportunitjLes:j are C 

incre~d for coordination, 'cooperative endeavors, and comprehen~ll" 
, . .,-~ 

.si~e planning. n47 

,3. "Decisions involving resource allocation anct.xank1ug of priorities 

are, made by the executive b!:c,lnch'~nlch in turn are the basis for 

/:~;~~J;;:-i":~ieques~fEt'f;¥"f;~d;c-f;;~·-the legislature. When probatiQn is io.-
.. ;;%~ 

eluded in the total corrections systems, more rat:tonaI d.eei.siomf -
-;'. - . 
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abofit:clistribution of resources can be made. ,,48 
__ .--c"-;;----

4. "Probation administrators are ina position to negotiatetItid 

p~eseni the~~ case more strongly if they are in the executive 

branch. When probatioJt is' a part of tile court system the judge, 

not the probation. admi,nistrator, is responsible for presenting 
,:,-

-.;0' 

the budget request and acting as negotiator; a non-traditional 
. ,'J. 

role for the judge. tI 'f9 

Related to thi~i.ssue, alt1)ough it is primarily 

4'-'--'~'-~~' . 

. /-

~' ..,./~..;:;:~ 

administration of federal probation, i~.~t'n-~rpr·obation· servicepshould of'''''"?""'" 
/;>-;.:::> 

~?~ , 

be placed in the sameC!ge~~ responsible. for tha..;-proYecutio.n/of off..,emres. . 

The MA·Ad"i~ry ~ommi1::tee takes -~·-:;~:~:~OsitiO~.~/thi:":;~aniza-
,~ -' . ..---~,-,..~. ---- - - ~",;:;-Y;-"';;~>--

. :::>:'tianal"q ues tion: </'~'~ 

While the integratic,m of probJU;;t:Ort services with a state . corrections 
devartment ~gency may W.~j;:r-b~ sound, it is not so\!nd~ in the judge-'r, '" 
mant of the Advispry comnutiee; ° for probation serVices 7 or ind_eed~:.::,.-::- 0 

for any correctIons services ,". to be under the same organizational 
.struct!!l!·e' as that 'which directs the p~osecution of offenses. The 
potential cross-over which can exist under such a structure can be 
damaging ~in fact as well as in appearance. And Q:f course, the pri':' _. ,. ~?;:" ,;.o.,~ 
11lary relationships of the local probation -officer ,whether he g~E,s;:-=:.,,'/·' -' 
his job through the local court or through a statewide s;g~!t,~~~'-some 
sort, 1p.ust be with the local judge, not the loc;ak>p.ros~iitor. The 

.. ", judge is, ;n effect, the cQrrectiop:a~:J!.~in'ig(t'atc:r of the proba
tioners over whom he has c0l}.;t.p1:;:;'-trre probation. oJ.ficers are, in 

-effec,t, his adminis~W....:i~~;:"aS$istants in assuring that the day-to
day activi;1-~~~~;'t1ie~ probationers are properly d~lrected" o,Thepro-
~~.~'15ti'"ght to 'have nQ administrative role in either. t,he super

~_,,>,-,.'c~d,:;J·.c;:~vIsion of daily~ activi.t~es or in the corre.ctioJ;l.*':dec:l~stons whi~h 
:;:o~{,ry:..';.r-- shape the ~ourse of EUl3:individual probationer? S program.50 

.... - . ~'- {I -. d~;; 

Th:i:.s~:t:~1JIllentis primarily dir.~d against pla~~g the Federal pro
\. ~:; 

bationad~inistration within ~~e U.S. Department o~:'JUstise~~hiCh ~sthe .;:,.g?:C::;;-"=P 

. . '. _~!~~~J~ment:J'iI~,otffat'i~nothel:' consequence ••• w9JJlc:f be the damage to the 
. ....:~~~;.-0C,:;;-~·~;·~"'::-:..o .. ~.-. _c-- ,,_-- -c. 'I 

~. 

r¢lattonship between the probation officer and the probationeI;, who would 
\~- :;. /. ' 

know. that the man. supel'~rnghim. is a part of the departmE;nt that prose-

c~ted hini. nSl 
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The re$olution of the issue of placing pJ;obatica in t~\e,/judicial 
c:.' 

b:tctnch or the ~ecu~ive brall.ch, lik,e that of the eentr,alization/decentra-
-.--:.~-

I 

.J 

lization isswa, will depend 0\,1. an ana1y~is of each state t S existing cor~ (, / ~'/4i!f"1 

rec t~ons aysS-, Lt. political cl:lolate, i,t. cor~;~t<t"n"l needs, its finan;::, /"" "" ,':' r'~ :'1 

ci~l. ·res9urcee,* sttd'whether the eltisting st.!~teln is consideredeffecti've. 

The 

~;:;: 
~.p~/ 

.' correctiow:~e~,rganizatioil Re~~4i1!~: 
. -. - ..,-;:.:e)---

forego:i..ng ~j.sc\~ssionsof change. i!\- the 'organizational 
_.".' 

locus of 
'. .¢.I 

probation help to expose the issues in~{olved, but in a very real sens'it~;a;/,:>6 
- .(-i> -r"),.;!/ 

t~y/~~e artificial. Proba~ton does not exist in a vac~~::~~~~ or" 
!, " ~ _;,(~ •. -.c-j ....... "'~~ 

ill, probation"is a component in a complex cOl"rectiOns process, and it is 
~~:? 

, _// 
heavily :tnflucnced by tt'ends which affect coifections in general. A 

, (i ,.? 

recent .stugy by the Council of S~a1f~~;:rnments reports on a trend toward 
- __ "-",;-,,,,:;.'-""':'---52' 

unified state corre~,tif5fffJ-'systems. The study explores the impetus for 
_ .-ri:;-· ........ ..,. ~ y 

c. ( .. ,£.,.-:;.T.--:'-~~""-"' ;- , 

thi~_)lJ{Weill~ni:, as well as its polit:tf.'1i1, managerial, and program1llatic 
;::~ .. -::, . ..::.::1j:--."--"';' 

implications. 
-\ 

, ... ./ 

The 'study reviewed correctional reQrganizations which occurred during . 

the period 1965 through 1975. The states examined were: ~izona, COl9radQ, 

Delaware, :E'1o.~ida, Georgi:a, Illinois, Maryland, Ohio, and Oregon. The 
--::... 

study was designed to sample several different organizational struct~lis~ 
;. - -. /0>'-

F10ri.da, Gea!rgia; and Ohio were representative of states in wb1i!h/Jault and', .' ~;~.=:.=: 
.1 - _ ~_~_.;_-_-. ;.,_,:;:_;,..~:".c~!:;:~/,~;X% -:>c:~"~_cf'~;;;-' .) ,. -' 

juvenile pr~~grams wereadiilltiist'ered by separate cort'~"C}~onal ageneies. 
i ~_ ,0:"::::;:-- . ,.~ 

J ___ • c.:.::e:.,';;/'r---.-.:..-

,cAti:zona~ Delaware, and Illinois were examples of states in which correct:f,ons 

programs, b~th,adu1t and juv~n;f.le, were administered by 8, separate state 

agency ._~hile/~Cor';rado .ar~d Oregon ~ere; examples of states which admini~ter 
•• ) _____ -.c' . 

corrections ns.a. part' of an umbrella-type h\.1lI1an r~!:J9J,lrCeS department. " 
., .~ 

In ~ryland II correct40ns is also. undef an umb;ella agency, htlwever, it is . 

a Public Sa'fety agency which dif~ers ~onsiderably in philosophy from 
.I 

:r 

;{ it~· . 

.' .(#? 
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Human Resources departments. 

Data for this study were collected through personal interviews w.lth 

indiyidua1s either directly involved in the original cQrrectimls reorganl~ 

zation or currently involved w.lth the administration of corrections. The 

interviews were supplemented by secondary data such as annual reports, 
. 53 

transcripts of committee hearings, and findings of study comm~o ... 3<)ns. 

The interviews ttlere designed to address two major questions: (1) how 

was the proposal for reorganization evolved and adopted, and (2) what 

were the effects of organizational change on corrections programs, adminis

trative procedures, and intel:agency relationshi,ps. 54 Lastly, the 

experiences of the states were compared to allow the researchers to draw 

conclusions about the effects of corrections reorganizations. 

The fxndings of this ~esearch suggest that attempts to reorganize 

corrections are reflective of trends in the reorganization of state 

government in general and more specifically, the urging of successive 

national commissions investigating the criminal justice system. The trend 

is to move to unified corrections agencies and consequently a more centralized 

model. 

In general, one can expect reorganization to be viewed as an effective 
I 

. means of achieving more political accountability, managerial effectiveness, 

55 and, to a lesser extent, programmatic change. The study stresses the 

importance to corrections of the agency structure, suggesting that the 

structure will affect priorities among programs, the resourceo available 

to the agency, and the degree of ac~ountabi1ity of the agency adminis-

56 
trators. 

The source of the movement to reorganize. seemed to have some effect on 

the organizational placement of corrections. In instances where corrections 

reorgan~zation was part of a general state agency reform movement, 
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corrections tunctions tended to be placed under an umbtella agency such 8S 

Human Resources 0'1: Public Safety. However, when the reorganization 

movement was targeted specifically on corrections reform, the tendency was 

to create a separate corrections agency ~~th one administrator directly 

responsible to the governor. _ 

Evidence developed during this study indicates that either consolidation 

option (single agency or umbrella agen~y) enhanced managerial control by 

the governor. The ability of the agencyfs central office to control the 

activities of subordinate units within corrections was equally enhanced. 

This increase in central power, however, led to problems for lower manage-

ment levels. From a lower-level perspective, consolidation frequently led 

to increased delays in decision-making, loss of resources, and more 

57 
complicated 0~2rating procedures. Similar problems were expressed by 

higher level co~ections administrators operating ~n umbrella agencies, 

which no doubt represents a tang!ble effect of the loss of corrections' 

individual status in the larger agency. 

An expected benefit of combining corrections with non-corrections 

programs in umbrella agencies was an integration of all public safety or 

human services programs. Data from this research do not support the 

hypothesis of greater integration. In fact, administrators in the re-

organizations studied, " ••• reported no differe~ces in the frequency of 

contact or sharing of resources with such things as vocational rehabilitation 

58 units, mental health institutions or employment agencies." Additionally, 

significant philosophic~l disagreements over policy emphasis emerged when 

corrections became a part of all umbrella agency. Institutional.ivs. 

- community-based approaches to corrections and rehabilitation md1dels VB. 

security models were two a.reas ofpart!Cula~disagreement. These differences 
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were the sharpest when th.e umbrella ',agency was Human Resources and 

minimized when'the agency was Public Safety. 

The study ~ound that as the visibility of corrections increased, its 

funding increased. 'I~,the reorganization:resulted in an increase in the 

status of corrections in the b~~~aucracy, corrections administrators 

gained greater leve:rage with legislatures during budget negotiation. 

This trencll toward an increase in the visibility and legislative access-

ibility of correc,~tions may in part explain why, "In no state (studied) was 
59 

there an example of cost savings." and while the study did not assess 

the exact dollar cost of reorganization, it did conclude that reorganization 

60 
of any kind is expensive. It appears that promises of cost reduction 

resulting from correctional reorganization should be viewed with skepticism. 

Increased political visibility for corrections tended to act as a brake 

on program innovation. Administrators of ~nified separate corrections 

agencies are more vulnerable to political pr~Bsure thun their counterparts 

located in an umbrella agency. Unified sepat:'ate agencies reported an 

inability to maintain innovative aud somewhat, contx'oversial programs such 

as work release, community-based facilities, and pre'-release furloughs. 

In summary, the report concludes that major changes have occurred in 

corrections policy, upper-level managerial capabilities, resource a1lo-

cations, and program structure in all the states which attempted reorgani-

zation. Most of the changes are at least partially traceable to changes in 

the administrative structure. It is important to remember., however, that 

not all the consequences were intended; many llTOuld not have occurred, 

" ••• without appropriate shifts in other factclrs as well, including leader-

ship, levels of funding, changes in politicfu climate, and unexpected 
61 

crises." 
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Probation administrators can infer from this ~eport that their place-

ment in a more unified corrections system can hold out: the probability of 

both good and .i11. They may benefit from the overall increase in funding 

to corrections, from more sophisticated information systems, and from 

greater visibility to the legislature. The price fo]: these benefits, 

however, may be the loss of independent status and a consequent limitation 

of policy discretion, escalating political pressures on controversial 

programs, and possible loss of financial resourc·, .. to institutional 

programs. 

Two addition~~ ~. jdrvations with respect to probation should be made. 

First, the administrators of ~i£ied systems were not particularly 

successful " ••• in bringing probation personnel under central office 
, 62 

direction regardless of administrative location." Further, the report 

states that "the traditional close ties between probation personnel and 

local judges continued whether probation was previously a state or local 

responsibility.,,63 Both of these observations are important because they 

indicate the resiliency of current organizational arrangement and the 

futility of expecting rapid and complete change. 

Summary 

The focus of this chapter has been on the issues and arguments 

surrounding the administrative locus of corttrol for probation. We have 

presented both the theoretical implications of alte~native administrative 

arrangements and the results of the rather meager research available on 

the issue. Where probation will eventually come to rest in future state 

administrative structures is highly problematic. The trend seems to be 

toward unified state corrections agencies with a consequent dilution ,of 

the policy control exercised by probation administrators. Lt is highly 
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likely that t~ decisions to reorganize correct1ons which directly involve 

probation will be made at the highest administrative levels. This may 

mean that probation administrators' input into these decisions will be 

minimal, particularly if administrators ignore. the trend toward unified 

corrections and rigidly insist on administrative self-determination. 

Forwardlooking probation administrators will recognize the importance of 

these issues and begin to explore them and prepare their agencies for 

changes which certainly will come. 
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APPENDIX I-A 

Interstate Compacts on Probation 

Before completing a consideration of probation administration, we should 

mention the interstate 'compacts for supervision of probationers and parolees, 

both adult and. juvenile. Prior to the Crime Control Consent Act passed by 

Congress in 1936, there was no mechanism for supervising a probationer out-

side the state where he was convicted. Since in many instances the offender's 

home, relatives, and community ties were in another state, the probationer 

could not be provided superviaion in the very locale which, in theory, offered 

the best chance for success. 

Subsequent to 1936, a group of states entered into the Interstate Com-

pact for the Supervision of ?arolees and Probationers, through which they 

undertook to supervise probationers .and parolees for each other. lUI states 

64 
had signed the compact by 1951, and incorporated it into their state laws. 

The Interstate Compact on Juveniles, a similar agreement, provides for 

the return of runaways, escapees, and absconders, as well as for cooperative 

supervision of probationers and parolees. 

The Compacts identify a 'sending state' and a 'receiving state.' .The 
'f sending state' is the state of conviction. The' receiving state' is 
the state that undertakes the supervision. The offender must meet 
certain residence requirements with reference to the receiving state. 
Ordinarily, the probationer or parolee must be a resident ot the re
ceiving state, have relatives there, or have employment there. The 
receiving state agrees to accept the offender and give him the same 
supervision as is accorded a probationer or parolee in the receiving 
state. ·The offender who obtains the benefits of out-of-state super
vision waives extradition. The sending state may enter the receiving 
state and take custody of the probationer or parolee who has violated 
the terms of his release without going through extradition proceedings, 
and a supplementary agreement permit~ the violator to be incarcerated • 
in the receiv~~g state at the expense of the sending state, if both 
states agree. 
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The compacts apparen~ly work well with the exception of instances 

where probation is locally administered. Under these circumstances, 

Killinger notes that the me~hanism "does not work as smoothly for proba

tion supervision as for pa7cole supervision. "66 This last example illus-

trates one of the problems inherent in the present fragmented probation 

system. The lack of uniformity in the organizational placement of proba-

tion from state to state has impeded the development of effective treat-

ment and supervision strategies f~l out of state probationers. As was 

noted earlier, the deHvery of probation services and probation concerns 

are not bounded by jurisdictional lines within a given state and from the 

immediate discussion we can expand on this observation to include state 

borders as well. Any discussion and analysis of agency organizational 

structure and/or locus of control should consider a structure able to mini-

mize conflicts or breaks in the delivery of probation services Que to multi-

jurisdictional conditions. Up to this point, our discussion has· generally 

focused on probation as a separate entity within the criminal justice SY5-

tem. We have treated the question of organizational structure of the pro-

bation function within that frame of reference which assumes it will con-

tinue as an autonomous agency either at the state level or at the county 

or municipal levels of government. 
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ROLES OF PROBATION OFFICERS 

The information contained in this section is the product of a 

literature review conducted to investigate the role of the probation 

officer--how his role perception affects his performance and the super-

vision styles in the administrative con~extof the ageney. First; we shall 

consider a number of role typologies developed by experts in the field of 

probation. 
'\,\ 

Then, we shall examine research studies conducted to deter-

mine the validity of some of these typologies. 

Role TXJ?ologies 

In their 1974 studY' of probation, Jordan and Sas£y outline1 some of 

the major positions concerning the role of the. probation officer. For 

example; Ohlin developed the following typology of probation officer 

styles: 

I 

! 

1. The punitive officer who perceives himself 
as the guardian of middle-class morality; he attempts 
to coerce the offender into conformixlg by means of 
threats and punishment, and emphasizes control, the 
protection of the community against the offender and 
the systematic suspicion of those under supervision. 

2. The pt:otective officer who vacillat"es liter
ally between protecting the offender and protecting 
the community. His tools are direct assistance, 
lecturing, and alternately, praise and blame. He is 
perceived as ambivalent in his emotional involvement 
with the offender and others in the community as he 
shifts back and forth in taking side with one against 
the other. 

3. The welfare officer who has as his ultimate 
goal, the impro~d welfare of the client, achieved 
by aiding him in his individual a(Uustn:~nt within 
limi!:s imposed by the client 'og capacity ~ Such an \ 
officer believes that the only genuine guarantee 
of community protection lies in the client's 
(, 

c -
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parsonal adjustme.;nt since externa'l-'~ormit){ will j 
only be temporary, and- in the long run,,'-'miiy.;~~~k~q-.~., .' 
successful adjustment mbre difficult. Emotiona1~"":::"~"'-~:,~:._. 
neuttality permeates his relationships. The diag- . ('·'-:-f~::--.;;:..,.;.:", 
nostic categories and treatment skills which he ., .~~~ 

employs stc~~from an objective and theoretically- ] 
based assessmeIit of the client's needs and ,. . 
capacities.l . 

-~---

;1 Glaser extended this typology to inc'ltid-ea fourth category, '''t}1e 

J~ss1.w. officer:' wllo sees his' job as a sinecure requiTing only a minimum 
.'\ 
ef~ort. Jordan and Sasfy presented the four E~Ofogies in tabular form 

\' 
':-, 

in th~ following fashion. 

FIGURE 2.1 

TYPOLOGY OFsuiEkVTSION OFFlCERS2 

.. ~",,'''-------~-=-----'--------------------
----~=---~~------~~---~---------------------------------------

Emphasis on Control 

High Low 

§I ttl. 
Aj 

~I 
High I Pratective t- Welfare 

Office-r .' Officer 

0 

11l 
.", 
IJ) 
~ 

.= 
e 
~ 

Low 
Puniti,re , Past;live 
~(j-fficer Officer 

.. 
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Dale G. Hardman also considered the function. of;- the probation=c 

officer and added an add,ifl:onal factor-!~an expert in the use of authority.lI 

Ha.rdnuin believes that the~use of this toofby fhe~probation officer is 

-~'''''~c' ,c.x·ucial to his successful",~~~f(jrmance. "The worst p;robat10Il.off:i.cer is 
,"~--:~" -~, 

tble .on.s,'·~ho 'iails,=to define h~~.J~utn:6iU~~1~,;v:tngit· ~ddled· and nebulJ,~us 
:;::;:. " -' ,T~~ ... ~.. 1: . -"--- --'\ '--

~c in the':o£fen.dE;:r!~s£:m:t~d, thus necessitating his taking action to clar.ify it 
I 

I 

I 
f" 
I 

city: 

Heriffers the follQwing guidelines for the use of author-

/;('~~ 

1. Use it openly and honestly. 

·2";~~·-tise only that authority =~~~tadbYthe adminis-
trative ag~~y.·· .-'-~ ~ 

3. Clarify its1imits to the client. 

4. Be considerate, hOIl,est, and fair 

5. Insist that the client assume his responsibilities. ~ 

6. Resolve your own authority conflicts. 

7~ Execute it with empathetic understanding of the 
offender's tlotal needs as a person worthy of interest, 
respect, and affection. Your role should be recon
structive, not retributive. 4 

Thus, Hardman feels that once the probation office,r becomes an expert in 

the use of authod.ty, he can deliver his services in the lOOst efficient 

'1Uanner. In terms of the original Ohlin typolo&" it seems that what 

Hardman advocates ill a blending of' all three styles (punitive ll protective, 

and welfare) ,through the development in the probationer of healthy 

attitudes to-wards the u'.se of authority and, hence, responsibility-. ~ 

In a manner similar to t~at of Ohlin and Glaser~ Klackars presents 

a typology based upon th£~ working philosophy ,of the probation officer. The 

first style presented is .. that of Law Enforcer'. Such officers are primarily 

motivated by: (1) the court order (obtaining pffender compliance with it), 
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(2) his authority, (3) his decision-making power, (4) officer responsibil-

ity for the· public safety, and (5) police work- probation officer as 

policeman of the agency.5 The second cat~gory is the Time Server who 

feels that his job has certain requirements to be fulfilled until retire-

mente He has no jobasptrations - "They don't make the rules; they just 

work here. ,,6 The third style is followed by the Therapeutic Agent who 

views his role as ~~ administrator of a form of treatment (usually case

work-oriented) to help the offender. 7 Finally, the Synthetic Officer 

attempts to blend treatment ana law enforcement components by "combining 

the paternal, authoritarian, and judgmental with the therapeuticu•8 The 

Synthetic Officer unknowingly attempts to solve what }ti.les calls "the 

probation officar's dilemma" b~ balancing administration of criminal 

justice (offender as wrong - but responsible for his behavior) with 

treatment (casework, offender as sick) goals. 9 

Quasi-Judicial Roles 

Czajkoski builds upon the law enforcement component of the 

probation officer's job by developing the concept of his quasi-judicial 

role. Czajkoski builds his case upon five lines of functional analysis. 

The first is plea bargaining and the abdication of the judge from 

sentencing decisions. Since the probation decision is now largely deter-

mined by plea bargaining, the author cites Bltmlberg' s argument that the 

probation officer serves to "cool the mark" in the confidence game of 

plea bargaining by assuring the defendant of how wise it was for him to 

. 10 
plead guilty. Thus, the probation officer simply certifies the plea 

bargaining process - a task which Czajkoski maintains undermines the 

professional role of the probation officer. 
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The second line of quasi-judicial functioning by the probation 

officer occurs at the intake level. For example, at the juvenile level, 

the probation officer is often asked to decide which cases are appropriate 

for judicial processing.ll Like the prosecutor, this function permits the 

probation officer to have some control over intake to the court. 

The third quasi-judicial function of the probation officer concerns 

setting the conditions of probation. The judge often gives the probation 

officer such powers. This often leads to discretionary abuses, since 

indefinite conditions (often moralistic and vague in tone) can become a 

vehicle for maintaining "the moral status quo as interpreted by the 

probation officer.nl2 In addition, probation conditions can usurp or 

become substitutes for certain formal judicial processes. For example, 

the monetary obligations of the probationer (for example, supporting 

dependants) can be enforced by the probation officer, rather than by a 

court which is specifically designed to handle such matters.13 

The fourth quasi-judicial role is concerned with probation violation 

procedures. Czajkoski contends that such procedures are highly discre-

tionary, especially in view of the vague and all-encompassing nature of 

the probation conditions, which are usually not enforced until the officer 

has reason tQ believe that the probationer is engaged in criminal activity. 

The final quasi-judicial role of the probation officer concems his 

ability to administer punishment. Since the officer may restrict the 

liberty of his charge in several ways, this is tantamount ~p punishment.l4 

In this fashion Czajkoski highlights some of the actions oit the probation 

officer whi(!h relate to his function as a quasi-judicial official. 

A similar "unveiling" function is performed by Tomaino in his 

article on the "Five Faces of .Probation. II The heart of his presentat;f.o~ 
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revolves around the following grid:15 

FIGURE 2.2 

PROBATION GRID 

'the 1/9 Face 
Help-Rim-Understand 

~ Probationers will want 
to keep th~ rules once 
they get insight about 
themselves. -The P.O. 

00 should be supportive, 
warm and non-judgmental 
in his relations with 

.... them. 

The 9/9 Face 
Have-It-Make-Sense 

Probationers will keep 
the rules when it is 
credible to do so be
cause this meets their 
needs better. The P.O. 
should be open but fir~ 
and focus on the content 
of his relations with 
probationers. 

The 5/5 Face 
Let-Him-Identify 

~ ..;t. 

~ I 

Probationers will keep the rules 
if they like their P.O. and iden
tify with him and his values. The 
P.O. must work out sol:i,d compro
mises in his relations with the 
probationers. 

~ 
o 
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I 
I 
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The 1/1 Face 
It's-Up-To-Him 

Probationers should 
know exactly what they 
have to uo, what hap
pens if they don't do 

~ it, and it ls up to 
them to perform-

1 2 3 4 5 

CONCERN FOR CONTROL 
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The 9/1 Face 
Make-Rim-Do-It 

Probationers will keep 
the rules only if you 
take a hard line, ex
~rt very close supervi
sion, and stay completely 
objective in your rela
tions with them. 

6 7 8 



For Tomaino, the key probation officer role is the "Have it Make Sense" 

face which attempts to integrate the often-conflicting concerns of societal 

protection and offender rehabilitation. Accordingly, Tomaino recommends 

that the officer stress goals, not offender personality traits, to "organize 

legitimate choices through a collaborative relationship which induces the 

client to act in accord with prosocial expectations. illIG 

Counseling ~ 

A different but related role for the probatioDl officer is also 

present:ed by Arcaya, who stresses the counseling aspect of probation. 

Arcaya recommends that the officer adopt a "dwalling :presence" in which he 

openly accepts the ambiguity of feelings and responsibilities attached to 

probation work and uses it to develop an awareness. of the officer's own 

humanity within the clientQl7 To accomplish this obje:ctive, the officer 

should utilize "active listening"-- putting aside I,f all preconceptions 

'and thue. permitting the probationer to define himself l!nd "responsive 

talking"-- a dialogue with the probationer to contextuc:tlize and situate 

the probationer's world in the knowledge that the clie11t can serve as his 

own best advisor .18 In this fashion, the officer can dllavelop a style of 

empathetic understanding which goes beyond his original preconceptions. 

Unlike the previous authors, Smith and Berlin COIllsidar the role of 

the probationer as an involuntary client. According to the authors, the 

probationer qualifies as an involuntary client due to the "degree of 

injury to self resulting from disregarding the conditionl; established by 

the agency. ,,19 In view of this occurrence, Smith ~d Berlin suggest that 

the probation officer adopt the role of "community reSOl1rce agent" to 

bring the offender into contact with the agency and CODmnlnity resources 

which were designed to satisfy those needs. 20 
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Probation Off~~ers' Self-Images 

At this point, let us consider the findings of three studies which 

attempted to test the existence of these "role images" of the probation 

officer through field research. 

In a study undertaken in 1961, Miles surveyed all probation and 

parole officers on duty in Wisconsin on a single day (July 1, N-116). In 

addition, 48 officers were interviewed and accompanied into the field by 

researchers. On the basis of those data, Miles discovered that a majority 

of these officers held a basic identification with the field of correc-

tions (61.5 percent). The clear majority of individuals identified them-

selves as probation officers when dealing ~~th judges (81 percent), 

social agencies (69 percent), and potential client employers (79 percent).2l 

These officers emphasized their identification with correctional work and 

did not wish to have this primary link absorbed by another area, for 

example, social work. 

The survey also uncovered what is considered to be the basic dilemma 

of probation in terms of its primary goal--offender rehabilitation or 

societal protection. Apparently, experience plays the key role in the 

resolution of this problem by the officer. The experienced.officer cited 

societal protection as his primary responsibility ~lile seeking to maximize 

the client's potentialities in a non-therapeutic manner. On the other 

hand, the inexperienced officer is more concerned with his therapeutic 

function.2~ It appears that this dilemma is resolved with the passage of 

time, by the novice officer either resigning his position in frustration 

or adjusting his conceptions to meet those of the more experienced 

majority. Miles concludes that, until the state agencies provide precise 

definitions of the functions of probation and parole officers, this 
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fundamental goal dilemma will no& be resolved. 

In a similar study, Sigler and Bezanson conducted a survey of a 

random sample of New Jersey probatipn officers in an attempt to elicit 

their role perceptions. The authors randomly selected 130 of a total 

population of 522 probation officers serving in New Jersey's 21 counties 

and reported a response rate of 55.4 percent (67/130). As Table 2.1 

below illustrates, in every case, the probation officers asserted their 

desi.re to be identified with the field of probation. 

TABLE 2.1 

PREFERENCES FOR IDENTIFICATION23 

1. Preference for Identification by 
Judges 

2. Self-Identification 
3. To Employers of Probationers 
4. Description of Their Professional 

Activities to Community Leaders. 
(Correctional Work) 

5. To Friends 
6. To Police (Representative of the 

Probation Department) 

Percentage Citing 
"Probation Officer" 

79% 

66% 
76% 

35% 
62% 

85% 

The implication drawn from this survey is that probation officers believe 

that probation is an autonomous entity and should not be confused or 

identified with other criminal justice agencies or functions. 

In a similar study, Van Langingham, Taber, and Dimants sent ques-

tionnaires to 417 adult probation officers in selected probation services 

differing by region, level of urbanization, and level of education and 

recorded a reSpOT.1Se rate of 85.1 percent (355/417). The subjects were 
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asked to rate the appropriateness of fifty-two tasks performed by proba-

tion off .Lcers. 
24 

These respondents had the following characteristics: 

1. Sex: Male (90 percent) 

Z. Mtdian .Age: 36 yeat:'s 

3. Education: 

a. Bachelor's degree: (88 percent) Sociology was 
the main subject of undergraduate study (28 
percent of the B.A. degt:'ees). 

b. 62 percent had attended graduate school. 

c. 16 percent had received Master's degrees. Of 
these t approximately 50 percent were from 
Social Work. 

The seven categories were ranked by their degree of appropriateness 

by the respondents in tbe following manner (from most appropriate to 

inappropriate): 

1. Referral Function: Probation office~ refers 
his client to other community resources for help or 
assistance. 

2. Advice and Guidance: Providing fairly direct 
advice or guidance for day to day living. 

3. Court Consultant: A well-established role in 
which the probation officer interprets for the court 
the social and personal factors of the client for 
decision-making purposes. 

4. Psychotherapy: Utilizes the techniques based 
largely upon psychological orientation and is concerned 
with deep-seated emotional problems. Only agreed upon 
for use with the "unduly suspicious," "reckless risk
taking" or alcoholic probationer. 

5. Law Enforcement: Detecting andapp:rehending 
violators. Only considered appropriate for t.wo 
examp1es--checking to see if an alcoholic prolbationer 
is attending AA and if a probationer has made court 
appehrances without your knowledge. 
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6. E!7!virc.nmental ~1anipu1ation: Attempt to 
directly influence the persons and organizations 
important in the prob~tioner's adjustment. In this 
case, only one example was considered appropriate-
speaking to a loan company on a probationer's behalf. 

7. Conduct Establishment and Enforcement: The 
use of the officer's authority to attempt to coerce 
the probationer into behaving in accordance with the 
prevailing system of the community as perceived by 
the officer. In this category, none of the tasks 
reached the required level of ap~riateness (67%).25 

These ratings give some indiGation of the function of the probation 

officer considered most proper by field practitioners. The ranking order 

evident in this study, particularly the importance placed on the referral 

and guidance functions, is significant, and may reflect the large number 

of college educated probation officero in the sample. 

Role Perception and Job Satisfaction 

Mahoney tested the hypothesis that probation officers who had 

different role perceptions would also have different levels of job satis-

fact.ion. Mahoney defined his three role perceptions in the following 

manner. 

1. Advocate: The primary task of the officer 
is one of enlisting in the cause of the client, being 
a supporter, advisor, and representative in dealing 
with the court, police and other agencies. There is 
a high stress upon the offender and the community. 
The officer is an integrator of community resources. 

~. 2. Counse1.or:The primary task of the officer is 
one of therapist and confidant. A supportive atmos
phere of trust and understanding to foster insight in 
the client is stressed. 

3. Enforcer: The primary task of the officer 
is one of law enforcement function. This involves 
investigation and surveillance stressing the protec
tion of community standards. 26 

In his sample of seventy-five officers from the Kentucky DiviSion of 

Community Services (total N=ll5), Mahoney found no appreciable difference 
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with regard to their role perception and job performance. In fact, 

Mahoney concluded that, since the seventy-five officers surveyed were 

distributed fairly evenly among the three role categories, there is an 

apparent lack of consensus regarding the proper role for the probation 

officer. The same conclusion could be reached concerning the studies 

previously cited in this section. 

Role of the Probation Supervisor 

Another aspect of role perceptions of probation officer is the role 

of th~ probation supervisor. In his 1963 article, Garrett stated that the 

primary function of the probation supervisor should be to counsel his 

office.rs-Ifto improve their abilities and skills, they must have effective 

and meaningful assistance from capable supervisors.u27 Garrett believes 

that the ideal supervisor would possess the fo11owillgtraits: 

1. He should believe that the performance 
level of each probation officer can be raised. 

2. He should view the probation officer as 
an i:nstrument to raise agency performance • 

3. He should exhibit dedication, sensitivity, 
and perceptiveness. 

4. His staff should fully understand the 
functions of his position. He should make 
periodic evaluations of his staff, including 
a full outline of their duties. 

5. He should adopt a "non-critica111 manner 
of supervision (i.e., the use of open group staff 
meetings) • 28 

Thus, the supervisor's primary rol~ is supportive, facil.itating the 

performance of his officers. 

Carrera outlined some of the major responsibilities of the 

probation supervisor. First, he has an educational responsibility to his 

officers--teaching and training to develop expertise and competence. 
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Second, he has administrative and managerial responsibilities: (1) to 

communicate, interpret, and clarify policies and procedures,'(2) evaluate 

workers, (3) supervise case decisions, and (4) to see to it that the work 

flow is carried out in accprdance with agency goals. Third, he has a 

responsibility to the community and, fin&1ly, a commitment to adapt 

agency policies and procedures to meet/the changing realities of proba

tion. 29 

In similar fashion, Cohen lists three main purposes of supervision. 

First, the supervisor should ensure a minimum of professional performance. 

Second, he should directly affect the performance of officers and, indi-

rectly, that of the clients. Finally, the style of supervision should be 

determineld by the supervisor, supervisee, and their setting.30 Cohen 

lists the following components of the supervisor's role: 

1. Consul tant: Offers knowledge based upon 
experience and non-coercive advice. 

2. Teacher: Exploits certain situations for 
their generalizability. Builds upon his wide 
access to a number of resources. 

3. Supporter: Relieve tensions caused by 
the probation officer's job. 

4. Judge: Determines whether or not the 
"functi<.nal distance" between officers and their 
clients is maintained. 

5. Representative of the Administration: 
An "Iil. Between" position. 

a. Identify with the Administration: 
Emphasize standardization of policies 
and services. 

b. Identify with the Field: Supervisor 
views himself as an upgraded probation 
officer, whose loyalty and identificatio~ 
remain with the field. 



r 

c. Maintaining an In-Between Position: 
Determine your location on a case-by-case 
basis, retain flexibility.31 

Cohen states that supervision could develop in several ways in the future. 

The probation officer could be held accountable for his work as an official 

of public office and an officer of the court, or the officer's "profes-

sionalism" could be supervised. This final choice involves a stage by 

stage progression beginning with individual supervision (reviewing !!h 

cases at first--search them for their learning potential), group super-

vision (peer responsibility and discussion), and peer supervision 

(gradual takeover by group members).32 These changes should attract 

creative and competent individuals to the field of probation supervision. 

To the best of our knowledge, no studies have been conducted to 

determine the effect of probation officer role perception upon client's 

outcome. The need for such information is apparent. In fact, it should 

be possible to frame different evaluation strategies to meet the primary 

concerns of each role typology. For example, the "referral agent" role 

could be evaluated in terms of the number of successful referrals made 

in addition to recidivism-related measures: In this fashion, the fina1~ 

and to some, most important question regarding probation officer role 

perceptions could be answered. 
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CHAPTER III 

ISSUES IN CASELOAD MANAGEME~T 

Introduction 

Probation practice :I\n the United States requires the probation agency 

I;, to standt ready to assist .. the CQurt both during and following the crimi~al 

sentencl;ng process. Before sentencing, the agency may be required to 

provide a pre-sentence investigat10n report, which is intended to make 

available to the sentencing judge the type of information llbout the 

offender which the judge can use in the process of selecting the most 

appropriate sentemce for the offender. In order to avoid undue delays in 

the sentencing process, most Courts require that pre-sentence"investiga-

tion reports be completed and submitted within a specified period of time. 

To comply with the orders of the Court, the probation agency must be 

organized in such a way that sufficient personnel can be made available 

in order to complete the required number of pre-sentence investigation 

reports in an acceptable and timely fashion. 

The second, and perhaps larger, duty of the probation agency is to 

assist the Court after the sentencing process. This duty requires the 

agency to accept for supervision all offenders who h~;ve been placed on 

probation by the Court. Depending upon the jurisdict:f.on in which the· 

agency is located, the offenders placed on p.robation may have committed 

, almost any type of criminal offense, and may range from first offenders 

to "career" criminals. The numbers of offenders selected for probation 

may vary considerably o~er time, depending upon the state of the law in , , 

the jurisdiction, the po1itical climate in the jurisdiction, an~ the 
II 
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prevailing philosophy toward the use of probation of the sentencing j 
judge. In addition, the individual offenders placed on probation will 

vary considerably in the types of living problems (e.g., alcohol or drug 

abuse, family situation difficulties, lack of education or employment) 

which they face. Finally, there is likely to be at least some variation 

among probationers with respect to the type and extent of probation con-

ditions imposed on them by the sentencing judges. As with the pre-

sentence investigation report requirement, this post-sentencing 

supervision duty of the probation agency necessitates an'organizational 

structure which will enable the agency to efficiently and effectively 

handle the amount of work assigned by the Court. 

Considering the complexity involved in c')mplying with these duties, 

it 1s obvious that the probation administrator will be faced with a 

number of critical management problems. How can the agency be structured 

in order to ensure that both the investigatioi} and sU11',ervision duties can 

be met? Should all probation officers be expected to perform both the 

investigation and supervision duties, or should officers be requvced to 

specialize? How can the agency efficiently handle the volume ofproba-

tioners assigned by the Court? What are the different ways in whltch 

probationers can be assigned to individual officers' case1oads? Clm the. 

level or intensity of supervision be differentiated for various classes 

of probat:f.oners? How can the diff~rent livi.ng problems of probation~~rs 

best be handled? Should all probation offi.cers be expected to handle every 

kind of probationer problem, or should individual officers develop areas 

of specialization? Should the agency adopt a casework approach to pro-

bation supervision, or would a brokerage approach be more appropriate? 
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Whae advantages might there be for organizing the probation officer force 

i~to teams, rather than utilizing the traditional single officer caseload 

model? 

The answers tu these questions for any specific probation agency will, 

of course, depend on many factors, including the prevailing philosophical 

and structural orientation of the department, the extent and direction of 

the flexibility possessed by the departmertt, and the resources f both 

financial and manpower, available to the department. The discussion of 

these issues will focus on the organizational and administrative impli-

cations of various caseload assignment and supervision strategies. Our 

emphasis on the advantages and disadvantages of the techniques as revealed 

by the experiences of other departments can serve as an aid to the admin-

istrator who is attempting to select techniques appropriate for his agency. 

It should be noted at the outset that many of the issues which will 

be discussed separately are, in reality, closely intertwined. These 

discussions should not be interprE:ted as "either/or" prescriptions. 

Rather, many of the strategies can easily be mixed into a variety of 

combinations. Treated separately, however, the issues to be discussed 

are: caseload assignment models, differentiated supervision levels, 

generalized vs. specialized caseloads, functional specialization, single 

officer caseloads vs. team caseloads~ the casework approach vs. the 

brokerage approach, and the concept of workload. 
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C~~~load Assignment Models 
.J 

One of the first questions which a probation administrator must 

answer is how to appo~~ion all of the probationers assigned by the Court 

to the available probation officers. There are several ways in which 

case load supervision strategy adopted by tbe agency. Carter and Wilkins! 

have developed an excellent typology of caseload models which represent 

the major variations in assignment strategies. Underlying thei~ typology 

is the assumption of the heterogeneity of the probationer population. 

This assumption recognizes that probationers as individuals will vary 

considerably, regardless of the characteristic in question. The models 

contained in the Carter and Wilkins typology are differentiated by the 

extent of their dependence upon discrimination among probationers based 

on similarities and differences of given probationer characteristics. 

The first model is called the conve.ltional model. This model is 

entirely independent of any consideration of the differences and similari-

ties among probationers, and probationers are randomly assigned to 

available probation officers. Because of the random distribution of the 

probationer population among caseloaas, each probation officer handles a 

case10ad which is a miniature reproduction of the entire ~robationer 

population including, of course, the wide variations in personal 

characteristics. With the conventional case10ad model, then, the 

probation officer must be able to super-rise any type of p~'obationer who 

happens to be assigned to his caseload. 

Closely related to the conventional model is the numbers game model. 

This model may also ignore differences and similarities among probationer 
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characteristics. The object of this model is to numerically balance all 

of the caseloads within the department~ This balancing may be accomplished 

with or without tak:i,ng the ~ersonal characteristics of the individual 

probationers into account. The. numbers game model may be appro3Ched in 

two ways. First, the number of probationers to be supervised can simply be 

divided by the number of probation officers available to the department. 

Thus, if the department has ten probation officers and eight hundred 

probationers, every officer will handle a caseload of eighty. Second, 

the department can select an "ideal size" for each caseload and divide the 

number of probationers by this "ideal size," yielding the number of 

necessary probation officers. lTnder this method, it a department has 

eight hundred probationers and has selected fifty as its lIideal size" 

caseload, then it must provide sixteen probation officers. In addition to 

use with the conventional model of assignment, the numbers game model may 

also be used in modified form with the other assignment models discussed 

below. 

The third assignment mod~l is called the conventional model ~ 

geograehic considerations. This model differs from the above-described 

conventional model in one respect: the caseload is restricted to 

residents in one type of geosraphic area, i.e., urban, suburban, or rural. 

Given the travel time ~nvolved in. supervising an entirely rural caseload, 

the size of a rural caseload is generally smaller than those of suburban 

or urban caseloads. The caseloads, however, remain undifferentiated on 

the basis of the personal characteristics of the probationers, except to 

the extent that the characteristics of urban, suburban, and rural probation

ers may vary. 
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The remaining two assignment techniques are distinguished by their 

recognition of the presence of important similarities and differences 

among probationers. The most elementary of these techniques is called 

the single-factor specialized caseload model. This model groups proba

tioners together on the basis of one single characteristic which they 

share. Examples of the types of characteristics include: drug or alcohol 

abuse, mental reta.rdation, age, sex, type of offense, and high potential 

for violent behavior. The existence of one shared cbaracteristic 

notwithstanding s the probationers within each Single-factor specialized 

caseload may vary widely on other characteristics. For example, a 

caseload restricted to offenders between the ages of eighteen and 

twenty-one may still include individuals who differ considerably on many 

other variables. 

Finally, there is a more complex model called the vertical model. 

This assignment rodel is based on the classification of probationers by 

more than one factor or characteristic. Often this classification is 

accomplished by the use of one of the various prediction devices which 

attempt to estimate the chances for a particular probationer to succeed 

or fail under probation supervision. These prediction deVices ;lre able 

to take into account a wide variety of individual characteristic~ and 

stress the similarities among individual!a., Having classified all pro'

bationers in the agency case10ad accord1(ng to the chanees of succe,eding 

or failing on probation, this classificatory scheme can then be used in 

order to create individual caseloads composed of ~robationers who have 

roughly the same chances of success a.r failure. This lOOdel is referred 

to as "vertical 11 because it divides the ojcfender characteristic curve i.nto 

vertical slices in order to create caseloads. 
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In determining caseload size, all of the permutations of the 

numbers game approach can be applied to both the single-factor specialized 

caseload and to the multi-f'.3.ctor classification caseload. It is particu-

larly applicable to the latter, since caseload size can b~ decreased in 

caseloads· composed of probationers with a high risk of failure and 

increased for those caseloads composed of low risk probationers. 

Administrators should keep in mind the potential implications of 

these assignment techniques on the operation of their agencies. Each 

model may require a somewhat different ratio of probation officers to 

probationers, different education or training for probation officers, 

and may tend to suggest different caseload supervision strategies. For 

example, the numbers game model has obvious implications for the number 

of probation officers which the agency must employ. In addition, the 

creation of any type of specialized caseload may require special in-service 

training for probation officers or may actually indicate the recruitment 

and hiring of new probation officers already trained with the skills 

necessary to supervise a special group of probationers. The selection of 

a given assignment technique may also ltave implications for the use of 

paraprofessionals and/or volunteers. Specialized caseloads, in particular, 

may be well-suited to a paraprofessional who has experienced and overcome 

a type of problem (e.g., alcoholismf drug abuse) which is used as the 

basis for caseload assignment. This is also true for volunteers, who 

may bring specialized talents and skills with their service. It is 

important to consider the implications of the numbers game and vertical 

I 
models on the use of volunteers and paraprofessionals. Bo~h volunteers 

and paraprofessionals can be an important tool in the handling of 
I 
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extremely large case1oads '1 regardless of the risk classification of the 

probationers. On the other harld f they can also be used with smaller 

caseloads, especially those co'mposed of high risk probationers. 

In addition to these op~rational considerations, the choice of an 

assignment model can affect the viability of certain supervision strategies. 

A number of supervision strategies will be identified and discussed in the 

following section. The Bldvantages, disadvantages, and operational 

examples of these strategies will be presented, and the strategies will 

be linked, where appropriate, with potentially viable and reasonable 

assignment mode[s. 

Caseload Supervision Strategies 

This section of the discussion of issues in caseload management will 

focus on five different types of supervision strategies which a probation 

agency may use. These strategies determine how the individual caseloads 

are handled after the probation population has been assigned to them. 

The five strategies - differentiated supervision, generalized vs. 

specialized supervision, functional specialization, single officer vs. 

team supervision, and casework vs. brokerage - will be described in terms 

of their purposes, loperation, advantages, and disadvantages. Examples of 

existing strategiesl will be presented, and the experiences of the imple

menting probation agencies wil: be noted. Finally, we include a discussion 

of the concept of workload, which is of importance both in caseload 

assignment and caseload supervision. 
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Differentiated Levels of Supervision 

During the past two decades, probation departments in the United 

States have devoted a great deal of attention to case load sizes and their 

effectiveness. This interest spawned several projects which varied the 

level of supervision and examined outcomes for different types of proba-

tioners. In their Technical Issue Paper, Gottfredson, et al., discuss 

some of these caseload projects and point out that virtually all of the 

studies concentrated upon the examination of outcome indicators, notably 

recidivism, and overlooked the organizational and management implications 

of differential supervision. 111is section summarizes the definitions of 

levels of supervision, how the different levels of supervision translate 

into levels of contact and service delivery, and suggests some management 

issues regarding this subject which are not addressed in the literature 

and which could serve as a basis for future study. 

Intensive Supervision 

(1) Defini.tions: 

The first phase of the well-known San Francisco Project studied 

the effects of differing levels of supervision on randomly assigned 

federal probationers. In their report on the intensive segment of the 

project, Lohman, Wabl, and Carter define intensive supervision as: 

a twenty-five unit workload based upon an average of 
twenty cases for supervision, including probations, 
parolees, and mandatory releases, and an average of 
ot'le presentence investigation and report per month. 2 

In an experimental project in Florida, Nath, Clement, and Sistrunk state 

that the Intensive Supervision Project (ISP) consisted of supervisors 
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with a reduced case10ad of 35 clients and three investigations per month 

(50 workload units).3 

In a Philadephia study, intensive supervision clients were defined as: 

1. S/he is in the eight-week evaluation period; 

2. The probation officer is the primary treatment agent, i.e., the 
client is usually being seen four times/month; or 

3. The client is receiving ongoing primary treatment elsewhere and 
the probation officer is

4
seeing the client on a.moderate basis-

usually two times/month. 

The intensive supervision component of the Denver High Impact Anti-

Crime Program utilized a team approach to supervision. The three 

geographic areas of Denver which had the greatest number of residents on 

probation or parole (northeast, northwest, and southwest) had community 

offices staffed by three probation officers and served a total 217 proba

tioners in a 15 month period in 1974-75.5 

The findings from these projects support the assumptions about 

intensive supervision stated by Banks, et a1., in their Phase I Evaluation 

of Intensive Special Probation Projects.6 The major assumption with 

intensive supervision is that a multitude of benefits will flow from the 

increased contact between the officer and his client including! 

1. Increased officer understanding. 
2. Development of better skills in matching 

services to clients needs. 
3. Better diagnostic assessments. 
4. Improved treatment judgments. 

Thus, the implied assumption is that the following causal link exists: 

Decreased 
Caseload --i)'!iJ 
Size 

Increased 
Contact > 

Improved Service Reduction 
Delivery & More --->.;a in Recidi
Effective vism Rates 
Treatment 
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(2) Levels of Contact: 

As expected, levels of contact are addressed in each report in 

various ways. Tables 3.1 - 3.3 represent data presented in the individual 

reports. 

TABLE 3.1 

LEVELS OF CO~ITACT: FLORIDA PROJECT 7 

A. Mean Number of Contacts by Supervisor per l-fonth 

!ype of Contact 

With Offender 
With Offender's Family 
With Offender's Employer 

Experimental 

2.12 
.97 

1.12 

Control 

1.35 
.53 
.51 

B. Mean Number of Hours Spent in Contacts by Supervisor per Month 

Type of Contact Experimental Control 

With Offender 
With Offender's Family 
With Offender's Employer 

1.12 
.39 

.• 36 

.53 

.09 

.07 

--------------------------------------------------------------,-.-------
Table 3.1A reveals that the experimental grGUp received more contacts in 

each category from the supervisor (probation officer) than the control 

group (composed of supervisors with caseloads of 70 clients and 6 investi-

gations per month) and these differences were reported to be statistically 

significant (alpha level of ~05 or less). Similarly, Table 3.1B presents 

data which demonstrate that an increased amount of time was spent in 

contacts (total time investment) for the experimental group. The data 

thu~ support the contention that intensive supervision leads to increB~ed 

contact between the supervisor and probationer. 
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TABLE 3.2 

LEVELS OF CONTACT: PHIlADELPHIA PROJECT8 

--------_ .. -------------------------.----------------------------------------
A. Client Contac,t and Supervision Status 

Supervision Status. Average Number of 
Monthly Contacts 

1.27 Minimal 
Moderate 
Intensive 

1.72 
2.68 

B. Client Contact and Case10ad Size 

Caseload 
Over 60 
40 - 60 
Below 4·0 

Frequency of Contact 
1.04 
1.34 
1..40 

Number of P.O.'s in Group 
9 

41 
29 

Rather than using comparison group, the Philadelphia Project compared 

contact levels between the three levels of supervision used within the 

experimental unit, and the findings tend to support the hypothesis that 

intensive supervision leads to increased contact. 

TABLE 3.3 

LEVELS OF CONTACT: SAN FRANCISCO PROJECT9 

70 "Intensive'" Supervision Cases, Northern District of California 
September 1964 - November 1966 

NUMBER OF CONTACTS All "Intensive" 

Less than 5 
6 - 10 

11 -15 
21 - 25 
26 - 30 
31 - 35 
36 - 4.0 
41 - 45 
46 - 50 
51 - 55 

TOTAL 

SU2srvision Cases 

Percent 
of Known 

Number Total 

__ 7~0~ __________________ =1~00.0 
4 '5':7"-
4 5.7 
9 12.8 
4 5.7 
3 4.3 
3 4.3 
o 
5 7.1 
4 5.7 
o 
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Table 3.3 (Con't) 

NUMBER OF CONTACTS All "Intensive" 
Sur.ervision Cases 

Number Percent 

56 - 60 
61 - 65 
66 - 70 
71- 75 
76 - 80 
81 - 85 
86 - 90 
91 - 95 
over 100* 

* 114, 120, l25~ 168, 169 

TOTAL 70 

7 
3 
5 
5 
2 
1 
1 
1 
5 

of Known 
Total 

100~0 

10.0 
4.3 
7.1 
7.1 
2.9 
1.4 
1.4 
1.4 
7.1 

The random assignment ot clients to the intensive supervision caseload 

continued over a two-year period. As a consequence, not all of the clients 

had been under supervision for the $,ame period of time; supervision time 

ranged from one month to twenty-four &?nths. Data from the p,roj ect showed 

that, cumulatively, the clients of the intensive supervision caseloads had 

received 699 months of intensive supervision. During these 699 months, a 

total of 3,331 personal contacts with the probationers were made, or 4.76 

personal contacts, per ilttensive supervision mor1th.. The frequency distribu-

tlon of contacts is presented in Table 3.3 above~ 

As these findings from intensive supervision case10ads in4icate, 

there is support for Banks' contention that, although c,ontact data are 

recorded, there has not yet been developed a procedure which assesses the 

quality of the contacts which are beins conducted. We hava seen that 

intensive supervision caseloads can doUble both the number of contacts 

between the probation officer and the client and the amount of time spent 
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in contacts. It is important, however, to point out that the difference 

between spending one-half hour per month With a client and spending an 

hour per month with the client is, relatively speaking. an extremely small 

diffe,rence considering the magnitude of the treatment and service provision 

task which the probation officer is trying to accomplish. What is needed 

now is a procedure which will enable us~ to identify measurable factors 

which affect the quality of the contact between the probation officer and 

the probationer. 

(3) Classification of Probationers a~ Treatment Services: 

As Banks indicates, intensive supervision assumes that clients 

can be efficiently classified into groups [or which different amounts of 

'0 supervision are appropriate.~ This assignment usually involves either 

some type of risk classification system (generally organized around a 

particular offender typology or result of psychological testing) or need 

classification (i.e. unemployed, drug or alcohol abuse). 

With regard to our focal reports, a range of classification techniques 

were used. In Florida, stratified random sampling procedures were utilized 

to select clients for the eA~erimenta1 and control groups. These clients 

were chosen from geographic areas representing a cross-section of the 

eight districts of the Florida Parole and Probation Commission, including 

l'ural, as well as urban, areas. The entire population of clients consisted 

of individuals who represented "difficult high risks" and would not other-

11 wise have been considered for probation or parole. 

In Philadelphia, intensive supervision was provided for high risk 

clientele consisting of sex offenders and persons placed on psychiatric 

probation~2 As Banks indicates, the Philadelphia project takes a 
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psychological/psychiatric apprQ,ach to proba.tion, emp¥-sizing asse~sments.13 

However, no specific tool, scale, or statistical classification techniqu(il 

is mentioned in the rlaport. 

The Denver project also focused upon offender typologies. Clients were 

selected who committed the f'high .4npact crimes tt of assault, burglary, rape, 

or robbery. The assumption behind the reduced caseload size and the com-

munity location of the probation offices was that intensive supervision 

would increase the USt~ of referrals to community agencies. For exalllple~ 

the data revealed that 380 referrals of specific clients for specialized 

services and over 600 general contacts for available services were m~de. 

Regarding employment referrals, 66 employment contacts were made (as 

well as 40 contacts for specific clients for particular job openings). In 

addition, the Denver employment specialists worked with over 200 clients, 

successfully placing 200 of them in positions. Other relevant project 

activities iucluded use of the Denver Court Diagnostic Center (psychiatric 

evaluation) and community involvement and educational programs. 

In San FranciSCO, Lohman and his as,sociates define the selection 

process in the following manner. 

The "intensive" caseloads were established j .. n September 1.964, when 
a random selection retiuced the existent casflloads f'it'om about eighty
five to twenty persom; under supervision. II eg inning at that time, 
persons newly placed on probation were assigned to the twenty man 
caseload ou a one-to-o'ne basis. As a consequence, a random selection 
hegan to replace those offenders who had been in the former eighty
H.ve person caseload~ In October 1964 ,random assignment to these 
special caseloads began for parolees or mandatory releases became 
available, they replaced those who had rema,ined after the initial 
reduction from eighty-five to twenty. 'l1ti$ process insured that the 
officers'supervising tlle "intensive" caseload would, at the beginning 
supervise twenty persons and average one presentence investigation per 
month.14 

13 
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In sum, the use of offender categories by type of offense would seem 

to be the dominant form of selection. Not:f.ce that prediction scales of any 

type were not used -- a fact that the Banks study also uncovered.15 

This brief review of the concept of intensive supervision leads to 

the following definition of this term. As a form of probation supervision, 

the intensive form involves: 

1. A reduced caseload size, with a P.O. to client ratio of 
approximately 25 to 1, which makes greater contact 
possible. 

2. Use with a "high risk" category of offen.ders who have 
been assigned to the intensive treatment in the hope 
of~educing their recidivism rate by providing a greater 
service in a more efficient manner. 

Minimum SU.p(~!·'lision 

It is a recognized fact that some clients within the probation 

agency caseload actually require very little supervision. These clients 

may present very few concrete needs which can be addressed by special 

services and pose little threat to community safety. It is believed that 

these individuals, who may comprise a large percentage of the total agency 

caseload, will perform acceptably and serve their probation period suc-

cessfully without routine supervision and surveillance, required only to 

check in periodically with their probation officers, perhaps only in 

writing, to report their progress. The probation officer, of course, is 

still available to provide support and assistance should the probationer 

request it under special circumstances. This minimum level of supervision 

is justified on two bases: first, the offender si~ply does not need any 

higher level of supervision lor service provision an.d, second, the manpower 

resources of the probation agency canmore effectively be utilized in 

concentrating on those probationers who do present a vari,ety of concrete 
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needs or who do appear to pose a threat to the safety of the community" 

(1) Definition: 

The best example of minimum supervision found in the literature 

was the San Francisco Project. It should be remembered that the San 

Francisco Project consisted of random assignment of individuals to three 

other levels of supervision in addition to intensive supE~rvision~ These 

three other levels were: 

1. Minimum supervision. Offenders on probati()Q., parole, or 
mandatory release are required to submit a written report 
once a 1'l'Dnth to the United States Probatioltl Office. This 
1s the only required contact between the Probation Office 
and the offender. However, specific services or assistance 
requested by the offender, or matters brou,ght to the at
tention of the Probation Office by outside agencies or 
persons, are acted upon. There are no routine or normal 
contacts with offenders in this caseload. 

2. Ideal supervision. Offenders assigned to the ideal 
sapervisiO'tl caseload ar(~ contacted at leaElt twice a 
t'ilOt'l.th. The contacts ma,y consist of group or individual 
counseling and may be eonducted in the Office, the home, 
or the community at tbe discretion of the supervising 
officer. Ideal caseloads contain no more than forty 
probationers, parolees, and mandatory releases. The 
supervising officer conducts an average of two pre
sentence investigations each month. This provides for 
a total of fifty workload units co~puted at one unit 
for each case supervised and five units for each pre
sentence investiBation. 

3. Normal supervis~. Norm~l supervision is not: defined 
beyond being tbat amount of supervision and presentence 
investigation now accomplished by the majority of United 
States Probation and Parole Officers in San Francisco. 
The normal case10ads consist of the supervision of 
between eighty and eighty-five individuals and the 
completion of three or four presentence investigations 
eacb month. This provides for a total of approximately 
one hundred workload units, computed at one unit for each 
case 1.iupervisied and five units for each presentence 
in,,~stigatioIl.16 

As Lohman indicates, minimum supervision can be termed "crisis 

supervisiontl -- only that supervision which emerges from a crisis situation 
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and is brought to the attention of the officer by the probationer, another 

agency, or person. Beyond this, the only other contact between the officer 

and the client is the written monthly report. It is important to note that 

the implication was that minimum supervision, in a de facto sense, had 

been the standard operating procedure in probation departments for years. 

In the San Francisco Project, two phases of selection methods W~1:'e 

utilized. During the random phase (Phase I), a representative group of 

clients were assigned to minimum supervision. Again, it was assumed that 

the probationer, other persons, or agencies would take the initiative in 

establishing contact with the officer. During Phase II, individuals were 

assigned to the four levels of supervision on the basis of a four-factor 

classification mE\thod emp10yi':'>~ current offense, prior record, age, and 

their score on the Socialization Scale (CPU-SO) from the California 

Psychological Inv~mtory .17 As Adams and his associates indicate, the 

~ca1e score classification method of assigning cases was highly questionable 

. 18 
since only one "expert judge" was used to interpret the scores. 

(2) Levels of Contact: 

Agai~, review of the contact data reveals that measurement of 

the quantity of contact~as emphasized and the nature of the quality of con-

tact was ignored.. Tables 3.4 - 3.6 present frequency distributions of the 

quantity of contacts under minimum supervision in the San Francisco Project. 
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TABLE 3.4 

LEVELS OF CONTACT: mLEPHONE CALLS 

Nuniler of Number of 
_T~e1~e~!p~hl_o~n~e~C_al~1~s~ ________________ ~In=-d_i_v_id~u~al=-s ______ . __ ~------~Percentage 

TOTAL 118 

None 59 
One 23 
Two 17 
Three 2 
Four 5 
Five or more 12 

TABLE 3.5 

LEVELS OF CONTACT: OFFICE VISITS 

Number I'"'f Number of 
Office Visits Individuals 

TOTAL 118 

None 71 
One 20 
Two 12 
Three 3 
Four 5 
Five or more 7 
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100.0 

50.0 
1.9.5 
14.1. 
1.7 
4.2 

10.2 

Percentage 

100.0 

60.2 
16.9 
10.2 

2.5 
4.2 
5.9 
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TABLE 3.6 

I.EVELS OF CONTACT: MINUTES OF SUPERVISION 

118 Minimum Supervision Cases, Northern District of California 
September 1964 - August 1966 

Number of All Minimum Institution 
Minutes Supervision Cases Probationers Releases 

Percent 
of Known 

Number Total Number . Number 
TOTAL 118 100.0 73 45 

None 27 22.9 18 9 

15 min. or 
less 23 19.5 19 4 

16 - 30 19 16.1 15 4 
31 - 45 11 9.3 8 3 
46 - 60 4 3~4 0 4 
61 - 75 11 9.3 5 6 
76 - 90 5 4.2 2 3 
91 - 105 3 2.5 1 2 

106 - 120 5 4.2 1 4 
121 - 135 " 1.7 1 1 4. 

136 - 150 1 .8 1 0 
151 - 165 2 1.7 0 2 
166 - 180 1 .8 1 0 ,-
Over 180* 4 3.8 

*229, 271, 273 and 468 minutes 

Lohman, et al., summarized these findings in the following manner. 

During the 978 months of minimum supervision, there were 122 office visits, 

162 telephone calls, and 32 other direct contacts with the 118 offenders, 

i..hus: 

1. 

2. 

3. 

An office visit occurs every eight months of minimum supervision. 

A telephone call occurs every six months of minimum supervision. 

"Other" c,ontacts (at home or i~ the community) occur every 30.5 
months of minimum supervision. 9 
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Comparing these levels with those of intensive supervisIon, it appears 

that, in terms of contact le.vels, the label umlnimum" 1s appropr1at$4 

Robison and his associates state that the authors of the San Francisco 

Project do not recommend that minimum supervision ~ase1oads become the 

standard for correction. Rather, they suggest that caseload management 

be predicated upon expected violation rates for different categories of 

probationers. Thus, our emphasis upon minimum supervision as a sep~rate 

aspect Qf the entire San Francisco Project may distort the meaning of the 

findings, but, at this point, the results meet our definition-based 

purposes and present a description of the meaning of minimum supervision. 

Management Implication& 

In every case, the studies of differential supervision were designed 

to assess their effectiven~sc in terms of recidivism. This emphas~s 

ignored the management implication of instituting differential supervision 

within a probation department. 

A number of problems do exist. The first problem is the classification 

system utilized to place offenders in a certain caseload size. To date, 

these classification systems have been based upon a determinatiotl of risk 

or specific need. The major problem here is that no adequate "risk" 

classjfication system is known to existo What type of offender will 

respond (i.e., refrain from criminal behavior) to a particular type of 

progt'am? Even if the classification is made, the problem of matching the 

offender and the probation ofH.cer must be confronted. The basis for 

selection is by no means clear. Personality characteristics were often 

cited as a guide, but, again, knowledge of what kinds of offenders respond 

to what caseload size and type of officer has not been specified. 
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An additional problem is that the treatment involved in intensive 

supervision has not been clearly state&, beyond being described as " in-

creased attention". As we noted earlier, increased attention may actually 

be nothing more than spending one hour per month with each probationer 

rather than one-half hour per month. The problem of lack of clarity is 

present in the concept of minimum supervision as well, since an adequate 

response by a probation officer to a crisis situation may actually require 

more attent.ion than is normally given to a probationer in an intensive 

supervision caseload. There is clearly a n~p.d to isolate and identify 

factors in the probation officer/client relationship which define the 

quality of contact, rather than simply relying on the mere counting of 

contacts and contact time. 

In addition to the lack of direction, the probation officer has no 

guarantee that reduction in caseload size will lead to greater job satis-

faction. In fact, if intensive and minimum caseload sizes are implemented 

in the same probation office, hostility and dissension may result. Officers 

with the larger caseloads of minimum supervision cases may interpret their 

assignment as "more work for less pay." This morale problem must be 

considered. 

Given the fact that an oversized caseload could impede the delivery 

of probation services, reduced caseload size has its own particular set of 

problems for the probation ,officer, including the possibility of boredom, 

busy-work or supervision "over-kill" resulting in a subsequent increase in 

technical violations or client-dependency engendered by the increased 

attention of the officer. In other words, more attention must be given to 

task definition and the training and selection of probation officers under 
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1~he differentiated level system. 

nle budgetary implications of differentiated levels of supervision 

h,\ilve also been ignored. It has been taken for granted that reduction in 

c~lseload size equals a savings by way of outcome effectiveness. It has 

dso been assumed that increasing the size of minimum supervision caseloads 

wO\\lld increase costl efficiency. It seems that a cost-benefit analysis of 

this s.ubject would be in order. 

In sum, the literature concerning differential levels of supervision 

has largely ignored the management implications of the concept in favor 

of a focus on outcome measures. Organizational effectiveness and 

efficiency issues should be addressed iu future studies. 

Generali~ed vs. Seecialized Sueervision 

In this section, we will discuss the differences between generalized 

and specialized supervision. We will present some of the essential 

arguments underlying each approach~ cite some operational designs being 

used in probation today, and finally address some of the management 

implications involved in the use of these approaches. 

The generalist-specialist distinction relative to probation caseloads 

implies different philosophies, management techniques, and resource 

utilization to effect similar prob~tion objectives. Simply stated for 

this discussion, one could define "specialists" as those probation offi~ers 

and/or units which specifically or predominantly handle one type of 

offender, i.e. ~ drug addict, misdemeanants, alcoholics, mentally retarde<, 

sex offenders or violent offenders. ASSignment to specialized caseloads 

thus is based upon one attitude or characteristic which is possessed by 

the probationer. 
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The "generalists" then, are those officers and/or units who handle 

a cross-section of cases irrespective of their special characteristics and 

deliver a full-range of services both to the proba.tioner and the agency. 

Underlying the philosophy of generalized supervision is the belief that it 

is not the function of probation to handle specialized needs. Followers of 

this philosophy point to the many community se~lices available and claim 

that it is the probation officer's job to find the appropriate service to 

meet the particular n~eds of his caseload~ ~~ny feel that most offenders 

have a multitude of problems with which even specialized supervision cannot 

begin to cope. 

There are also the administrative asp~cts to consider. Many claim 

that it is simply too expensive to recruit, train, and operate specialized 

units when so many communi~y services may already be available. They also 

claim that because of manpower shortages, it is simply more efficient to use 

generalized supervision relying on available resources to provide special 

needs. To have the community resources available and not to utilize them 

would be inefficient and a duplication of services. Those adhering to the 

specialized supervision philosophy believe that generalized supervision is 

not able to provide individualized treatment to "special" offenders. They 

claim that community resources are not always available or willing to treat 

offenders nor are probation officers always aware of the resources avail-

able. -They point to large caseloads and overwhelming paperwork, claiming 

that by developing specialized units the p~obation officers can reduce 

their caseloads while those involved in the specialized units can not only 

become experts in their particular area of supervision, but can also 

contact and become more familiar with outside resources in the community. 
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Others, however, poin~ out that specialized caseloads stUI cannot be 

considered homogeneous just because all probatloner·s assigned to the 

caseload share a single attribute or characteristic.20 They note that 

treatment strategies m~st take into account the dissimilarities among the 

probationers as well as the similarities. 

Both probation supervision t,hUosophies have the same objectives. 

They differ, however, in their belief as to the most efficient and suc

cessful way to achieve these objectives. The following section will review 

some of the operational designs nO~J being utilized in probation departments 

throughout the nation. Since most probation departments follow the 

generalized supervision phi1~sophy, it is those that have introduced 

specialized units to which we shall devote most of our attention. 

In 1973 the Pima County Adult Probation Department in Tucson, Arizona, 

instituted a specialist unit designed to provide special services for 

mentally deficient and mentally retarded probationers. For caseload 

assignment purposes, mental deficiency is based on borderline I.Q. scores)l 

The unit is composed of a program director, who acts as the probation 

officer for all cases referred to the unit, and three rehabilitation 

counselors. Original qualifications for the program director were a 

master's degree and five years of training in work with the mentally 

retarded. It ~as presumed that the necessa~y knowledge of corrections 

could be acquired on the job. Justification for the new unit was based on 

the lack of community resonrces necessary for adequate services to the 

department's mentally retarded or deficient clientsJ2 

The goals of the program are to develop improved methods to .reduce 

recidivism, to enable the client to assume his rightful place in a 
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community job and living situation, and to enable each client to develop 

his maximum potential in terms of economic~ emotional. educational, and 

social development. 23 

The program consists of three primary elements: 1) Identification of 

mentally deficient probationers. with emphasis on the ment.ally retarded; 

2) Training program; and 3) Individual casework. Identification ("of 

potential unit clients is done through initial testing; those clients wi~h 

low test scores are given full-scale follow-ups. The training program was 

designed to educate the criminal justice community in methods of de.aling 

with mentally deficient and retarded offenders. Finally~ and most impor-

tantly, is the individual casework conducted by the staff. "'l'he program 

has adopted a rather simple treatment modality which is a composite of 

several recognized modalities. It involves the following techniques: (1) 

Supportive techniques; (2) Clarification; (3) Interpretation, and (4) 

Environmental manipulations."24 

The program has not been quantitatively evaluated to date, however 

the program has had some problems that may be common to other similar 

specialized units. They are: 

1. Failure to provide for a pre-planning period produced numerous 
bottlenecks. 

2. As regards size of the program staff~ the program director and 
one half-time stenographer were the sole initial authorization, 
and this was most assuredly inadequate. 

3. The criminal justice community received very little advance 
preparation for participation in the program. 

4. We wasted much lproductive time while developing a reasonable 
system for identifying their clients. 25 

It is apparent from this list of problems experienced by the Pima County 

Department that most could have been avoided if the pre-planning involved 
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in establishing the unit had been more thorough. Adm.inistrators contem-

plating the creation of a speciali~ed unit of any kind should take steps 

to ensure the adequacy of the pre"'planning process. 

In spite of these problems, the department felt that the criminal 

justice c!lInmunity was beginning to understand that the m.entally deficient 

have special needs and, coupled with this, the program is providing the 

courts with some viable alternatives to incarceration for mentally 

retarded and deficient offenders. They also felt that placing the 

program in the Probation Department facilitated community acceptance of 

the program. Future plans include a more comprehensive and meaningful 

analysis of data. 

Be!ginning in September 1973, the Specialized Misdemeanant Probation 

Program in Whatcom County, Washington~ was created to handle minority 

offenders, especially Indians, persons on probation for "driving under 

the influence", and recidivist misdemeanants convicted of alcohol-related 

offenses. 26 A special counselor was hired, with the Director of the 

Probation Department acting as the project director. The goals of the 

project were to~27 

a). stop individuals from re-offending. 

b) provide a full-time counselor to work with 35 clients allowing 
accelerated supervision and follow-up. 

c) aid in placing the individual in work ~nd training programs. 

d) develop community treatment programs, and refer clients to
in-resident treatment programs '''hen applicable. 

e) reduce the per day population of the target group in the 
county and city jails by 1/3 based on a man/day index. 

Treatment included accelerated and intensive supervision and follow-
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up~ placement in work and training programs, and referrals to out-patient 

treatment programs, and referrals to in-resident treatment programs when 

applicable. This treatment was provided by the special counselor, also a 

minority group member, who was expected to be able to relate more effectively 

to the minority group probationers. 

The following findings were reported by the evaluation of the program: 

-The recidivism ra.te for clients utilizing the services of this 
program was reduced by more than 50% 

-The seriousness of subsequent reconvictions of clients who did 
reoffend was reduced significantly. 

-Substantial savings to the county in terms of law enforcement, 
adjudications and treatment of clients were made due to the 
reduction in.he rate of rec:idivism. 

-Approximately $61,000 was saved the county and city in not 
having to house offenders in local jail facilities. 

-Almost $10,000 has been collected in fines from clients placed 
on probation with the District Court. 

-Statistically, it would appear that the type of treatment offered 
clients, be it out-patient referral, Alcoholics Annymous, in
resident treatment or frequency of contact with the probation 
office, was not significantly related to whether a client 
recidivated or not. 28 

Acceptance of these findings must be preceded by clarifying several 

points with respect to the design of the evaluation. First, is was assumed 

that the recidivism rate for the t-Thole group of probationers assigned to 

the program would be nearly 100 percent, since virtually all of the proba-

tioners had been convicted of numerous offenses previously. After their 

assignment to the programj however, 42.3 percent were actually reconvicted 

of new misdemeanors. The assertion that client recidivism was reduced by 

more than 50 percent, then, is based solely upon the assumption that, 

without participation in the program provided by the specialized unit, 

the client recidivism rate would have been close to 100 percent. The 

determination of the seriousness of subsequent reconvict ions also used the 

group of probationers as their own comparison group. The seriousness of 
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offen$es '{n{tex which WQS "used takes into account both'rhe seric)usness of the 
.:' 

offense an~the ~e:petftive nature of the criminal hehavior. It was found 

; that the probationers :tn the spec:ialized caseload had an average seriousness 
(. 

or'cif;fenserating-"elf 5 .06 for all prior convictions aIid an average of 1.96 

for ail subsequeri:tconvicfions. 
'<,; 

Although the repurt asserts' that the program saved the city' aud 

county appr6"timate1y $61,000 by virtue~-afnClt having to house offenders in 
-;. 
I; 

local jail facilities, this savings figure is questionable fell' sev~tal 

reasons. First,J:J:l~ figure' assumes tijat all of the?rogram clients would 

have been incarcerated if the specialized program had not been established. 

It further assumes that all the clients would fu~~e been required to serve the 

maximum ~~moUi'lt of time setby~,their sentences. Neither of these assump

tionss~.ems to ~have been; substantiated. Finally, the use of the figure of 

$9.09 pe.rday as the cost of incarceration is open to question because its 

derivation is notexpliei.t.,· :U: it (!ontains only the varj.able costs of 
- . ...-~. 

iLncarcerationc;,it may well be a reasoriSbl~ figu:ce, if however,1.t also 

'"" . contains part of the fixed cos1;s of the jail facil.ity, its use'will 

~\l~ti£icially inflate tne,.calcu1ation of cost savings. 
-;~ '?' 

;-,., 

Finally s th,elast find,ing in the listing quoted abave is not supported by the 
. '\ 

~. ~, 

data contained intqe report. A statistical~y 'significantdi,f:ferenc;'~·~aa-c ~ 
-,;::>~~--~ - .-;; ~, - ".", 

_ '~.,o, _ ~ -0 00:; ___ -_ 0 

fGund Wh~,:~~qU~~Jfi,~~£:;~)'i{~~Fttal"c~iami~ed'ii ·th~.r~~port states: "There is 

a sigriU'icant relationship bet:Ween clier:t rt:,cidiv!sm and the ~req~ency of 
-:;:'"'- ' 

contaets,,:with the probation officer.ti'2~ ,The d1l='eC'~ion of the rel~tionsh:i.p·c
indicated that (~li~nts 'having monthly contact with their probationoff~cers 

were significantly less likely to recfdivate than. 'i:.1t,?se clients ha~ing' 

either no c6ntact or hflving weekly contact"with their prob,ationofficers. 
c' 

There is; however, no indicatiolli~£ the reasonj~~lbehind the,assignm~nt of .. 
~::-- "-" t...\_:-:, .. 

" 
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clients to each contact level.; assuuil..ng that this iassign1li~nt to differing 

contact contact levels ~as not random, we cannO't conclude that the 

. differe..'1ces in \)utcome were. actually related to dlfferenCel:l in frequency 

of contact. ThE~ lack o'x statistically significant r.elationships between 

recidivism or n..? recidivism and the other treatments offere\d (Alcoholics 

AnonymJus, out-pc~tient referral, or in··resident trea\tml\,~nt) is supported by 

the data provided. 

On July 1, 1972, the COll1nectict.lt Department of Adult Prob~\tion imple-

mented Drug Units in three major meti"opolitan areas. 30 Simply ~tatee: the 

logic behind the~le drug units ,qas: to gain the controls nec\~ssa1.~Y to abort 

the addict's lifestyle and increase his prospects for recovery, a great 

deal of time is nelc\essary.3l Thus, caseloads were reduced to t.hirty-five 

probationers per p:t'O'bation officer. Clients for the special units 1i>Tere 

drawn from regularcaseloads by a process of referral from the "line'" 

Probation Officers, a.nd therefore tended to be the more "difficult" cases)2 

The general ot' .l:h'ie probation officer had an average caseload of 112 

probationers, completed an average of 6.3 pre-sentence investigations per 

month, and conrlucte4. .8 personal conta\'!ts per. client per month" usually at 

thsprobation officer's request and at the probation office. He also 

a\v(~raged .70 telephone (!ontacts per client per month. The Drug Unit Officer, 
~-

whUe not adopting ~ tre,.atme-:nt·ori~ntation, did intensify supervhl'ion. He 

made 2.5 in-person contetC.ts via home visits,~>-scl:lool or job site vis'its~ or 
~. 

visits at the place of dt'I'lg t"eatment. JIe averaged 1.6 telephone contacts 

per client ~~r __ ~.mth. 33 

It is very difficult to compare th$ ge~eral caseioads and the drug 

unit $ since the two repres,etAt different levels of difficulty and different 
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types of offenders. However, in regard to recidivism ~e.arrestt; it was 

f.')ulnd that the Drug Unit's rate was 20 percent and that of the; general 

cast~lo\ad was 32 percent. The major conclusion was that intensive super-

vilsion seems to be a useful tool in the 'management of probationers who have 

dX'ug-;celated problems .34 

Maryland's Special Offenders Clinic was established in May, 1972 and 

has since pr.cnf'ided a program of clos~ probation supervision and weekly 
'(\ 

group psychot:he~apy for sex:ual offenders and violent offe~ders.35 

Clients are referred by judges, the Division of Probation and Parole, 

and. the Parole. Bot:rd but can be refused at the dIscretion of the clinic 

staff. There is one probation officer assigned to the clinic with :lull 

responsibility for. the clinic caseload. He has a background in psychology 

;and has continued to do graduate v.'Prk in that fiera. The prograll1l evaluators 

observed, -'''The officers needed such a background in order not oruly to-,~atry 

out probation work, but to understand the the-rapE!Utic approaches used to 

work hand in hand with the group therapists."36 

Durin.g most of the program's life, the caseload" has been approximately 

seventy to. eighty cases with forty to fifty cases on intensive supervision. 

Activities of the clinic's Probation Officer include requiring clinic 
I 

p~tients to report to his office on a regular basis, carry~ng out home 

visits and e..mployment investigations (on a tOOre frequent and consistent 
\. 

pasis than with general supervision), as well as dealing with clients' 

marital, work, and financial problems. The Probation Officer is also 

responsible for developing community resources, along with contacting social 
',' 

service workers, private physicians and employers. ; .. l\dditionally, the 

Probciti!:)n Officer intercedes for his.oclientsin cou1:'1: proceedi~gs and 
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participates in formal court activities involving clinic-patients.37 . 
Evaluators of the use of the Special Offenders Clinic as an adjunct 

to probation services posited recommendations based 011 some concerns over 

proper referrals to the clinic: "It is recommended th8:-e-newprocedures be 
. 

developed for screening of pote~ltial cases through the Parole Board and the 
(t . 

Division of Parole and Probation-: and the Courts,,38 They implied that, while 

a regular agency probatiol1~officer was assigned the clinic case1oad, 

cOtmlunica,tionsbE!tween the clinic and the. referring agencies were still not 

highly effective. 

It was also recommended that "other officers b\~ assigne,d to the clinic 

on a part-time basis in order that more probation officers gain experience in 

the supervision of such a special caseload.,,-39 

Another example of a specialist DruB Unit is located in PhiladeLphia. 

- 40 
County Department of Probation. The goals of this unit are as follows: 

1)'( to provide the addict offender with services in ,the form of ;(ntensive 

supervision, counseling, education, referrals. and rehabilitative treatment, 

and 2) to provide pre-sentence evaluations, and related Iservices, for pending 

. 41 
d1;'ug cases. 

The unit: has 16 "counselors" with an average caseload ranging from 

c:' 
94 to 116 per counselor per, month. Probationers are referred to the 

community for Jl d;J.verse range 06 social services, including public assis-

tance medical care, mental ha~ltht education, employment 's~rvices, and 

drug treatment agencies. Counselors also engage in "collateral contaets" 

includ;lng discussionIS with clients' families, employe!;,s, lawyers, etc. 

Drug Unit counselors also attend weekly classes in case management and 
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therapeutic techniques at a local hospital's Mental Health and Mental 

Retardation Program. 42 

Three outcomes were evaluated:' treatment, rec1di~ism, and residential 

stability. The results are as follows: 

Trt'!atment: 
Compar.iscn of,· the perc~ntage 6-£' a sample of Drug Unit 
probationers rece~ving treatment for drug problems to 
the percentage deiived from a sample of General 
Supervision probationers, (identified-~y Probation 
Officers as having a drug involvement), indicates 
that a comparatively high percentage of tge Drug 
Unit group is in,.various types of drug treatment. 

Recidivism:. 
The results of a retrospective examination of criminal 
recidiv·ism (measured by subsequent arrests) j.ndicate 
that the rate for a sa~le of Drug Unit Erobationers 
is approximately 33%, during a six-month "at risk~' 
period. The comparable rate far- .2 sample of General 
Supervision probationers, identified as hav:lJ~J!.rug 
involvement, is app~oximately 52%; The rate for 
General Supervision probationers is app!'oximately 17%. 
Of those subsequently arrested, the JJrug,Unit sample 
accounted for less arrests, but is.~imilar with re~pect 
to the average number of arrests-p~r-person, to the 
General SuperviSion drug sample. These results indicate 
that the Drug Unit is effective in attaining the goal 
of reducing overall criminal recidivism. However, it 
appears that Drug Unit probationers account for more 
property crime arrests than does the General Supervision 
Group,. Conversely, the General Supervision Drug GrOll;;!; 
tends to be arrested for drug charges at a h'lgher rate 
than the Drug Unit sample. 

Residential stabilitI: .. 
Compai'ed to General Supervision drug-~vo! ved co under
parts, Drug Unit probationers appear to be more resi
dentially stable. A comparison of the percentages 
of individuals who have remained at the same address 
during the previous 12 months indicates that 7.5% of 
the Drug Unit sample,verslls 25, .. 5% of the General 
Supervision drug sampJe, are chiiracterized as "unstable". 
These resulf;spoint tq the effectiven&ss of the Drug, 
Unit staff in assisting Drug Unit clients in the 
maintenance 9£ a.degree of community stability.u43 
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While evaluators concluded that the Drug Unit is a valuable treatment, 
H ,/ 

social service, and administrative unit within the Department of Probation, 

the following recommendations were made, many applicable to similar prog,rams:44 

1. In the matter of total case;Load size, attention must be paid to 
,the development I)f criteria and the initiatj<m of proced'ures which 
will narrow the DrlJg Unit's focus to those ciients who' are most rec'ep..., 
tive to the kinds of serv:tces which the Unit offers. A counselor 

, staff of fifteen cannot be expected to supervise acase10ad which 
numbers 1,750 clients. Rather, the goal of 50 probationers per coun·· 
selor should be held up as a desirable ratio, in order to reduce 
administrative burdens, and to increase service delivery capability. 

2. In the interest o~ enhancing the climate in which appropriate 
relations between staff and clients can be developed and maintained, 
it i~ recommended that the Drug Unit's physical facilities be Qrga
nized to afford an incr~ased degree of confidentiality between coun
selor and clients in the office setting. The use of partit:lons would 
seem to be one way in which the setting could be altered. 

3. In the matter of judge's description in assigning drug probation
ers to treatment as a condition of probation, efforts should be made, 
by means of appropriate educational1llateria1s (e.g., instructional 
manuals) to acquaint the judiciary with the available range of treat
ment options and r~1ated procedural avenues. 

4. With respect to the inordinate amount, of time spent on diagnostic 
work (evaluations) aimed toward recommending one or another dispositions 
of drug-involved probationers, it is recommended that such time-consum
ing activity might be made more efficient by the use of dictating mac
hines, Wriic,h we understand are at the disposal of Drug Unit Probation 
Officers. The use of this equipmentsh~u1d be encouraged. 

5. With respect to the potential invalidity inherent in in-prison 
evaluations II it is recommended that Probati.on Officers assigned to 
such evaluations sllou1d receive appropriate training in, clinical and 
related areas, in order to:odecrease the possibility of inappropriate 
diagnOSis of the natl,1re and extent of the drug problem of the indivi·· 

'. duals under considera:tion. 

6. In the matLer of the one-month delay in probationers' processing 
time (between adjudication and reporting to the drug unit), a time
associated with a high rate of criminal recidivism, it is recommended 
that the prohation~F be directed to report immediately to the General 
Supervision Probation~Officer to whom he or she is assigned. The 
pr6batione-r can subsequently -be' ~eassign:ed to the Drug Unit for eval
uation. 

7. Urinalysis testing as a measure of continued drug use -- It is 
recommended thaturina1y~k-:c:!:1asting be contihued, based on individual 
counselor option, for "therapeuticlt purposes. Since it is known that 
urinaly.sis teSting\~ or ;f.ts thre~~, can be an effective deterrent to 
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heavy drugt\Se, :It fa deem~d advisable that testing capabilities be 
IOmaintained ~ We do not , however, recommend this procedure as a valiq 
measure of continued drug use. T~e rationale for this recommendation 
lies in the inherent difficulty in administer~ng urinalysis testing 
on a random basis. 

8. Group "therapy" sessions, formerly held within the J)r\.tg Unit, 
should be reinstituted. There are reports that the S~ssions were 
beneficial and supportive for thoae clients for whomthist~pe of 
therapy is appropriate. (i 

The Narcotic Treatment and Control Unit (NTCU) is one of a variet, of 

$,tate-funded intensive supervision programs operated by the Los Angeles 

County Probation Department.~5 Cases are assigned to the NTCU as a result 

of felony convictions, therefore tpese clients do not choose this help 

voluntarilrt- The officers in the NTCU must be proficient "in "chemical 

testing for drug use, skin checks for injection sites, detoxification proce ... .,. 

dures, familiarity witrh:the current drug scene, and the ability to talk 

in the user's language.,,46 "Throughout the period of supervision the Unit " 

uses a team approach. Although each ind,ividu~l case is assigned; ,to a 
il 

specific officer, each officer ifithe Unit krf.ows each probationer and is 

able. to pick up affirmative supervision at any time the assignef~ probat:ton 

officer is not availablew,,47 Emphasis is on a one-to-one relationship, 

and while resourceS are acknowledged in the community, primary reliance for 
t~, 

treatment is placed upon the probation staff. 

There was no comparable 'control group available to study the NTCU, 

however the evaluators were able to use the clients' past histories to draw some 

findings. Their studies indicated that the NTCU was providing serviees 

to a population of long-term drug users. Significantly, many offendars 
i) 

were also involved in a variety of prior non-drug related offenses. De-

spite the history of this group, fully one-third of all cases teport~d 

favorably and were not; returned for a new offense for a period extending 

to three years. 
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A substa1.1tial savings was shown when the :t-lTCU was compared to a 

similar programl within an institutional setting. The NTCU client cost 

was $60.29 per client per month while the California, Rehabili.t::ation Center 

recorded a cost ~f $282 per' case per month. 48 Thecabove specialized 
. ., 

~its are just ililbrief sample of the diversified special units being em

ployed in probation depart)llents. A rece:n.t study =conducted by the Georgia 

Institute of TEI.chnology evaluated itltensive probation programs (ISP) through ... 

out the nation and summarized. their major findings, most of which are supported 

by our brief analysis. Their findings'areJas follows: 49 

1. The literature is inconclusive that caseload reduction resul,ts in 
a decrease in recidivism. Ip. fact, many studies have shown'in
creased recidivism which has been attributed to higher levels of 
surveillance. 

2. Several recent caseload reduction pro'jec:.ts cdaim decreases in the 
recidivism rate, bu~ the associated evaluation designs may not be 
strong enough to warrant such claims. 

3. There is only weak evidence for success of volunteer problltion 
projects. 

4. 

5. 

6. 

Projects speciacizing in serving particular client.groups offer 
evidence of successful outcomes. 

Unfortunately, relatively few projects use an evaluation design 
which permits attribut~on of success to the project. 

Not much information is available about the elements in the re
ference framew~rk for ISP. This problem is caused in part by 
the short tfmespan of many e¥aluation efforts. 

7. There are no standardized measures for process or outcome variables 
in ISP. 

8. There is some doubt that truly intensive supervision can ever exist 
since client contact can only occur for such a small duration of 

9. 

the probationer's waking hours. .. 

There is almost no real cost evaluation in ISP.Most cost analyses 
have only compared the cost of ISP to the cost of incarceration. 

In summary: Almost every element of information about ISPis knowable 
through direct empirical st1iudy yet almost nothing is scientifically known 
and little will ever be known unti'l measurement: techniQ,ues are impro3fed • .. , 

.J' . 
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Most of these research fincJings deal with"tb.e problems of research 

and effectiveness and not necesaarily with the management implications 

involved in these programs. 

Many pf the management implications have been touched upon. However, 
r,:-:; 

we feel that it 'its important to reiterate those previously mentioned and 

to develop those not discus~ed. To begin our discussion of management 

implications, iEwould facilitate matters to keep in mind that any change 

in an organization, whether it is a structural, human, or tecq~ological 

change, will have an effect upon the en1:ire Organization. 50 Each of th~ 

implications discussed brings into playa wbole host of new problems and 

considerations, some that will be mentioned and ot1:~gt' that ar~ unforseeable 

at this time. First, the logical beginning of any specialized unit is 

staffing,) This includes both the recruiting and training of personneL 

The quest;t,on to ask is whether to recruit and train probation officers 

from general supervision or to recruit "specialized" persons ~rom·out.side 

the agency. This question poses several problems. On one hand,"gel.leral 

p~obation officers are more familiar with probation in general and. the 

problems a~sod.ated: with supervision. Yet to train them as llspecialists" 

will involve time, money, and a new orientation to probation. To emp}~oy' 
~ 

"specialistsU from outside probation means familiari,dng them with probation 

and supervision: . In either case, we still must decide whether pre-service 

or in-service training is more appropriate. AIlother staffing issue involves 
:.;~, 

the use of paraprofessionals whose backgrounds may' be especially relevant 

to dealing w:i:th "special" qffenders. 

The iSSUl of the division of work is also important. For instattce, 

who will be responsible for completing the pre-sentence investigation and 

initial classification of offenders? Administrators are already £~ced with 
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some communication problems. Specialized unitspl~,y cause internal strife 
" -

and additional breakdowns" in communication: One basic task that should be 
;: 

completed before a sp~ialized uni.t is initiated is to review the litera-
/. 

ture to see if on~:n determine when specialized unitt> work and under / . 

what conditi~;i they are most appropriate. Some of the criteria to apply 

are as follows: is the department large en2~~J!=~0 support a spec:t'alized 
./ 

unit1·,Jis there a sufficient demand for a specialized, ~it? are the rf?,
,,// 

!;'~rces already :3.vailable in the communityJ and if t'l.ley are, dces the 

departm~nthaveaccess to them? Any new changes such as a specialized 

unit 'should be given careful consideration, especi8j[lly in terms of 

cost involved. Usually the special units are smaller than general 

th~) 
;,1 

/!l 

uiiits· 4 ) 
';J 

.,..If -

this naturally will increase costs, as -will hiring sped.alists or training 

probation officers. Many probation departments bai~e their budget's on 
c· 

Ii 
caseloads; if so, specialized units could cause s9fe new budgeting problems. 

';1 

Most nety' prograllls such as 'specialized units are g~~en "speHal" funding 
, !i . 

[, 

allocations. When these funds.expire, there will:be some real, long-term 
<! 

:f.nl'Ptications for the personnel involved. There is no room for empire-

building when it may;, sap scarce resources from other areas, and may red.Uce 

the overall effectiveness.of the probation department. 

Many of these questions can be answered by new research. Cost benefit 

and cost effectiveness studies can greatly aid oa.9ministra~o;Lswheii consider

ing specialized units •. ECl+l-y,.·et:fnSiderationof management <implications can 

help departments prep.are for new problems that may arise" 

In conclusion, one can only reiterate some of the basic issues 

emerging out of the generalist-specialist distinction. Critical to the 

discussion are questionS 6£ efficient and effective manpower allocation, 

realistic needs of probationers, probation as a method ·of supervision, 

and as a'iherapeutic resource" 
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Many'agencies will no doubt have to balap.ce administratived~litsions 

on existitfg' funding? avai.ilability· of community r~sb,urces ~ rnake-::Jjl~)of their " 

specific target popu:/.ad.on, levels of expertise 'Wd.thin their department, 

as well as manpower restraints and basic p1e"obationpolfcy. 

Single Officer vs. Team Supervision 

The tasks of pl'obaeton.)supervision and, service provision ha.V;e tradi".. 
,.-, r' 
'-' t • ./' ~? 

tionally been performed by a single prt:lbat:l.on officer who is soiely t:faspon-
..... ~.-' 

s~ble for the probationers "ifthis caseload,. The sil)gle officer casel.o.ad 
( • -~y 

has been clo'sely associated~ith the cas~wJ.)~k approach to supervf§ion, in 
': / ,-; - / 

which ,che emp~asis is on the dev~~opm.~~t of ac'Person~lized, one-to~one 

relations1).ip between thepr~bat~on officeran.d'the individual members of 

his caseload. In recent yea.~s~however·;many probation departments'PftV'e 
-:;;,' 

been experimenting witf. the team approach to supervision and service pr:o"; 

vision. ·r-his met;hod .involves the assignment of a probationer caseload to., , 
.~C' 

a team of probation officers,. With an emphasis on both thedivers;lty of 
< 

needs o~/1:.~"1:obat:ione:rs in the caseload and the diver~~~tYQ.£ probation officer, 
/.~~/.; ,..- . ~ .: _ ~::.o>:~>':' ] 

skills;-~which can be assembled in onfA team. <,"c·
F 
d':)"" ,.~ 

This section rill discuss tn/oonc:"epts <Of :J>a/Single officer ~a~~//>ccc:c<~c~ :~,,: 
~~.--~':~-

and the team caseload, nClt:i:ngJ':he arguments for and against"eac4 supe:rvision",~-:~ 
,:::;F 

approach •. l{eLw:i.11 a"lso9·,tl;'lt' to .draw .. odtthe il1lplicatiort J?£ each approach tb~ 
- .... ------ ._,- -- .. --------- .. -.. ,~. / .. - - -.-. ~7 -- -. =- -- _ .. 0 'F- ~- ----

other management issu~~K suSb" as' probation ~fficer training and th~ usS'o:f 

volunteers and p~~~pr()feSSionals.~ 'Finally, we will examine, some operational 
11\ _ 

.exai~ples of:t6e te?-mapproach to caseload supervision. 
/_:-lj J , 

a$'mellticned abOVe, the trad~tional fPod,e+of caseload manag~ertt and 
Vr 

~p~rvisf6n in probat~iort has been the single officer ca$~l~ad •. Under this 
!J 

model, a. casel.oad comprised of a.certain number of probationers is assigned, 
I _ '.1 ; 

throug'h some 'assignm~nt ~/~chnique, to an individual probation Officer.' 
.,.>" 
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Regardless of the extentof i h.9niogeneity of )he cht:Llcacteristics of the 
.,! / /Y 

. "-'-, ~,,- ~, .?, j 

probationers in the 'caseload, the~ sing17!·p.t~bati(mofficer is sol~ly re-

spons~b1e fqF the supervisiono{ an~:~rovision of necessaryseryices to 
::.';-"~ '-o,! /: 

, Q all of the proba~:J.oners in his "c~seload. 
/;/ -

The~e are several reasor:s' why th;{s model. haSccGntfriued in tief'or so 
I: ~) .;;-.:;{:~. - / 

many y~.a'rs with so little mod1ficct~ie!~:/First ,it is obviousl;/ the easies~ 
/' • -: _-- --;:.-C - I, • 

/ / "~- .-:.?nd most simple ~7t:~~,~lt~i'probation department to ~use in dividing up 

the tasks 'wM~h'-fhe department j((ust perform. ,The number "f pre-sentence 
-'>-; t! 

,.:;-- ";,, -~-~-!? 

it,l.¥~stJ,za-tt:ttfIfrepofts ·tl}'hic1tmust be prepared can eas:Ll:y be dividedalI10ng 
~/~ 

_ -:;.c:"'"/'> ;;0 -'~ f.-' ;;/ -> :;-

avaitable probati$:ti.-cO-tficer~ ti'lld,similar1.y, new probationers can qui,(;:kly 
'';; ~ , 

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

bEi.,assjgned 1;0 an individual officer's caseload. 
I"~ , 

:) 

--";-

, Anothe;r reason for the use of the singte officer case10adis the wide-,, 

I
~"'" 

,/.. 

(I 

;/ $pread acceptance of the ~'asewotk approach to probation supervision. This 

approach i¢ discussed, more fully in another section, however, we will note 

" here.,t.hat' one ,,J.~f the most important features of the ca'~eworkapproach is 

~-;;;:~~c:-"-=:-'>; i:;~mphaSig o~rl f,ost~r;ng and maintaining a personal,on:~to-one 'relat.ion-
".; 

ship between the probation offi,ce-r and the probationer. This i,s, of course, 

.J quite cQnsistent with the assignment of the ,:probationer to a single proba

¢i,bn, offic.er., 
./ ' 
.' 

.' 
/'/ 

,f 

Finally ~ thi'issueo'f accountabili.ty for .the performance of a proha.-
if " ;; 

tioner under supervision i~l used as an 
',' 

" 
l~ads~·P·. The single officer a-rrange1Jlt!n't 

officer's. 
,:; _,' .('r:::':- /-:,' 

efff~ctiveness With r.-espect to th~(petf{)rma~fy'of tjite' proba.tioners 
, .,. II '.;'. 

'. , . . ._ . ..- _~ -=-~:::.d! 

supervisi()..nand allol1s the 1>robation /sgency a.Pminist~atiotn to 
..::'~-. . / /" '" 

/;. /.",/-. 

pnder his 

make compar;i-son:f of effectiveness among a.1...:1 officers in thEa-. age~cy. 
'""r..--"c/ . ,- I, 

_-=>~",~~J'n1e Use of single officer· ca.I:;(~-1~~ds hai~ other management' implil~ations 
;o-~. ,:;.:-' - . ./ .;-

/:/ 

,,~~;.agency. Sine.s t'he ~llddel'<reqllire~' that each officer must be able to 
~~?~::;1?~ ,.-,-' - <:.,;., '\\,!/' '/,.:.~/;' ;; v: ":~,~ :.,-;f ~~:;'"' ;-; -0'" -', 

~~o~ ; l}~nclie. al~" of the ,tas~~i requi~ed by the ;~gency and to .supervise and. proy;.de 
.- ._ ," '. 'V' /" , c -:""'~_~:o oo'-/" 
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f~~;:,tJ~'" \ .,. ,", r" f" .I,l)?'\' ~,!,' ~/ 
r"i '1'1'0 ' 0 't1~f ~'" ~"o ~~.;pfze,;~" '-,':;'f.4, . 

t~' .• ;erl'iCe~fQr :",Wid7 variety of ~rbbati~ner", e~'f,i::r nn:~ ,not o~!~ :"=l:r' 
peable to prepare compet.ent pre-sentence' investiga,t~on repo~$'~n?/ c~FJ:f (.~~:/< ~' 

:;:; 

! ·0" 

, .- . , l /'. . ..... . :,,».r;>, 
out routine su;pe,.{,ision and ·surv~illa;9,5;€p~o·cedur~s,.:1)ut a.ls~l:l~~ft,j~~lh"~~.o·'·"~'" ./ 

', .. -.-... ' /' :-:'-" ,) i~ ~. ,- --t.~t-"'. -: .- ~0:"p~::"'f-'-~ '", . ,; ~ 

to 'accurately assess the neec1s ofiil, great many, differ.e~t .~nd~~.id.ual~,and,'~._ 
, " . - ._- '--;1:,'" - ,. o/i' .. ' .- .. '1-, 

then to provide the. necesfia:r;.y ser'!l'ices hims~~:~ orJI1ak§!.appr.Q~tiate .. refe'r:al~ •. 
-, ; J; . "-... ' .' '.- --~ .. ':. - l~ ./ .. /J - " 

This wide variety' of dU'des which the probation officer must i:perform t'e .... 
\' ... p {i 

; 0 .~ 
qui1::es each off:i,q;er to possess ,8 broad range -o£''''·'abil1 .. ties arld): spe:c;£alized 

. .. / ;", .... - " " ., l'i ,,' 
o ", ,~.: ._ "- I,.:!:.:...;;i: 

'.Skills.. Such a requirement 'h~s ·impH.cations for the education
0
,st\:n'training' 

-", -,;..:-' : . " :/ 

of the ~gency' s probation off.iee:cs. The statut::es and administrative. regu"', 

lat:f.ons 0$ the various jurisdic~~iorts~itp\:i.n th~~ United States 
/, ./~.? :'! ), ~~ .;; 

service educat40nal' requitementsl for pr~b8ti()~'~fficers ~hic1, 

-C.-

set out pre- />~ 
#-

, ') /r 

range fx:~m' ':') 
;:f' '~l'/' r J 

graduation £+,om highschool to possession of a graduate deg'tee. When 
H d 
1< . c. -;. " 

s.pecified by st;.,atute or regulation~ t//te preferre!d aJ;'e,a of acadE;tfrlc speciab '. 
;r ,:f,~. ,; I:;; . 

ization" '#~Ilds to be the soCial and .. behaViora:l--sciences. Al;~~Ughthet'e "is 

;::;/ r 

" " .' , 

1;1.ot evidence to indic~{~;t:na€'£~~f~;~~;~~!~~ment' j,n thli;~ .areas wilJ,; '"y 

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

". . ,.,'CC" -~ .".-. /. .' .' ,_ . .-! """, ../':;." . 
'. ensure that probation office:t;$ 1~il1 in fact possess .... ~i"leratlg.¢.--:_gf. ,'Slilils 

, • 0- "-j: , .. :~!--~. .: .. ~.t:_;--V" .... ~r • :~.;:', 

a~d knowledge necessary to effioiently and effectiv~lY ~~~d~e all,c-:f-th~ 
... $o;-~ __ ._ ~,,'-' .;':7-' ,:~ -~'i : 

_ ;( '~r---;'" 
.::;~-., 

). types of needs and pr6blems -presented by the probationer populJlcion, ()~here 
(/ ., 

is ~g~eater likelihood, 
t. 

- . ~ , 

of knoi-ledgeis assured, 

as Comanor points out ~ .. that ,l'~ •• , . a commot,l bas~ 

enhanding internal cq..:C~tion· and co1.)perati~ii. ,,51, .' 
_.);.,.."_ ;; i'. 

~v . 

The fa~t that-most probationadmiii~>{ft;ators will be de~l.:t~g with 
p - ---:::; • -". "", " ~ 

. ,,:}" .~; - '. ' , /"·i - ~'f::;: -

Pt'oP;a.tlon ,officers pos'sessing ,an ~caaemic b'ackg1:ound which~pJlatd.ze.f~,;;tthe 
" .' ,. c.. - J. 0"-- ,;/ 

social··arid behaVi~!Zal scienc'e~':'" and' faced-with the task ol 's~pervitdng, and 
, //;' . .~. if 

providing serVices ,for probationerswitb a wide variety ofneeds'~ay 
" ·i· d ,,/,1 c "If 

raise implicat;;9ps for the type and extent o~, ,iv.-service trai~inswh1,.C:~rt' 
" ·...i . l" . ~.£j;; . .-p,:),-~,,: - " 

the agency. wil.~~ want to offer. If the administrator as~umes that the 
,.f' .y. . ,--;:~ ~- <;>" 

agency.~s probation officers share Siml,larj/,4t~~' backgrounds with;t~spe~t 
. """J:,0/.- .;. 

/j 
~:;<~:::~~~_-;o 

~,...:'~ 

~i'- ;::; 
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o 
to the broad concepts and orientations of the social sci~nces, he may wAsh 

"to offer, in addition to the traditional training which emphasizes rules,". 

regulations t .. and procedures, more. specia.li~ed in-servicetrainirtg whi<;h is 

'designed to familiarize the officer with tech~~queg and services which are 

gea:r.~ed toward specific cate~ories of offenders, such;. as drug and alcohol 
-:'.'::' ~ - ;., -

abusets, th~Ouh~mployed and 4'"ti.deremployed\ the first offender, etc. This 
, .; ... .:..~. 

-,,~..:.. 

type of specialized ti'a.1;..ui~g>fspartic~ularlY important if the agency uses 
"':: .--'" . , ..... '-. -:C.-

the conventi~al~aseload assignment techniqu~,whicliil'irt~lY assures 

the heterogeneity of each officer's caseload. If the agency classifies 

its probationers on the basis of single or multiple factors, each type of 

specialized training need not be given to all probation officers; rather, 

each officer can take only that specialized instruction which pertains to 

the type of porbationers he is supervising. 

With the use of the single officer caseload, the size of each caseload 

is also important. Although the available research in the area of caseload 

size has not been able to establish a number which represents the maximum 

case load size which a single prob.ation officer should be able to handle, 

it is, neverthel~ss, reasonable to assume that there is a caselo1ad size 

which constitutes the greatest number of probationers which one officer 

can supervise. Data from the NatiOnal Survey of CorrectionS of ten years 

ago show that slightly mO,t:e than tWo-thirds (67.05%) of the adult felon 
,-

probationers were in caseloads oimore than one .hundreci" probationers each. 52 

~'<.~ Twenty ye,~rs ago, Reed noted th~t, "Average supervision case loads (excluding 
:""',.~, 

-'~''7<:':::,,, predisposition investigations) of 135 per offi,cer are not uncommon for large 
;';-",,,,,:: 

. m'e~topolitan adult probation departments. The average adult and j,uvenile 
" ''\:£';';;, - . 

' ....... ~, 

probat:f6ii:::\Clnd parole c,;a'seload. in this country i~. estimated to be 250 per 
~",~,,~,~\:;'~~, . - "';.:;, 

office~.. I~~~~·~~. cases the. individual officer case10ad has exceeded 

1,000 per OffiC~;i'Il~;:''"''.:~iV'~~""caseloads of these siz~s, it is reasonable to 

,'" -""""'~"-'1:aQ- ,--

, '~'~>:~~"'''' 
"'> <:. 

, 
" . '~, ~':..~'-.; 
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ask whether a ;~ingle probation officer can deal with such a number o~ 
\\ 

b i \\ pro at oners. \\ 
\~, 
I' 
\'. 

One Phenomen~il t.,hich is often associated with extremely large caseloads 
,I 

is termed "tunnel ~i.\pervision" which is defined by Eclanan as "the concentra-

tion of supervisory t:bne on a few of the most difficult cases with only 
:, 

prefunctory superviston of-other cases."S4 The. problems associated with 

large, heterogeneous caseloads assigned to a single pro'bation officer have 
" -= 

encoura~ed the use by many probation age~~ies of volunteersCipd paraR;~f~s-

sionalel. The use of these personnel will be ~iscussed in detail in a later 

sectioitl, however, we will note here" that both volunteers and paraprofessionals 

are c~>nside:red by many probation agencies to be extremely helpful in assist-

ing the- probation office.r with the supervision of and provision of services 

to a la1:gecaseload comprised of probationers 'With widely differing needs. 

Sullivan has summarized the major critic,~slns leveled at the single 

officer caseload apprQach: 5S 

.•• it is questionable whether probation officers in the traditional 
casework approach (tnatis, where each probation officer is. given his 
own caseload) are capable of effectively dealing with eithet the in
creased number of probationers or with the diversity of probationers 
accompanying the increased input. It seenL~ that time constraints 
alone militate against maintaining the casework approach as presently 
applied in probation tfork. In many departments, casework has now be
come little more than short, infrequent reporting sessions in which 
the probation officer and probationer discuss major problems the offen
der might have. The probation officer has little time, if any at all, 
for ,f:o 1 low-up work in the COID.'Olunity ••• In general, the present._-mode 
of operations in many probation departments has been to maintain 
minimal involvement in the community, often, in the long run, provid
ing detrimental to the probation officer's work. For when community 
resources are needed to assist probationers in their adjustment, tile 
probation officer is frequently unfamiliar with th~ va~ious resources 
avaibblE~. 

Even if it were op~rationally possible to maintain a casework orienta
tiori in probation, it is de.batable whether such an apprQ6ch is desir-

pa1)fe J at least for the majorit>~ of probation~rs. Does every probationer 
need "the type of,UtreatmentU or type of relationship 'Wh4.~h seem~ to be. 
emp~asized in the casework model, ~mely, between probation officer and 
prooationer? 
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As a step in the di~ection of reorganizing probation resources in .' 

o~der to effectively and efficiently meet the needs of·their clients and 

to most effectively utilize the talents of probation personnel, many 

probation agencies are adopt-:ng the team approach to supervision and ser-

vice provision. Under the team model, a case load of probationers is assign-

eel to a group of probation officers who fupction together as a small work 

unit called a team. The team as a whole can operate on a generalist or 

a specialist model, that is, the team may supervise a broad range of clients, 

e.g. drug or alcohol abusers, property offenders, probationers w~th problems 

with employment, etc. In the seme manner, within the team, each officer , 

may specialize in the provision of a specific service, or all officers may 

be exp'ected to provide all necessary services. The question of the extent 

of sepcialization within the team notwithstanding, there are several argu-

ments advanced for the use of the team approach to probation supervision. 

The first argument generally presented in favor of the team model is 

.~5that it is possible to offer the probation client a b~oader range of exper

tise and 'skills than would be av~ilahle from a singie officer. The team 

can be composed of several probation officers', each possessing different 

but complementary skills and areas of intere$t, thus making available to 

each client in the case load the widest possible array of problem-solving 

talents. 

Closely associated with this argument is the argument that the in-

creasingly larger caseloads which probation agencies must handle can be 

better dealt with using team supervision. Instead of, for example, four 

officers each with an individual caseload of eighty probationers, the team 

model would assign a caselt1.;\d of three hund~ed and twenty probationers to 

a fou~-officer team. Proponenf~ of the team model argue that seve~al 

advantages accrue to this arrangement. First, team members are familiar 
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with most of the clients in the caselpad, thus enabling supervision and 

service provision to 'clients to continue;uninterrupted in the event of one 

team member's absence. Second, advocates of the single officer model 

emphasize the importance of the positive relationship between the officer 

and the probationer. Advocates of th~ team model, however, point out 

that the benefits ~f this relationship are lost if the probation officer 

and the clients are not compatible. But, using the team model, each pro-

bationer has a greater likelihood of finding an officer with whom he is 

compatible and feels comfortable. However, Abadinsky'" reports that some 

probation and parole officer~criticize this particular aspect of the team 

approach, believing that dealing with several officers, rather than just 

one, is too confusing for the probationer. 56 Third, the members of the 

team can specialize by function, with one or more ~ther officers special-

izing in intake and, perhaps in conjunction with Olle or more other officer:s, 

handle most of the caseload classification. Another officer might perh(.\ps 

specialize in routine supervision and surveillance checks, while other 

officers would handle the actual provision of services and the referrals 

to other social service agencies. Fourth, as mentioned above, the officers 

who make up the team may wish to specialize by area of expertise and interest. 

Under this arrangement, one officer might deal with the drug or alcohol pro-

blems in the caseload, another offic~r with the employment problems or voca-

tional training needs of clients in the caseload, and another officer with 

clients who need assistance in obtaining educational advancement. Finally, 

the adoption of the team approach p~aces accountability for the peFformance 

of the caseload on the team as a whole, rather than On an individual proba-

tion officer. Thus, both the decisions about the appropriate supervision 

and service provision strategies for a particular probationer and the 

responsibility for the probationer's pEirformance under supervision are 



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

shared among the members of the team. 

As we saw, under the single officer case load model, all officers in 

the agency should have generally the same pre-service educational back-

ground, since all officers will be d3ing much the same task. Under the 

team model, however, the a,dministrator has greater flexibility in pre-

service educational background, because members of a probation team are 

expected to bring different skills and interests to t;hEdr team. Any spe-· 

cialized in-service tr,aining which the agency offers can be given to those 

officers who are int~rested in and specialize in that area for their own 

teams. Since the us~ of teams encourages the development of specialized 

skills directed at specific categories of probationers, the administrator 

may wish to consider designing an in-service training curriculum which 

uses the agency's own officers as instructors. 

Although any of the previously described caseload assignment techni-

ques can, be used with the team supervision approach, it is most common for 

a probation agency to employ either a single-factor specialized caseload 

model or a multi-factor, vertical model. These two models are considered 

most appropriate since they emphasize specialization in the delivery of 

probation services and capitalize on the strengths and talents of the various 

members of the supervision team. 

The team approach also offers many opportunities for the agency to 

use volunteers and paraprofessionals. One or more volunteers or paraprof-

fesionals can be assigned to a particular team, depending upon the needs 

of the team and the special skills and interests of the ,volunteer or para-

professional. 

Sullivan has developed three models for probation teams which are 

distinguished on the basis of the correctional philosophy around which 

each is organized; These models are the Resource Coordinating Model, the 

104 

" 
~-:"iIaZ 'aci:a 



Reintegration Team Modell and the New Careers Model, and are discussed 

below. 57 The correctional policy types used by Sullivan were developed 

by O'Leary and Duffee, and are based cn the extent of emphasis which an 

organization places on "C"clOcern for an offender and on CC'llcern for the 

community. 58 

Resource Coordinating Model. This model is based on O'Leary and Duffee's 

rehabilitation policy wbich assigns very high concern to the needs of the 

offender and low concern to the needs of the community. Under this policy, 

probation treatment focuses on changing the attitude and behavior of the 

client through fostering a. positive, trusting relatio!lship between the pro-

bationer and the probation staff. lVhen this rehabilitation. policy is trans-

lated into the Resource Coordinating Model of supervision, the casework 

approach characterizes the relationshi~ between the probationer and the team. 

The team is primarily concerned with a complete characte~, at ion of the 

probationer~s current situation, a thorough assessment of his needs and poten-

tia1, an evaluation of the level of supervision required by the probationer, 

and the extent of treatment and services which would most benefit the pro-

baticner. Although a concern for the comm),lnity is net paramount under th:i.s 

model, Sullivan notes that " ••• the team as a whole attempts to familiarize 

itself with the services available in the community and put them at the 
'-: 

disposal of the team's probationers in a cooi:'din~ted fa5hion.,,59 The func-

tion of the team supervisor under this model :is primarily managerial, con-

centrating on the effi~ient coordination of the team's activities. 

Reintegration Team ModeL.. ~~~ reintegration policy places more emphasis 

o~ the effects of the community on the probationer ,and recognized that It ••• 

no~tter how much insight he gains about himself, he is £requentlynot given 

the oppor!tunity to behave differently by those in the community who control 

access to community resources. 1t60 Under the Reintegration Team Model, the,. 
, .• J 
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team tries to change not OI1ly the probationer~ but also the community. 

The probationer himself becomes m01;e involved in making the decisions which 

affect his period of probation and the services which he will use. More 

emphasis is placed on efforts by the probation team to encourage the com-

munity to participate in providing necessary services for the probationer. 

The advocacy and brokerage roles which are discussed in more detail in a 

later section, become more important for the probation team. 

New Careers Model. While concern for the probationer and the community 

are both accepted under this model, the probationer is expected to handle 

the major role in his own readjustment. Probatione~s thus are permitted 

to partic.lpate to a significant extent in the development of their proba-

taon plans. It is assumed that the example of this participation will 

enable the probationer to maintain the ability to make his own constructive 

decisi<nts after he is released fr-om probation supe'l'vision. 'this model 

also recognizes the possibility that some probationers may develop perma

nent careers for themselves in probation and encourages those probationers 

who are interested and capable to assist the team with' other probationers 

in th~ case10ad by helping with individual or group counseling or develop-

ing positive relationships with community agencies. 

With respect to t~e implementation of these models for team super.vision, 

Sullivan states:6-l 

The models presented here are broad. Specific applications will 
be determiI1ed in large part by organization size, geographic area, 
community needs, types of offenders sentenced to probation in the 
community and manpower constraints. By and large, each department 
must tailor a model or series of models to fit its own .needs. 

The three models described here may -be" implemented on a progression 
basis, each-model being buil:t uport the other, giving the previous 
model a qualitative bro~dening of scope. 
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Very little research was available which attempted to evaluate the 
• 'c (I , 

effectiveU{~gg of eificiency of team supervision. The few reports which 
c 

wer~ gclthered tended to be primarily descriptive, or did not treat the 

team supervision model as the independent variable. For example, one 

probation department evaluated the effectiveness of reduced caseloads and 

team supervisi'on on impact offenders. 62 The treatment given to ttie experi-

mental group consisted of both intensive supervision through reduction of 

caseload'size and supervision by a team of two- probation officers. It 

was~ therefore, imposs:i-,ble to separate the effects of intenQl,ive supervision 

from th~,effects of team supervision and, as a matter of fact., the subject 

of team supervision was not mentioned again after its introduction on the 

first page of the report. 

Two other reports were located which addressed the issue of team 

supervision. One :study,done!' in 'Baltimore by the Maryland Department of 

Public Safety and Correctional Sertrf2es, also combined il!tensive supervision 

with team supervision, but included a description ~~ the variations on the 

team model which were used and an assessment of some of the problems en

count~red with team supervision. 63 A second study, done by the Albuquerque 

Municipal Court~ compared the relative effectiveness of the team supervision 

approach, the volunteer supervision approach, and the traditional probati~n 

supervision approach. 64 Finally, several reports describing the purpose and 

organization of Community Resource ~~nagement Teams were found. Although 

these teams have not yet been evaluated in terms of their effectiveness, or 

cost, a considerable amount of descriptive material has been published and 

wil.l be discussed. 
~ 

The Baltimore project was designed to effect a significantre1r~t,;on 

in impact crimes committed by probationers and parolees who we~e under the ~ 

supervision of the Division of Parole and Probation. The primary treatment 
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mecl7ianism was to identify impact offenders aktd to provide intensive differ-

entia ted supet'vision 1l which was defined as "intensive personal intervention 

into the offender's situation~ attacking specific problems of each individual 

offender ~nd tapping available community resources needed to reintegrate the 

offender into his community.,,65 Caseloads were limited to twenty offenders 

who llTere judged to be in need of intensive super~iSion. Supervision of these 

caseloads was structured on the team model with several modifications. First, 

the probation officers were organized into pairs of officers. This "buddy" 
-, --- -

system was intended to ensure that both partners would be familiar with each 

o the'!: , s caseloads, would work together, particularly with their fieldwork, 

would help each other in developing treatment plans for individual probationers, 

and would be available to handle one another's case load if one partner was 

'absent. All of these tlbuddy" pairs were then organized into four t~~ams. 

Within eachteam~ each member was expected to develop an area of specializa-

tion, e.g. drug or alcohol abuse, employment problems, etc. Each team met 
:--

weekly to discuss individual cases and to allow team members to share their 

ideas and suggestions about the development of treatment plans. Representa-

tives of other community social service agencies were also invited to attend 

these weekly meetings. 

Building upon this team model, the project developed the concept of the 

"collective team.tI This approach was characterized by the assignment of 

cases to the team as a whole, rather than to one officer or one "buddy" 

pair. 'Any or all members of the collective team participated in all phases 

of the probation or parole process. No one single officer had total respon-

sibility for nay individual client. Another feature of the collective team 

was the emphasis on the client's partici~ation in the development of his 

own treatment plan. Thus, "the client was able to feel that he was a part 

of the team, minimizing the stereotypes concept of the agent as a 'giver' , 
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of services or orders and the client-as the 'receiver' of same.,,66 It was 

believed that the collective team approach wO'u1d be penef" ia1 in several 

ways: 1) it would allow better observation of client respons,~ to the treat;" 

ment plan, 2) officers could develop complementary roles in dealing with 

clients, and 3) the client would have some choice in deciding with which 

officer he would prefet' to work at any given time. The primary disadvan-

tage of the collective team was found to be the inefficient use of the 

officers f time. Since case10ads had been li.lw.ited to twenty cases for a 

single officer, the collective tP~m7 consisting of four officers, handled 

a caseload of eighty_ More and more of the officers' time was required to 

be spent in working out the logistics of what each officer would be doing 

at any given time. It also became increasingly difficult to organize the 

operation of the team so that all officers would be involved with every 

aspect of tlle treatment and supervision of the entire caseload.The 

project staff, in assessing the advisability of continuing the collective 

team, collected arrest and conviction data on the collective team case-

load and on the caseloads of the ot.her teams and found that the collective 

team did not appear to be· any more effective in reducing rearrest and re-

conviction than the other teams. Because of the problems of inefficient 

use of time and size of the caseload and the fact that the collective team 

approach did not prove to be more e.ffective, its use was discontinued. 

The, Albuquerque project was designed to explore the effp.ctiveness of 

two frequent~¥-recommended alternafives to traditional probation super

vision -- supervision by volunteers and team supervision. The object of 

the study was to ,assess the relative effectiveness of the three types of 
'--'"'---"---~'--~' - .-'=---...... =--..::;--

probation supervision by means of a true experimental des:i.gn~ empltrri-ng-= ___ ~ __ 
~~ 

random assign~ent to 'the two experimental groups (team supervision and ~l-
volunteer supervision) and the control group (traditional supervision). 

~==-~-~J 
,o( "1 
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Outcome variables. included: pre.".. and post-test scores on the Mooney Problem 

Check List and the California Test of Persona1itry, number of contacts with 

the probationer or on behalf of the probationer, time spent with the proba-

tioner or with others on his behalf, length of ti~e required ~o attain stated 

correctional goals, number of correctional goals developed and percentage of . 

stated goals attained, rating on two survey questionnaires (one completed. 

by the probatiClIl officer and one by the probationer UPOJl termination from 

probation), number of agency referrals, securing of employment by the pro-

bationer> number of probation violations, arrests during the period of 

probation, and arrests folloluing termination from probation. In null form, 

hypotheses stated that there would be no significant difference among the 

three types of probation supervision on an)L9£ those outcome variab1!es. 

As menti.oned, the clients were randomly assigned to one of the three 

supervision types. Clients were adult males and females who had been placed 

on probation by the Albuquerque Municipal Court following conviction of 

misdemeanor offenses. 

The team consisted of two probation officers and two paraprofessionals, 

none of whom had previously been employed as a probation offic~r. All four 

members of the team were responsible for all probationers assigned to the 

team. Although each team member was e~pected to specialize in a particu1al~ 

area, their roles were interchangeable if necessary. TWo m~ersQ£ the 
,<0-f~~ ~?;-- -

team were primarily responsible for court':'related activitiE:l$f-'"':i~cltiding 
-<~:;..- ( . 

pre~sentertce investigation reports. One member waJi responsible for liaison 

with connnunity agencies and the other member/was responsible for field 

supervision. To minimize contact with the traditional probation group and ... 

the volfinteer supervision group, the team was located ill a storefront 

office which was removed frow/both the central probation office and the 

municipal court. 

'I 
1 
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The volunteer supervision grou~/~6nsisted ,of approximately ~~~nty~ 
> .' >/ , 

five unpaid citizens who provit!"~d supervision fer one to tl1'l~~e probationers. 

The voluntefi:rs were recruit;~d, screened, selected, trained, and supervised, . 
~ , ~ ;.' 

by a full..-;tinle, staff me'mber who was designated asDi~,ector of 'i)'olunteers. 

After receiving required training; each volunteer was mat cried with a:' pro

bationer who had been rand0m+Y assigned to the volunteer group. Matches 

generally took into consideration such factors as cqnttnon interest;s, lang-' 

uag.es spoken, geographical location, age, needs, and working nours. Voluu""' 

teers supervised from one to three probation~t!;l-o'.~t any given time. 

The term "traditional probationlfwas:n~t defined beyond being " ••• a 
, 

term used to describe theprobatfon s~pervision system that existed prior 
" 

to the implementation of.this pr01.ec~.,,67 The tr~~itional probation sl1per~ 
vision g-'t"OllP -cons1.sted of three::~xperienced probation officers. 

~';! 

Results of tests· fO·t.:ti~Jl;t.:!J~,tJcat'· signi.fic-an.ce indicated that the 
('/' .• - ....... C".""-_ - ~ 

volunteer group had significantly 1nO'f'~ direet.,contacts with the p!,bbatione~s, 

,more indirect and on-behalf contacts, mor.e overall conti:\cts,gp~nt mOl;e'time 

on direct. contacts, indirect contacts, on-behalf contacts, and all cont;aet:s:" 

developed more correctional goals, and .,received a higher rating -on th..e 

Client's perception of how well the volunteer got to know the client than 

did either the team members or the: traditional officers. C0nipat!ed to only 

the traditional approach~ the team approach 'had significantly more direct 
::::~_,;: __ .~=_::;o-; 

contacts, more indirect cont.acts, more total number 01 ~q.,g~tiets-:-';~re time 
," ' - ",;--:-~:~~ ~ 

- /,,,,,,",,, 

Spetii: in direct .~qntaet;$~ c l!l0.r~ ~talti1l1e SP~~'higher Rercentage of 
.-.:;;---- " 

~/;;I?:~ ,. <~~ 

stated cOt'rectional goals attained, a~ra higher rating....,.mt""three of the 
-,-,'- . /~:.;- ....:;;<.;~ .. ~ .. '.3'/ .; 

f:Lve questions on the probatior!/~:f{ficer' s s~'YW"?"fo'rm. While ~llia team' ,c 

D ~,~ . 
attained a higher' percentage of their stated correctional goals than did 

the traditional officer" the team had actual;J.y deV~loped a sign:tticantfY'" 
.:.-' 

low.;!" number of such go:lHs tlian bad the tt'&iitiotilal officer. With respect"" 
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tc:t r~ecidivism ot!~tcome measures, then~ was a statistici:ll"ly" ~1i~LificClnt 

d'ifference alllon~ the' three g;roups7 with the volunteer g~aups h,iwing"" 

significantly Jiewer arrests following probation thCl'll'/either the team 

of the tradit,j.onal group. The team group had ~wer arrests followingpxo.-.c 
.. 

bationtnan (lid the ,traditional group, h0'W.wer, the significance level 

"was !;Qy~---fr;;~ ,:that ofcthe" differenc~i>~twee~ the volunteer group and the 
.-., /.:. .. 

J' " /;" 

teafu and traditional groups. T,.h€re were no significant differences among 
~~/ c:. ~ : 

~ 

the three groups "Un arrestS/during the-cperiod of probati0tl'f Jl.Ulilb~r of pro
,-:/ 

" 

bation violations, atyJ/joh placement. 

In additiojl" to comparison of outcome measures, the Albuquerque project 

also perfQ.:rtned an an.alysis of~he comparat~ve cOsts ofth~ three types of 

In figwing the costs of each method of ~upervision, only 

,/~taff salaries, and the miscellaneous expenses of the trolurlteer group. 
~/ /' ,_. '/ 

were included. It Fas assumedc that the fixed operatittS eXjlenses could be 
~~:::;; 

(;~~sidered equally applicable to all three metlrodstind thus could be omitted,," 

It was als~ assumed that f:tftf'::pet'Eetrt':~ef an office:r' s tiime was devoted to 

pl:e-sentence" :rnvestigati~ns and fifty percent to supervis,ion. Thus, the 

~igures provided fo,; th~ cost of" supervision ~;~presented fifty percent of 

t;lli?=wra"f°~at{;';;;i cost. the calculated costs are presented below;68 

Cost of Traditional Supervision 
Numbor of Cliet~ts Supervised 

. Cost of Team Probation 
"~N~ber of Cl1.en'ts Supervised 

-;:...-

-.< / 

= 

$16,~~~.95 = $74.43 per probationer 

$17,828.86 
315 = $56.60 perprQbationer 

-';'. 
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i From these figures? it ,can be seen that the cose ()f volunteer sUPBr-

vision is only fifty~se~fen percerit of the cost of t.radititDhal supervision,. 

a~d-the cost of team superv:t.sionis seventy-six percent of the cost crt:-' 
.. " . 

'traditional sup~rvisi(jn. 
:;,-

__ The proj ect reJPort reach;p' the following coneiusion: 69 
J'.,';," 

~::::? 

'!he repults of this study strongly support the hypothesis that the 
"'-:", -~ .-:. -

volunteer approac,li:a.nd the team approach are effect;i.ve-prQbation 
supervision alternatives. ,~:1he 105_ variablesinvefi;tigated in the 

,comparison of the three prgbSltion methods, the results indicate that 
the volunte.~r approachi@ toe most effective. The team approach 
while not deriving as great a gain as the voltlutee:t;: approach, never
thelessj deITlonstrated superiority ove1.' the traditional probation 
tnethod in'terms of some of the variables investigated here. 
- ~. 

Overall, the i!ldividual Team memb~Is fe2!':,-cliat theirpt'ogr~1D/had 
been successful" ""Then asked to.cite the reasons for'~ltc!c~ss)1:he~ 
following l!lere given:: allowed for diversificati,Q;vor opinions pn 
certain cases; the speciiolization of serv~ces provided more oppor
tunity for additional contacts with the{ client and more involvement 
inappropriacecoJlllllunity agency referrals; more effective communica-

r~'" tion among 'probation officers; an enhanced oppor~J .. ni:i.ty for'collti~.lUed 

I· ./ le~lrning b=ased upon a sha..ring of kno.t'llc9g~._ande:.;:R~E~~;,'hY:'iri£tv~;' 
dual, team members ;a.n-q! the"abiliti-to yrovide on-going, continUJ};l'~ 

I client s~livices ev~!l.ttt cases i~f illness or vacations. fry -in4j(4id~~l 
probaXfQu of£icelrs. Their analysis of impediments to sUc'~iss iricluded 

' .. the follO\d.ng:V~~~lection oiteam members could hav!3')leen lfiore''..=".; 
;'."''''~ ~.--"~~----c;,c:>·-\;:::-:§trbnglY·-<h'1iSeK" upon a~ider cross::::¥epresEhitat1on oEo-Jifferent disci-

plines and expertise ••• ~ 2) certain t~~m members not assuming their 
snare of case load responsibility ; 3) poat' understanding of the team 
cQ(iicept by administration, traditional pr,obation sto/jff and other 
Q-gtside sources, and 4) 1:he failu!"e to deSignate a "tecun leader at 
the time -of selection of th~L tea~·-'lRembers. ,; 

Another type of team arrangement which has heen df4velo'ped'recently 

: . j '.~ 

is the Community Resource Managem~ Team'" "'There ,are currently; seventeen 
~ ;;, 

:-.,. 

;".::=-- J 

'- --J-' v _~, 

. ./. /-1 
C""C~=~~-l 

Community Resource Management Tea~ (CRM1') operating in the United States. 70 

The creation of these teams is Fart of a ~~oject heing conducted by the 
, '-f," 

Western Interstate Commission onlligher Education whicQ, organi~es and' 

,,:- provides training for the teams. 

';:';, 

Under the. em-IT concept~ : the team is a service broker rath~r than a 
--,-; ",":,;.: ~.;::-:-; -. t.~_ ~ _- '-~-;;.-'--::.-;.:::::; 

service~rovidef~ T't1~s means that, in addition to fully utilizing existing 

·n 
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community resources to meet the. needs of probation clients, the team 

membe"rs act as managers of community resources and services r"ather than 

as malnagers of their clients. If services needed by the clients are not 

available in the community, it then becomes the task of the team members 

to cl:mvince service providers to offer the needed services or to modify 

and refine existing services to become more useful to the probation clients. 

''''The CRl1T approach emphasizes the development of strong 1:i,nkages between the 

community service providers and the probation agency, which is accomplished .. -...... 
c }I' .~,-'-... ., r;, ':" 

by fostering and maintaining open, continuous communication betwe~n the 

staff members of the probation agency and the staff members of the com-

munity service agencies. 

iUt.hough team styles may be flexible, there are severa1"basic concepts 
1/ .-._~:,:", 

r 71 
which char.acterize, the orientation ~f a Community Resource Management Team: 

E~ch offender's tangible normative needs must be assessed rather 
than ~ssessing psychological problems. 

Case10ads must be pooled on.the basis of tangible normative needs 
rather than indiscriminate assignment to one agent. 

The role of the agent must be that {)f broker I ad',ocate rather than 
counselor/caseworker. 

The totaii staff must be used as a team who offer their differential 
skill co11el:!tively rather than being isolated individuals operating 
alone.' 

'Itle systemrrltic process of tracking the delivery of community services 

to pr.obationerEJ is accomplished by the practice of having one member of the 
~) 

team ~cting as liaison with one agency or a set of agencies which provide 

cmnmon or related services. This team member can then monitor both the 

probation agency's use of a particular community resource agency and the 

e:Ktentand quality of resourcel, and services which the agency provides 

to. the probation clients. 
'\, 
\', 

The development of these Community Resourc~~ganagement Teams began 
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in 1975, however, there has not yet been an attempt to evaluate their 

effectiveness~ efficiency, or cost relative to other methods of probation 

service delivery and supervision. Descriptive reports by Miscione, McNamara, 

and Obley, l<1oodsoIl. and Miller have been published which attest to the "suc-

cess" of thesFl teams, however, these claims have not been supported by ade

quate evaluations. 72 

Summary 

Single officer caseloads have been the traditional model for probation 

supervision and service provision. Several factors have contributed to 

the usage of this model: the predoatnance in probation of the casework 

orientation, the facility with which required probation tasks may be divided 

and assigned, and the issue of accountability for the performance of proba~ 

tioners under supervision. lbere have been some disadvantages of the single 

officer caseload model, however, which have caused some concern. These 

problems include pre-service and in-service training, caseload size, and 

cae load heterogeneity. 

The team supervision·model is one of the approaches which has been 

developed as an alternative to the single officer. caseload. The team mod~l 

reflects an attempt to address the problems raised by the single officer 

model and, in addition, to expand the scope and quality of services P1CO-' 

vided to the probationer. Several variations on the team approach were 

presented, including Sullivan's conceptual models, the Ifbuddy" system and 

the "collective teamtt of the Baltimore project, and the Community Resource 

Management .Team model. 

l1mort unat ely , virtually no evaluative research was found. The single 

officer caseload has apparently been accepted without evaluation. The 

team model is relatively neWt and such operational programs have not yet 

been subjected to rigorous evaluative ref3earch. The single excep.tion is 

lIS 

I 
I 
I 
I 



,. 

the Albuquerque Municipal Court study, a true experimental design wbich 

compared the relative effectiveness of three supervision models -- volun-

teer supervision, team supervision, and traditional probation supervision. 

Based on the results of this one study, we may tentatively conclude that 

team supervision appears to be superior to the traditional singl,~ officer 

caseload model in some respects and alslo proved to be less costly. It is 

anticipated that much more will be known about the effectiveness and effi-

ciency of team supervision when the Community Resource Management Teams 

are evaluated. 

Casework vs. Brokerage 
o<",,"~",,~,_ 

Virtually all proba~ion deaprtments manifest -'6tt;:!.J~j~~f;Lable orienta-
-, <<;: 7"'-"'~~) " ."_. 

tion toward what is (!('\nsidered by a given department to be the "prope'c" 

approach to probation supervision and service provision. This orientation 

may not be explicitly stated but can be discovered by examining the depart-

ments' attitudes and practices concerning the role of the probation officer 

and the relative emphasis placed on the probation officer or community agen-

cies in the delivery of needed services to probationers. 

In this Section, we will discuss the two major approaches to probation 

casework and brokerage. It must be kept in mind that, as discussed, 

these approaches are "pure" types; that is, the discussion will be presented 

as though the approaches ~ere mutually exclusive, and a department would 

adopt either n casework appr.oach .or a brokerage appr.oach but could not ~om-

bine any features of the two approaches. Of course, in reality~ many features 

of the two appro.nches can be mixed in a great variety of combinations, so 

it would be unusual if any two probation departments exhibited precisely 

the same approach to probatio~ supervision and service provision. These 

approaches, then, can be viewed as extreme positions but most department~ 

adopting positions somewhere along the continuum. 
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The traditional approach to probation supervision has been the 

casework approach. At the outset, we should note that casework is not 

synonymous with social work; l~ather, it is just one of the three major 

specialities of social work, the others being co~unity organization and 

group work. 

Many definitions of casework and social casework have been offered. 

Bowers has provided this frequently-cited definition: 73 

Social casework is an art in which knowledge of the science of human 
relations and skill in relationship are used to mobilize capacities 
in the individual and resources in the community appropriate for 
better adjustment between the client and all or. any part of his total 
environment. 

Meeker has elaborated further: 74 

The modern emphasis in social casework is upon discovering the 
positive potential within the individual and helping him exploit 
his own capabilities, while at the same time revealing external 
resources in his social and economic environment which will con
tribute to his ability to assume the mature responsible obligations 
of a well adjusted individua.l. It is therefore apparent that the 
ba:sic element in casework is the relationship between caseworker 
and individual in trouble. 

Fro'm these def:f-nitions, we learn that, casework emphasizes the attempt 

to change the behavior of the client through the development of a suppor-

,';ive one-to-one relationship between the caseworker and the client. Because 

of this close relationship, the casework approach views the caseworker as 

the sole, or at least the primary, agent of treatment for the client. 

By following a casework approach, the probation o;fficer will also 

follow the basic assum~tions of social work. Trecker devides these assump-

tions into four categories .-- asS'umptions sbout people, assumptions about 

problems of behavior, assumptions about the social worker, and assumptions 

about the relationship between the social wOl=ker and the client. 75 One 

of the assl;anptions about people is that "... people can and do change in 

their behavior when they are given the right help at the right time and 
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in the right amount.,,76 With respect to behavior problems, it is assumed 

that, because problems of people are complex and intertwined with the: 

person's total livin~ situation, treatment of those problems must be in-

dividualized. The primary 'treatment agent is assumed to be" the social 

worker, and his most important tool is the quality of the relationship he 

creates with his client. Finally, it is assumed that the client must be 

motivated to participate in the treatment process; consequently, a key 

element of the working relationship between the social worker and the client 

must be the development of the client's desire to change his own behavior 

through his active involvement in the change process. 

Trecke~ also identifies seven brpad principles which characterize the 

way in which the social worker approaches his day-to-day tasks: 77 

· -..tL 

1. The principle of study and diagnosis. -Basic to all treatment 
is the principle of study and diagnosis. By this we mean that 
the social worker must'study the individual, his behavior, his 
motivations, and his situation. He Must endeavor to analyze 
with care and with diligence the possible factors which enter 
into the specific behavior. It is impossible for social treat
ment to take place unless the worker understands the causative 
factors that give rise to the situation. 

2. 'the principle of individualization. -The principle of indivi
dualization means'that each person is different and each situation 
is different. Therefore, treatment plans must be individualized 
and must be designed to meet the needs of a given person .at a 
given time. 

3. The principle of focus and objectives. -It is important for us 
to realize that the treatment process, the same as the educational 
process, must have clearly defined objectives and must have a 
clearly defined focu$. Actually, treatment is a step-by-step 
proposition and p~nality change comes about in stages rather 
than in a.~amatic or sudden way. When the worker determines 
exactly what it is he wants'to have happen with the individual 
and when ,he draws up clearly defined objectives he is able to 
measure r,md evaluate his treatment plans. 

4. The pr1..nciple of relationship. -Before change can come about it 
is necessary for the individual and the.worker to become related 
in an effective professional way. This means that the worker 
will exercise a conscious, controlled use of himself and through 
his warmth, acceptance, and understanding, he will strive to 
create a bond of feeting which will help the individual to 
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understand the basis for his difficulty and what he can do about 
it. 

5. The princi~le of participation. -The principle of participation 
means that the social worker and the individual must both be in
volved, or both working together. Participation engages, motivates, 
and mobilizes the individual for change. Since there is no real 
change unless the individual, himself, wants to change, it is 
extremely important that treatment be looked upon as a partici
pating process. 

6. The principle of community resources. -As a matter of principle 
modern social workers are increasingly accepting the fact that 
they must use all of the resources ~vailable in behalf of each 
individual served. This means that we shall work with other 
agencies aud with other services in order to create the most 
favorable climate for change. 

7. The principle of continuous evaluation. -The principle of con
tinuous evaluation means that we shall constantly check up on 
our work and shall strive to determine the extent to which we 
are being effective. It means, too, that we shall maintain 
a degree of flexibility so that we call lllcdify and change our 
methods as circumstances require. 

One common thread running through these definitions and principles 

is the idea that the casework relationship, to be effective, must be 

entered into voluntarily·, or at least willingly, by the client. 'Ihe 

relationship involved in probation supervision, however, does not rest 

on the voluntary participation by the probationer, but rather un the 

authority of the probation officer. Under the casework approack, then, 

it is important to resolve this conflict between the voluntary self-

determination of the probationer and the authority inherent in the pro-

bation officer's position. 

Many authors are characterizing the authority of the probation officer 

as an important tool which can be ~sed in the treatment process. Mangrum, 

for example, refers to the use of "coercive casework," and states, "While 

i.t is true that effective casework is not something done !2. or for the 

client, but with him, it is also true that sometimes it isa matter of 

some action which gets h~ attention ~ h~lds ~ still long enough for 
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him to recognize that there is motivation from within ... Studt notes 

that it is important for the probationer to learn that " ••• autho~ity is 

power to help as well as po~Yer to limit ••• ,,79 Hardman feels that authority, 

properly used by the probation officer, can be an extremely powerful tool 

in social service. He believes that all individuals, not u~ly probationers, 

entertain both positive and negatill~ ft'·' ';o,t.s toward authori.ty and that 

one of the primary responsibilities of the caseworker is to help the client 

try to understand and accept his conflicting feelings and to learn new ways 

of controlling and expressing those fee1ings. 80 Dressler would agree with 

the foreg{;)ing opinions, feeling that, tI ••• authority, properly conceived, 

far from impe1ing the casework process, actually is an eSbentia1 element 

in it."al 

\-1e have see'n, then, that the essential task of casework is to change 

the behavior of the individual client. This change is accomplished through 

an individualized treatment process which is based upon a positive, suppor-

tive, one-to-one relationship between the probation officer and the proba-

tioner. Through study and diagnosis of the individual probationer; his 

behavior, and his living situation, the probation officer develops a plan 

of treatment in which the probationer should participate. The authority 

inherent in the probation officer's position is seen as a valuable treat-

ment tool. 

Almost diametrically opposed to the casework approach is the brokerage 

approach. Under this approach, the probation officer is not concerned 

primarily with understanding or changing the behavior of the probationer, 

but rather with assessing the concrete needs of the individual and arrang-

ing for the probationer to receive services which directly address those 

needs. Since the probation officer is not seen as the primary agent of 
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treatment or change, there is significantly less emphasis placed on th~ 

development. of a close, one-to-one relationship between the probation 

o££iCf;tr and the probationer. The probation officer functions primarily 

as a manager or brokey of resources and social services which are already 

available from other agencies. It~: the task of the probation officer 

to assess the service needs of the probationer, locate the social service 

agency which addresses those needs-cas its primary function, to refer the 

probationer to the appropr:f,ate agency, and to follow up referrals to make 

sure that the probationer actually received the services. Under the 

brokerage approach, it can: be said that the probation officer's relation-

ship with community service agencies is more important than his relation-

ship with an individual probationer. The brokerage approach does share 

c with the casework approach the importance of the probationer's participa-

tion in developing his own probation plan. 

By 1973, the National Advisory Commission on Criminal Justice Standards 

and Goals was recommending that the probation system should "redefine the 

. ,,82 role of probation officer from caseworker to community resource manager. 

The Commission report characterized the new approach as follows: 83 

To carry out Ius responsibilities as a community resource manager, 
the probation officer must perform several functions. In helping 
a probationer obtain needed services, the probation officer will have~ 
to assess the situation, kP~w available resources, contact the appro
priate resource, assist the probationer to obtain the services, and 
follow up on the case. ~llien the probationer encounters difficulty 
in obtaining a service he needs, the probation officer will have to 
explore the reason for the difficulty and take appropriate steps to 
see that the serv:lce is delivered. The probation officer will have 
to monitor and evaluate the services to which the probs-tioner is 
referred. 

The Commission also addresses the problem of the individual probation 

officer providing services which may be available elsewhere. They encourage 

the reliance of probation departments on other social service agencies 
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84 
by suggesting that: 

Probation systems should not attempt to duplicate services 
already created by law and supposedly available to all 
persons. The responsibility of the system and its staff 
should be to enable the probationer to cut through the 
barriers and receive assistance from social institutions 
that m~y be all too ready" to exclude" him. 

Becuase the brokerage approach" with its emphasis on the management 

of community resources, requires intimate knowledge cn the part of the 

probation officer of the services in the community and the conditions 

under which each service is available, it may not be feasible for each 

officer to accumulate and use this vast amount of information about all 

possible community service sources. It has been frequently suggerstad, 

therefore, that the brokerage of community servic~s might be more easily 

handled if individual probation officers were to specialize in gaining 

knowledge about and familiarity with and agency or set of agencies which 

provide related services. For example, one officer might become extremely 

knowledgeable about all community agencies which offer services for indi-

viduals with drug-related p'L'oblems, while another officer might specialize 

in all agencies which handle unemployed or underemployed-individuals. 

Regardless of whether officers decide to spe~ialize or wQuld prefer to 

handle all types of community agencies, the esseritial requirements uru:t~ 
. ~-~ 

~ 

the brokerage approacn is for the proba.tion officer_'ts-aeV;lop a comprehen·-

sive knowledge of the resources alre~y~ailable in the community and to use 
~ 

~/. 

thos~ resources to the fUlle~extent for the benefit of his probationers. 
_/~ 

Closely relatedt~ the brokerage approach is the role of advocacy. 

Several authors have recently stressed the advocacy role for probation 

officers. 85 "Recognizing the fact that some services which probation clients 

(f need will not be available in the /c-ommunity, these authors sugges t. thl:tt, 

rather than trying to supply th~se needed services themselves, probation 
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officers should concentrate on working wit/l community agencies to develop 

the necessary services. This will ensure that these services will be 

available not only to probation clients, but also to any other individuals 

within the community who might require them. 

As we have seen, the essential tasks of the brokerage orient~tion to 

probation are the maIlagement of available community resourees and the use 

of those services to meet the needs of probation clients. There is little 

the probation officer and the prob~ioner; rather, more emphasis is placed 

upon the close working relat;J..onship between the probation officer and the 

staff members of cOnuID~riity social service agencies. Counseling and 

guidance are c9i1sidered inappropriate activUies for the probation officer; 

no attempt is made to change t:~ behavior of th-e probationer. The primary 
"" ~._ .... ~o- -

~unction of the probation officer is to assess the concrete needs of each 

probation and made appropriate referrals to exisfing community services. 

Should the needed service not be available in the community, it is the 

responsibility of the probation officer to encourage the development 

of that service. 

This dis~ussion of casework and brokerage -- the major orientation~ 

for probation supervision and service provision -- has highlig~ted the 

essential tasks of each approach and has emphasized the differences in the 

approaches. As we mentioned earlier, these approaches represent the most 

extr,eme positions on an orientation continuum and should be consider~~ 

"pure" types. The practices which prevail in . 'ost probation departments 

will undoubtedly exhibit a strong resemblance to one approach but will 

also incorporate some essential features of the other approach. 

The type of approach which is adopted by a probation agency will 

depend upon may factors, including the prevailing ~hilosophical orientation 
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of)udges and probation administrators toward the probation process and 

the resources available to the agency, and will have implications for 

departmental management. The most obvious implications will arise. in the 

area of c~seload supervision strategy. A department which emphasizes the 

casework orientatiol'l may find that the single officer caseload model is 

preferable. The brokerage approach is amenable to the team supervision 
- ---:::~;;. --=':'<···:··-~:':'·-:":~'--'::'-c'~:::.!'_':'~~ "-:-"S:-

model. 'the department must also dec:i,de, rega'I'dless of the approach selecred'r- -':/Y~-,>,-,J 

whether probatiort officers will specialize in certain tYllec; of casesorwill.>,/,2 

be expected to handle heterogeneous caseloads. The arguments in favorc>f 

specialization suggest that relatively homogeneous caseloads are eas~er 

to deal-tifith for the case'tvork approach as well as the brokerage approach. 

The implic:ation,sr::.(jf orientation selection also t~uch on the issue of 
,./:-~::.51 

pre-servicee.4tteation for probation officers. The theories an~ techniques 

of case~'it'are generally learned in conjunction with a backgound in 

social,work. If cas~w~tk is the preferred apRroach~ it will be necessary 
//~ 

t6'·~quire all candidates for probation officer positions to be able. to 
function competently in a casewo;,k role, thus limiting the pool of dindi-

dates to those with 'social work backgrounds. If; however, the brokerage 

approach is used, the administratvt' might prefer to select probation officers 

from many disciplines and offer in-service tr~:thing which is designed to 

familiarize the officers with communitl. i{~'::rces. 
The adminisf~rator will als~. find that the orientation of his depart-

ment will affect~ the useae volunteers angparaprofessionals. Most"'volunteers 

and paraprofl3SS:lonalswill k~obably n6t bring to their service the abili"ty 
.::;."-

to peJ;fol:ttl in .. a casework role but maybe well informed about community 
, _;::.?..r 

~. 1; 
.~:;' 

se~v;~cesang" resources. It'may also be easier to" handle volunteers and 

'" . . parapr()'fesslLonals ~;ithin a supervision team rather t·h~~"on~a>;-iJ:tgI~'~ff:i.~-er 

basis. 
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Although it would be of ,great v~l'iIeto th~~ ptobaticm C!dmiriistrator,. 

~esearch compaX;in{t.he effectiveness, e!ficienci~ and cost of the caSe--

work and,b'rokera~~:d.'lppr?c1Chea. to probation has ;~Pt yet been done. As a 

result, we a.re not n.0W' in a position te assess tihe relative attractiveness " 
.;' -.:.: ! (: 

of these approaches excepFin terms of philosoPh~cal preference or ctllli!llit-
;-:;: 

menta Such research which addresses one of the most basic a~~ects of the 

L~ ~_ ", probation process would be immensely valuable to decision-:lnakers in pro-
"'-=.!:...''''::''~-'.'.;'>-:':-('.:!~'---'-' :::-..... ,,~ -- '-'::":':~":~""---=-"-'.!::::-;~_-".:=:,-- '.=--==-__ -.:.::"---.::::---=_-'- __ ._ _':'; _-:~--_~-~-_-_-_~ ... ~'r~~-:.,,=----o-:-,;< -

bation. 

Functional Specialization 

Another caseload management teclltiique used by both probation and parole 

agenc5~s is specialization by function. The type of specialization dis

cussed here occurs at the line operating l~vel within the organizqtion 

structure of a single probation or-'payole agency. Unfortunately, little 

infot'matiou is available about the extent of use of this management strate-

gy or about the implications for the agency of its use. Gronewald, however, 

does indicate that, in the fede't'al probation system, nonspecial:tzation is 

the preferred operating tecl),nique in ninety-five percent of the. offices. 86 

Therefore, this discussion will focus on the ~~guments for and ag~inst 

functional specialization and will illustrate the consideratio?-s i~portant 
" 

to the administrator in ~ses~ing the desirability of using functional 
,'"' 

specialization a~ a~'caseload organization mode1. 
~,~ , -

Czajltq-ski has p'rovided a comprehensiye discusSion 'of the use Q.1: 
.. """i_/'.....-

/; 

functional specialization in probation and parole, which w:lll be useda:s 
-::- ____ -:'.-"4:- -:='-=--,,-:.... __ ". 

,;;the frame,rork for this presentation. 87 Written !!O!lHi~manageIIl.ent point of 

vi£>w, his study foc..us~d on " ••• J1,l11ct-iOnal specialization as it affects 
;:o-:--=--

'o~o,~~=-~.:~:'irtdiv:rcfua!"Ptobati~;;::-;;~ parole officer and as it affects the mission 
_"i;:;i::P"':'- 1. 

j~/' fulfillment of a probation and parole organization.88 HiS 8J';lalysis is 
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ba~d on two inte~related premises: 89 

2. 

Specialization, to be most useful, must, coriscio\tsly be made 
appropriate to function and to the mission froItt which the 
fUnction is derived; and 

Specialization, und~r<certain conditions, profoundly ala;ers 
a·person's concept of his role in an organization and-that 
this alteration, in turn, deeply affects the organization. 

C~ajkoski identi;ies a varlety o~ ways ~n which an _a!ency can spec~?oe."""- """" ""] 

however., of interEl$t here is the technique of specialization b:y t¥2" gioup- l' 
ing of tasks arid activities which are S~:~_'""g~huf:e a relatively ////// 

discrete funct.ion performed in t?~de-rf~";ecomplish the ~~~ls of' P_:o./~~lllUit I 
and parole orgaRi:~~ti(:>ns. In ord~r.=!:~1itrir~y;;Cf~ncti'O~!;,,",~:pifcf(;iization, ,.;;c " J 

. q~~:tk~i<~J)kS at', thi~ type or labordi~~::~n:;-~m·the viewpoint of admini- :-1 
strative theory and\,.recalls Gulick' s~s()ns for the~_ division of labor: 90 

.' -; 

1.. Men differ ~i.ll n~~e;tapacity, and skill and gain 
directly :f:A-.aE.fxtet:1:ty by specialization. 

2. 'rhe same man cannot be at two places at the same 
time. 

3. <;One man Cl!lnnot do two things at the same time. 

4. 
, ... '. ~,:,.,.~ .. :~;:::.:;~:;.-;~ .... :..-. 

The range of knowledge and skill is so gr_e~,"tUat
a man cannot within his lifes~~Il,clt~:rilore than a 
small fraction of it. .::<:", 

'll 

areas of specializatiorl, the t~o--;:a?eas which app~~'r most frequently are 
-~_-~--~ "r-" ::;' ... -- .~ , 

investigation and supervi~lion. Thus, within a,~peeialized department, pro~>_~~,~" ~,"i>~=~ 
~ ...:.-:. - - __ .-r.:::~ f;;;'·"-';,,.,rr'" 

bationo£fic:e~s, ~ll be 4S~igt:l=_~,)~Jfc,:lU!i!-Y.~t~;~i~hel:'-to-l?et'foi)p.;:thi 
-.-;.-:-~ ---"-~ . :_-. ..,\ .'-

the .i1\-~t4gatrr-ve-f~ction or the sUlfervisi~n functiott~ ·'len addition, in 
.~(r;>-'':''- ;~~"~-::<-=o~._-- ;"..o;',,""-'~-

- .. -':<..~~-~.... -;:::-

iWme large' agenices, two other specia1izat:1l.ons-- court . liaison and intake 

-- are found.' c.:zai~i notes tha.t the intake function, p,articu1arly in 

'juvenile courts, maya,ssumemajor·1mportance in department~1 in which the 
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intake officers make the decision~bout which eases will actually be 

prosecuted 1n court. The court liaison function, however, rarely achieve$ 
~. ,', 

'/ 

the level of importance of the investigative or sup~rvi$ion functions. 

Thtil:;~ -:;fQr the purp9§le of the foll~"ing d:t~-cussion of the argumants -'advanee<t 
.-- ,". ") 

of investigation and supepJis10n as constitu~~Aff>ihe maj Qr functi6tlS of a 
. ;;--:":"-"" ~..:. .... --

!' ... : ~-.' 

probation or par/DIe agency. 
t;, 

:Before discussing the implications of ftractional spec:f.alir~~t;tiltt}, it 
-J-,'~i:::'::"'~~f.~"'··';'" 

should be noted that, in an attempt to elicit idea~,~,f61Fhis analysis, 
~< :- • ;'~';/!;;'.. ..~-

~.J 

Czajkoski surveyed a random sample of pro'j:,a£ion and parole administrators 
~(.~ 

,,<:,.-
by,questionnaire in 1964. His conclusions are based, in part, on the replies 

he received from sixty-two pJ:qb~ilon and parole administrators. 

Czajkosk~n~~es 't1i~'~~~-:":~ile investigation and supervision are different 

treatment. He sees treatment as a process involving three inter-related 

stages: in1]estigation, diagnosis ~ and. supervision. Therefore, although,,_ 

-,~- - invest.igation and supervision are separate functions, they share in the 

.. -

organic unity of the treatment process. 

Tbe results of Czajkoski's survey showed,that most; of th~,a-.tguments 

advanCI/ad in favor of functional specialization. c~:pterEa5l -~to~4:.:c{idndn~s-
-" ;: .... ---

/,;;'--;' 

trc;ltl'-Y:e, rather thap,.ctreatment cOncerns. The mgst frequently citec:l 
..':= 

ugunleints for specialization by function werer
91 

t. It eliminates neglect .of one function (investigation or 
su~~~isipn) in favo~ of the other. 

2. It facili\,::ates supervisory control of performance. 
; 

.l. It is more efficient. 

4. It allows the development of expertise. 

5. Some officers, bec~~use of training or personality, are not 
suited to perform ~oth functions. 

" 
() 
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Proponents of functional specializat:i.on argue that p.t'obation officers 

who are not specialized will, by reason of personal inclination, time 

pressures, or volume of work to be done, tend to neglect one aspect of 

their required work in favor of the other. Since most investigative work 

(such as presentence investigations) is performed under inflexible deadlines, 

proponents argue that supervision work, which does not frequently require 

meeting mandatory deadlines, will be neglected. They also argue that 

specialization is a more comfortable arrangement for many officers who may 

not be tempermentallysuited for the investigative or supervisory functions. 

Because specialization requires more line supervisors, it is also seen as 

providing a greater degree of administrative control over the probation 

officer's performance. Finally, proponents of specialization assert that, 

because specialization allows officers to develop greater task expertise 

and because each officer is concerned only wi ttl the performance of a 

relatively discrete funct.ion within the service delivery process, this 

administrative arrangement is more efficient than nonspecialization. 

On the other haud, a number of arguments are also advanced against 
92 

the functional specialization technique. These arguments are: 

1. ~be advantage of simple efficiency would seem to weigh 
heavily on the side of nonspecialization. 

2. An operating knowledge of the techniques of investigation 
and supervision will enhance expertise. 

3. Functionalization may result in unequal workloads and 
thereby create morale problems. 

4. The problem of neglecting one function (most frequently 
supervision) in favor of the other (investigation) is more 
closely related to case overload and inadequate number of 
staff than it is to specialization or nonspecialization 
of function. 

Czajkoski notes that several important points are subsumed under the 

efficiency argument against specialization. He states that "a key loss 
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occurs in communication between officers specializing in supervision and 

those specializing in investigation. The problem appears on two levels, 

One relating to the transfer of information in a specific case and the 
93 

other't~ the transfer of policy and professional knowledge." This 

dual information transfer problem refers both to the investigating officer's 

inability to communicate all of the potentially important informa,tion he 

has gathered about a specific case to the officer who will be supervising 

the probationer, and also the difficulty of transferring policy information 

and professional knowledge (for eXaA'ple, the supervising officer's know-

ledge about the requirements for successful supervision or the investigating 

officer's knowledge of judicial and/or parole board policy) in both 

directions. 

With respect to the development of expertise, the opponents of 

specialization argue that officers who perform both the investigation and 

supervision functions develop a broad, comprehensive perspective of the 

entire probation process which outweighs the limited benefits of expertise 

in some of the technical or procedural aspects of a particular function. 

Another efficiency consideration is the fact that the demand for investi-

gative or supervision services varies considerably over time, and it might 

be necessary for an agency administrator to assign more officers tOI perform 

either function. If the agency is specialized, however, a significant 

portion of the staff's flexibility and maneuverability is lost, since staff 

members cannot easily be switched from one function to the other. Czajkoski 

points out that Ita combined staff is structurally organized and properly 
94 

experienced to meet the shifting demands of investigation and supervision." 

A closely related problem is one of equating the workloads which specialized 

officers are required to carry. Opponents of s~ecializatio~ argue that 

the actual tasks performed by investigators and supervisors are not equivalent, 
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which can create internal morale problems when both types of officers have 

the same' titles, professional sea,tus, and salary. 

In'conclusion, Czajkoski points out that "the character of the 

officer's professional role would seem to depend on the degree to which 

functional specialization is carried out. The separation of investigation 

and supervision tends to emphasize treatment as a process to be isolated 

from other processes in probation and parole. The morale and efficiency 

problem then arises of having the concept of treatment integrated at the 

level of line operation. Careful thought should be given to the desirability 

of segmenting the functions of probation and parole officers lest their 

profession be disintegrated and their ability to perform their duties be 
95 

undermined." 

Unfortunately, our knotl1ledge of this area must remain subjective, 

since no research studies we~e available which attempted to evaluate the 

efficiency of the functional specialization technique. 

Workload Derivation 

The American Bar Association Project on Standards for Probation 

recommends that average probation caseloads be sufficiently low to provide 

adequate supervision for all probationers and to develop variable caseloads 

for different types of offenders and assignment techniques which will 

96 
maximize supervision. The President's Task Force Report on Corrections 

found that the administrative problem that has plagued probation officials 

most has been the achievement of a manageahle caseload for probation 

97 
officers. mlenever probation program$ are subject to criticism, the 

oversized case10ad is usually identifietd as the most critical obstacle to 

successful operation. Efforts to reduce caseloads have been the source of 

a continuing struggle between probation administrators and local and 

state authorities. 
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Ag a remedy, workloads rather than caseloads have l.)een propos:ed as .9. 

means of assigning pr'obationers to officers. The workload concept is 

based on the ideal that not all offenders. require the same tYl:~e or ,unOu,ut 

of supervision and that different prohation functions, such as presentence 

investigations or supervision, cannot be equated on a one-to-one basis. 

The workload concept shifts the focus from the raw nlllmber of cases to the 

amount of time needed to meet probationers' needs. The previously-discussed 

vertical model of caseload assignment is relevant to the workload concept, 

for it suggests a means of alloc~.,1.ng probationers to probation officers 

" ••• based upon the view that ',: all offenders need equal amounts or 

9b 
intensities of supervision." Carter and Wilkins suggested that the 

high-need, low success potential offenders be grouped into smaller caseloads 

wlUle the low-ne.ed, h:tgh success potential offenders be grouped into larger 

caseloads. Within the workload concept, this structuring of caseloads 

involves a weighting of certain cases and assignments. Thus, a probation 

officer assigned offenders difficult to supervise or persons in need of 

multiple or particular special services would then have an equally weighted, 

yet smaller numerical caseload than the officer assigned offenders requiring 

only minimal supervision. In addition, such activities as presentence 
, 

investigations, which require a large time commitment~ would be weighted 

more heavily than supervision assignments when calculating the workload of 

an individual officer. 

While few departments have operationalized the woddoad concept, 

fewer still have subjected it to any form of evaluation. Fortunately, 

information concerning some of these attempts is available. For example, 

in 1964 the L~s Angeles County Probation Department evaluated a·workload 

project where case10ads had been allocated on the basis of timetrather than 

numerical siZe. The equally ~1eighte& time workloads ranged numed.ca1ly 
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from 16 to 384. Probationers assigned to the workload officers were found 

to be more regular in their support payments and reporting activities 

and tended to be released earlier from probation than those probationers 

assigned tc a n.on-~o1orkload probation officer. The study fl'lUnd "an appreciabl.a 

potential for coat reduction in the management of adult case.s. tr99 

In. 1976 the State of Florida published the findings of their workload 

project. 100 Among other topics and objectives discussed, this report 

recommended that work production should be measured in work hours. In 

order to arrive at'a workload measure, this study scrutinized the current 

workload measurements and the total hours per month available to the 

officer. The study found that each staff member had 2,088 annual hours 

available for work. There are 174 gross hours available per month, including 

holidays, annual leave, and sick leave. Approximately two and one-half 

days, or twenty hours per month, should be discounted for holidays, annual 

and sick leave. This would leave a balance of 154 available hours per month 

per officer in which to perform the duties required of the job. From this 

figure, fourteen hours peL' month, representing the amount of time which had 

to be reserved for court-controlled actiVities, were subtracted. Thus, 

each officer has 140 hours avaiiable per month. The following chart 

specifies the work hours proposed for each task, based on current tilue 

assignment: 

'Work Unit 

Supervision 
Class I 
Class II 
Class III 

TABLE 3.8 

PROPOSED MONTHLY WORK HOUR MEASURES 

(Felon or Misdemeanant) 
(Maximum) 
(Medium) 
(Minimum) 
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Work Hours 

4.0 
2.0 
1.0 
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Table 3.8 - Continued 

,N£rk Unit 

Investigation 
Presentence (Felon or Misdemeanant) 
1'08 tSE"..n tence 
Prepaxole 
Mandatory Conditional Release 
Work Release 
Other State 
Release on Recognizance 
Security 
Violation 

Work Hours 

12.0 
10.0 

4.5 
4.5 
4.5 
4.0 
4.0 
2.5 
2.0 

This study concluded that each officer should be assigned 140 hours of 

work un1ts per month, computed according to the above chart. 

During 1977, the State of Wisconsi~ undertook a time and motion study 

101 
of its probation officers in the Madison Region. The data obtained from 

the study suggested the followi.ng workload standards for the future: 

TABLE 3.9 

WORKLOAD STlOO)ARDS 

-------------------------------------------, -------------------------
Work Ul!-,its 

Maximum Supervision 

Medium Supe~dsion 

Low Supervision 

Minimum Supervision 

Work Hours 

2.62 

1.21 

.62 

.33 

From these figures, it was determined that an average workload would 

COIlsist of 68.6 work hours per officer and result in a client to agent ratio 

of approximately 44:1. It was also determined that each officer must 
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" complete 12.5 presentence investigations~ 2 admission investigations, 

10.7 probation socials and 2 partial investigations pet' year, although 

no indication was givep how these figures were derived. Wisconsin has 

operationalized these figures and the workload concept on a statewide 

basis for th~ 1977-78 fiscal year. At this time, no published information 

is available as to the progress of the project. 

The California Work Unit Parole Program began in 1965 and continued 

in operation until 1972. 102'~.,;The stated program objectives were to increase 

community protection, improve performance of parolees, and save institu-

tional costs. Three classes of parole supervision were identified in the 

study as follows: 

1. Special supervision for parolees who required more than 
average Parole Agent time. 

2. Regular supervision for parolees requiring moderate time. 

3. Conditional supervision for parolees requiring a minimal 
amount of time. 

For those cases deemed in need of close attention, a total of three 

hours per month per case was allowed for interviewing, case conferences, 

reporting, and resource development. Regular cases were allotted one 

and four/fifths hours, and conditional supervision cases were given three! 

fifths of an hour. A client to officer ratio of 36:1 was established. 

The next step was to translate these time allotments to a unit system 

which would permit each (!aseload to be governed by a work unit measurement. 

It was determined that a. total of 120 work units would be allotted to each 

officer. Under this plan, officers received credit for 4.8 units of lil'ork 

for each of their parolees under special supervision, 3 units for each 

parolee under regular nupervision and 1 unit for those under conditional 

supervision. In pract:lce, each officer carried a mixture of cases, but 

by utilizing the work llni.t system the workload was adj usted to ke~p each 
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officer as close as possible to the ideal of 120 work units. Since this 

program concerned only parole t provision was not made fc.lr major probation 

tasks such as presentence investigations. 

The study further noted that if the work unit program proved effective, 

it was anticipate!i that :i.t would be e~panded to include the entire parole 

population. This expansion did not ~terialize, and the problems involved 

in maintaining two parallel parole systems prompted the development of a 

single system of parole supervision for all adult felon parolees. 

The Oregon Workload Measurement Study prepared as a Report to the Legis

lature was conducted in 1972 in three of the five Regions of the Oregon 

Corrections Division. 103 The objectives, aSI stated in the study, were to 

develop and implement a case management system and to develop an improved 

system for budgeting probation and parole officers. In the first phase of 

the study, probation and parole officer activities in the Medford, Eugene, 

and Portland Regions were identified, observed, and timed over a three-month 

period. Activities were clustered into four major functional areas by per

centage of total time expended as follows: 

Administrative Activities ................................ ,. ................ ~ ..... . 52% 

Supervisory, Counseling, or Enforcing Activities •••••••••• 26% 

Investigation/Reporting Activities •••••••••••••••••••••••• 3.9% 

Revocation and Hearing Activities ••••••••••••••••••••••••• 3% 

In order to further refine these data, a modified Sidney Fine method 

of task analys~s was utilized by the study team in an attempt to write 

behavioral core tasks that would cover ninety percent of all worker func

tions and job time. The study reports that while it was successful in this 

accomplishment, it found great differences in both tasks and time require

ments among the three Regions. This was due to the fact that there exists 

no systematic or standardized means of case differentiation or classification 
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which matches client needs to available resources or treatment philosophy. 

The report does suggest the development of a manpower need formula for 

correcting the staffing patterns based on current workload and study find-

ings. This manpower need formula can be based on current workloads and 

study findings in the following way: 

1. Identify the. function performance pattern (i.e., functions 
typically performed monthly by average workers). 

2. Sum total the time consumption of the average worker'~ 
typical pattern. 

3. Convert to hours consumed by pattern per month. 

4. Multiply monthly required hours by the study population 
case (supervisory unit) to determine total monthly hours 
required by the supervisory unit. 

5. Divide by 168 hours (which is the total hours available 
to one worker. per month) 'to determine the number of required 
positions. 

Based on this manpower formula, and in order to implement the recom-

mended case management system, the projected staff needs were determined 

for each of the three Regions studied. This information was then trans-

lated into caseload ratios as follows: 

Medford Region projected caseload ratio 48.9 to 1 
1972 actual caseload ratio 77.6 to 1 

Eugene Region - projected case load ratio 41. 7 to 1 
1972 actual caseload ratio 62.2 to 1 

Portland Region ~ projected caseload ratio 71.8 to 1 
1972 actual caseload ratio 81.0 to 1 

The California Youth Authority undertook a workload project based 

in the Bakersfield parole ~nit during a one year period starting in October 

f 97 
104 . 

o 1 O. Based on a t1me study that was conducted in 1969, a preliminary 

workload standard was established which defined thirty minutes of time for 

each service activity as one work unit. On the basis of an average 151 

working hours per month, a total of 302 work units per month per caseload 
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was determined to be acceptable. Initially the project used three major 

service categories (Caseload Services, Administrative Case Management, and 

Non-Case Related Activities) for estimating the time required to provide 

these services to assigned cases. Later, using data obtained from the 

second and third time study periods, an attempt wa$ made to identify indi-

vidual case characteristics that would predict time requirements for case 

weighting. The case characteristics examined included: 

1. the client's placement status (the primary deterltlinant). 

2. the client's planned program (sehoo17 work or miscellaneous 
program) 

3. the number of times the client had been on parole 

4. the client's age at release to parole 

5. the number of months the client had been on parole 

6. the court of commitment (juvenile, municipal, or superior) 

7. the client's sex 

8. the client's ethnic composition 

A statistical technique was used to determine the individual and cumu-

lative contributions of these case characteristics topredic:: the amount of 

total caseload service time expended per client per month. It was reasoned 

that those case characteristics showing the most predictive power should 

be used for case weighting. The data revealed that none of the eight case 

characteristics examined, or combinations thereof, were highly predic~ive 

of the amount of time that would be expended for a client during a month. 

Further analysis of the data obtained from testing this model resulted in 

a revision of the preliminary workload standards, by category of service, to 

provide: 

1. Caseload Services -- 2.7 work units per case, per month 

2. Administrative Case Management -- 2.1 work units per case, 
per month 
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Non-Case Related Activities -- 4.2 work units per '~7 
per month 

Total Caseload -- 9.0 work units per case, per month 

~'I 

Two generalizations were made from the findings of the Model Parole 

Workload System. First, with several modH;tcations, the workload system 

can be used as a means for matching the service time needs of groups of 

clients with parole agfant time available. Second, the findings of the 

Bakersfield project indicate that to convert regular parole operations to 

the workload system on a statewide basis, the Department would need a client 

to agent ratio of not more than 33.6 to 1. A somewhat lower ratio may 

actually be needed as a result of program innovation and refinements intro-

dttced v~thin the Increased Parole Effectiveness Program. 

Despite the findings and recommendations of these studies, the work-

load concept has failed to surface as a widely used model of operation. 

In 19/4, Wint Hughes of the Wisconsin Division of Corrections prepared a 

review of the studies that have been undertaken in, among other: areas, the 

area of \vorkloads. He concluded: "We found no example of operationalized 

Probation and Parole 'workload systems' that have been implemented from 

time studies, experimental projects, or as a result of research findings 

••• We found no examples of Time Studies or Experimental models that have 

resulted in operationalized workload systems."lOS The 1967 President's 

Commission Task Force T{eport. on Corrections stated: "Time, as a work measure, 

has not been used extensively_ Many original studies which utilized this 

measure were designed more to sh,ow the expenditure of time among several 

activities rather than to predict manpower requirements or workload level.s.,,106 

Adoption of the workload concept may be suffering in part~ecause of -

the lack of a technology that can accurately identify and differentiate high-

csuccess potential, low-need clients from low-success potential, high need 
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I clients. It may be:: due to the lack of gener~lizable or at least acceptable 

figures concern'lng relative and absolute assignments of w~ights to v&Tious 

ac~ivities and responsibilities and a proper total workloa.d work'~at~'-f 
r' -

Thirdly, departments may be hesitant in adopting the concept dU~ to fear 

of the unknown. Indeed, Ii'ttle is known empirically of the impact ofa 

work~oad perspective upon th~ clients, the probation officer, the depart-

mant, or upon the criminal justice system in general. It seems that until 

more research is undertaken to expand the technology Qf risk prediction and 

needs assessment, and to claTify the impac~s of the concept in operation and 

distribute acceptable and generalizable information concerning activity 

weights and tot~l responsibility, de facto resistance to a workload movement 

will be observed. 

At the beginning of this chapter, we noted that the complexity of 

the tasks required of probation agencies raised a number of critical issues 

which must be faced by probation administrators. Having discussed the 

relevant case load assignment and supervision issues ~ we can now U ... k the 

available information witn the management questions which were id.entified 

earlier in an effort to aid the administrator who is attempting to select 

techniq'ues and strategies which w0l21d be appropriate in addressing the 

pr~lems encountered by his agency. 

tl lfuat are the different ways in which ",robationers can be assigned 

! to individual officers' caseloads? 

As ne have seen 7 there are at least four broad caseload assignment. 

models. First is the conventional mOQel, under ~nich probationers ~re ran-

dOi1lly assigned to individuI!1.l case loads • The characteristics of the proba-

tioners ar~ rtot taken into consideration; thus, caseloads aTe heterogeneous 
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and eac.h individual caseload is a miniatu~~':f~~uc..t;t~·:m of the total 
"--........ -~ ~ ~ ~ 

",-.-::; 

..... """ ..... ;.,- ...... -

probationer po,pulation. Second is the conventional model witjr~ii.t6~P.~c, 
'~'~ .. :--.~;,-:"-.,;;;,..~, 

considerations. Under this model, each caseload is restrict eel to residents ""~o"::;';:>"""~:(;:: 
',.::-

of a certain type of geographi.c, area, but again the probationElrs remain 
. - ." ',. - , . - .. ~~,;-:; 

otherwise undifferentiated. Next is thea!ngle-factor special.ized case-

l0i;\d. This model separates probationers on the basis of a single character-

istic, for example, age, type of offen$e*D:t:'~'F-.;t{;;ential for vif)lent behavior. 

lM-nally, the vertical, multi-factor clas~ification model is based on the 

differentiation of probationers by more than one characterist,ic.-'this 
;: 

model frequently uses one of the p'rediction instru-ments whicJ.'l attempt to 

estimate the chances that a part:l~~dar probationer will succeed or fail 

on probation. The "ntlIilbers game" can be applied to any of t.hese assignment 

modelS. The object of the numbers game is to numerically biliance all of 

the caseloads in the department either by dividing the number of probationers 

by the number of probation officers or by arbitrarily selee,ting an "ideal" 

caseload size \-lhich repres,ents the w.aximUIll number of probationers in any 

single caseload. 

We have pointed out a number of potential management implications for 

each of these assignment techniques. These implications, and the constrain~s 

imposed by theselectio~ of case load supervision strategies must be kept 

in mind when consid~ring a change or modification :in aSSignment technique. 

• Can the level and intensity of supervision be di:fferentiated 

for various classes of probationers? 
,.'. 

In the past twenty years, we have seen a great deal of interest in the 

relative effectiveness of differentcaseload sizes. Host studies in this 

area have experimented with intensive supervision. The major assumptiun 
~'.::; .. ; J, 

underlying the use of intensive supervision is that increased contact between 

the officer and tbe probationer will result in increased understanding by 
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the officer of the probationer and his prob1ems 1 the development of better 
'C-.-;::. _ 

skills in mat<!fiing ~eI;vices to client need&",~etter diagnostic assessments, 

and imFroved treatment judgments. The justification for the use of in ten-

""\:::''Sive sUB-e:plisidn, th~n ~ is the fol~p.-~:U;i.g ass.ume€l . causai linkage: 
• _ .:..... • ._ f _ , ~ 

~ --- ';- ._~,).-

-~ "-. ;: 

ca~~ioad size re~\~ts in increased contaet between the probation 
" ,,_." ," 

def!reased 
(J-, 

officer and 

the prcibationer~ which leads to improved service d~livery and more effective 

treatment, finally resulting in a reduction in recidivism rates,;;:' Studies 

determined that, while data al!-i~kept which indicate the nu~er of CQntacts 

between thep~.obation officer and ~he probation~ri .there is no information 
. . -.- -

to· suggest that the .'lqality of contacts has changed. Intensive supervision 

caseloads appear generally to consist of twenty-five "high risk" probationers. 

Other studies experimented with minimum. supervision, which is also refer-

red to as "crisis supervision." Minimum supervision requires no "routine 

or normal contact with the probationer beyond a written report submitted 

1lI.onthly by the probationer. Again, data were available on the" number of 

contacts but not on the quality of contacts. 

The issue of the relative effectivenesss of various levels of super-
_ .. 

vision with respect to outcome measures had been covered in the Technical 

Issue Paper on Clients and Caseloads. 'With respect to managem,ent issues, 

it is clear that research which asseSSEfS the quality of contacts generated 

by varying supervision levels is necesslary. 

• Should all probation officers be expected to handle every kind 

of probationer problem, 9r should individual probation officers 

develop areas of specializatilJn? 

l.Je have seen that a number of pro:bation departments have distinguished 

between. generalized and specialized caseloads. Under the generalized model, . 
individual probation officers handle a complete cross-section of probationer.,:s 

regardless of the type or extent of problems which they have, and the 
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officers are expected to provide a full range of services, offered either 

by the officers themselves or by other community agencies. In contrast, 

under the specialized model, probation officers handle one specific type 

of offender or offende~ pr9b1em. Categories frequently used for speciali

zation include drug addicts, alcohol abusers, the mentally retarded, sex 

offenders, and offenders w:i.th a high potential for violent behavior. The 

arguments generally advanced in support of specialization include the 

development of increased expertise and skills in handling special groups 

of offenders and increased efficiency in the utilization of available man

power resources. 

We have examined several operational specialization programs in terms 

of their purposes, oganization, and advantages and disadvantages. The 

relative effectiveness of specialized officers and caseloads with respect 

to outcome measures has been covered in the Technical Issue Paper on Treat

ment Modalities. In terms of management issues, we have seen that agencies 

will have to balance administrative decisions on existing funding, availabil

ity of community resources, the make-up of their targtt population, the level 

of expertise within the agency, and the constraints raised by manpower 

resources. 

• What advantages might there be for organizing the probation 

officer force into teams rather than utilizing the traditional 

single officer caseload model? 

There have been some problems associated with the traditional practice 

of using single officer caseloads. These problems include caseload size, 

caseload heterogemdty, and accountability for the performance of the 

probationers in the caseload. The team model of probation superviSion and 

service provision has been suggested as an answer to these problems. There 

are a number of arguments advanced in favor of organizing the probation 
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officer force into teams. First, teams make it possible to offer the 

probation client a broader range of expertise and skills than would be 

available from a single officer. Second, the probation team can better 

handle increasingly larger caseloads, with all members of the team familiar 

with all of the team's cases. Third, the individual members of the team 

can specialize by function or by areas of expertise and interest. Finally, 

accountability for the performance of the caseload is placed on the team 

as a whole, rather than on anyone individual officer. As discussed, there 

are a number of models for implementi~g team supervision, and a number of 

variations on these models. 

We found one true experimental research project which assessed the 

relative effectiveness and cost of traditional supE!.rvision, team super

vision, and supervision by volunteers. With respect to team supervision, 

the study concluded that team supervision, while not quite as efffctive 

as supervision by volunteers, was significantly more effective than tradi

tional supervision and, in addition, was less costly than traditional super

vision. A number of teams which specialize in the management of communit~y "', 

resources have been organized under the brokerage/advocacy approach to pro

bation. While descriptive reports of these teams attest to their nsuccess," 

they have not yet been evaluated in terms of their effectiveness, efficiency, 

or cost. 

• Should the agency adopt a casework approach to probation 

superVision, or would B. brokerage approach be more appropriate? 

Our revielif of the available research revealed no s.tudies which Gttempted 

to evaluate the relative effectiveness~ efficiency, or cost of the casework 

approach and the brokerage approach to probation supervision and service 

provision. As a result, we were able only to offer a discussion of the 

essential elements of th~ two approaches. 
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The primary task of the casework approach is to change the behavia-

of the individual probationer. This change is accomplished through an 

individualized treatment process which is grounded on a positive, supportive, 

one-to-one relationship between the probation officer and the probationer. 

The prDbation officer develops a treatment plan through study and diagnosis 

of the individual probationer, his behavior, and his living situation. 

Individualized counseling and guidance of the probationer ar.e emphasized. 

In contrast, under the brokerage approach, the probat:i.on officer is not 

primarily concerned with understanding and changing the behavior of the 

probationer, but rather with assessing the concrete needs of the individual 

and arranging for the probationer to receive services which directly address 

those needs. Since the probation officer is not seen as the primary agent 

of treatment or change, there is much less emphasis on the development of 

a close relationship between the probation officer and the probationer 

The probation officer functions as a manager or broker of resources and 

services already available in the community. Under the brokerage approach, 

then, the probation officer's relationship with community service agencies 

is seen as being more important than his relationship with an individual 

probationer. The advocacy role, which is closely related to brokerage, 

requires the probation officer to actively lobby for the development of 

needed services which are not available in othe~ "'.ervice agencies. 

The approaches of casework and broke~age were presented as mutually 

exclusive for the purposes of discussion. In reality, of course, although 

most ?robation departments' practices will tend to resemble one approach, 

they will also exhibit ~ome important features of the other. 

• Should all probation officers be expected to perform both the 

investigation and supervision duties, or should officers be re

quired to specialize? 
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We could locate no research which attempted to evaluate the relative 

effectiven~ss or efficiency of functional generalization or spe~ialization. 

We did, however, discuss the arguments advanced in favor of or against 

specialization by function. Generally speaking, functional specialization 

refers to the practice of dividing probation tasks into investigation 

and supervision. Most of the arguments in favor of functional specializa-

tion cluster around administrative, rather than treatment, concerns. The 
, 

most frequently-cited arguments are: it eliminates neglect of one function 

in favor of the other; it facilitates supervisory control of performance; 

it is more efficient; it allows the development of expertise; and some 

officers, because of training or personality, are not suited to perform 

both functions. In contrast, the arguments in favor of non-specialization 

are: it is more efficient; an operating knowledge of the techniques of 

both in"estigation and supervision will enhanct:: expertise; it will not 

result in unequal workloads and consequent morale problems; and it preserves 

the organic unity of the treatment process which encompasses both investi-

gation and supervision. 

These arguments for and against functional specialization represent 

the personal opinions and experiences of a number of probation and parole 

administrators. They have not, however, been examined under rigorous 

research conditions. Definite conclusions about the relative effectiveness 

and efficiency of these two positions cannot be drawn until such research 

has been attempted. 

• How can the agency efficiently handle the volume of probationers 

assigned by the Court? 

One a~~inistrative problem which has plagued probation officials for 

a long time has been the achievement of manageable workloads for probation 

officers. The w·orkload concept has been developed to replace th~ 
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concentration on caseload size because it has been recognized that not all 

probationers in the agency's caseload require the same type or amount of 

supervision and that different probation functions, such as pr.eserttence 

investigations and supervision, cannot be equated on a one-to-one basis. 

In computing workloads, one presentence investigation would be weighted 

more heavily than one supervision case, and probationers re~uiring maximum 

supervision or special services would be weighted more heavily than pro

bationers requiring minimum supervision or no special services. 

We have examined several methods which have been used in order to 

convert the time necessary to complete a given probation task into a 

workload measurement. By using these workload measurements, it should be 

possible for the administrator to arrive at a manageable combination of 

tasks to be assigned to an individual probation office~ and to ensure that 

all officers in the department are asked to handle comparable amounts of 

work. There is little evidence to suggest, however, that the time studies 

and experimental projects which have been undertaken to provide such 

measurements have actually resulted in operational workloads. 
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CHAPTER IV 

THE PROVISION OF PROBATION SERVICES 

This section. addresses the issue of resources available to probation, 

of what these resources consist, and how they are e~ployed. The focus 

'will be on several co.mponents of the issue, and will include: the respon-

sibilities of probation, the services of probation, the strategies for 

delivering these services, some examples of operational service delivery 

systems, and the conclusions qrawn from these various techniques. 

Responsibilities of Probation 

Although there is some overlap, the four primary responsibilities of 

probation agencies are: surveillance, investigation, concrete needs 

counseling, and emotional need.s counseling. Whether a probation office 

elects to undertake each responsibility is a question which will be 

addressed later, but for now we will assume that these are the four basic 

duties of a probation service. 

Surveillance: Wh'ile the term "surveillance" usually means simply 

"watchingU in a police sense it should be point:ed out that a helping 

purpose is also intended. Surveillance is not intended to serve the single 

purpose of catching a client in t,he act of committing a crime or violating 

technical rules. Rather, it is a form of continuous support to a client 

who is trying to re-establish himself in a threatening environment in 

which his past behavior has resulted in personal disaster. When surveil-

lance is properly ~arried out, the client is continually sensitized to 
I' 
\1 
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the possibh~ results of a course of action that has made him vlJ).nerable 

in the past. Just as an alcoholic or narcotic addict who is trying to 

change his life derives su.'port from frequent contact with others who 

have successfully conqu~red their problems, so also can many clients 

derive betl~fj.cial results from frequent meetings with the probatj.on 

officer. 

Investigation; The investigation function includes reporting 

violative behavior, or actual violation on the part of probationer:s, and 

gathering facts about arrests and reporting suspicions to supervisors. 

The question of who should investigate what, to what degree, and when 

external authorites, should be called in to participate, should be 

determined by policy and procedures of probation offices. 

Concrete Needs Counseli~: The absence of concrete needs counseling 

is suggested as being a contributing factor to high recidivism rates. 

This type of counseling includes the following a.reas: employment, 

education, training, housing, clothing, financial, medical, dental, legal, 

and transportation. How different probation officers deal with this 

responsib5.lity will be addressed later. 

Emotional Needs Counseling: Most probation officers are not trained 

psychologists or psychiatrists and should not attempt to provide this 

treatment without the aid of qualified ~rofessionals. However, in most 

easelS what is needed is simply human warmth·and understanding, and this 

can be provided by the probation officer. This area can also include 

drugs and alcohol counseling where needed. l 

The services that a probation office provides depend on the needs 

of clientele they serve. These needs can include: 

1. Academic/Vocational Needs 

2. Employment 
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3, Financial Management 

4. Marital/~amily Relationships 

5. Companio"ns 

6. Emotional Stability 

7. Alcohol Usage 

8. Drug Usage 

9. Mental Ability 

10. Health 

11. Sexual Behavior 

It is quite obvious that one probation agency would have a difficult 

time attempting to provide all the services needed by their clients. In 

f.act, it would be both unrealistic and inefficient for a probation office 

to provide for all the needs of their clients, especially si.nce there are 

many community resources available to the probation office. Local 

communitif:s usually have many programs that can be utilized by the 

probation offices. They include: alcohol programs, drug programs, 

educational programs, psychiatric treatment, employment agencies, 

community voltnnteers, counseling (family, group, marital, etc.), health 

care, clinics and many more such services. 

Service Provision Stratesi~~ 

There are two primary strategies by which probation agencies tnay 

deploy their staffs to provide the services ne.cessary for their clients. 

These strategies are casework and community l"eSOUrce managemet1'!:: teams. 

While most probation offices use a combination of these, we sball att~ttlpt 

~:':'t -_:flint a clearer picture by describing each, then giving some practical 

examples of the means by which s~~ probation offices provide :services. 
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Casework 

Heeker has giv~n'the following description of the casework approaeh; 

The general profession of social work is concerned with 
strengthening the individual on the one hand and society on the 
other • Case.~!)rlc. is just one of the techniques of the social 
worker, but it is in the process of casework that the social 
worker deals directly with the individual. This is the distinctive 
characteristic of casework--this direct working, individual by 
individual, with those maladjusted persons who are in conflict 
with society or who find themselves either inadequate or unable 
to meet their social, economic, or emotional needs in the 
competitive struggle that characterizes life. The modern 
emphasis in social casework is upon discovering the positive 
potential within the individual and helping him exploit his own 
capabilities, while at the same time revealing external resources 
in his social and economic environment which will contribute to 
his ability to assume the mature, responsible obligations of a 
well-adjusted individual. It is therefore apparent that the basic 
element in casework is the relationship between caseworker and the 
individual in trouble. This is also the basic element in 
probation. 

Probation is not just punishment. It is not clemency. It 
is not an act of mercy. It is not a pardon. Above all, it is 
not just another chance. It is rather a process of treatment 
aimed at effecting a readjustment within the community setting, 
of the attitudes, habits, and capabilities of the offender. If 
this is the goal of probation, then casework is a viable method 
for achieving this goal, since the sole aim and purpose of case
work is to strengthen the individual's ability lito regulate his 
own life" in society. 

In working with the adult or child on prob~tion, the probation 
officer continues to consider his probationer in the latter's 
total situation. He knows that he cannot work with the child 
without working with the child's parents. H~ may find it 
necessary to be directive in his treatment particularly in the 
early stages of supervision. If Johnny's stealing has been 
diagnosed as stemming partly from Johnny's feeling of rejection 
by his mother, the probation officer may need to restrict 
Johnnyts activities as a practical expedient while the mother 
is helped to understand her son's need for affection and under
standing. At the same time, of CQurse, mutual bonds of 
understanding and respect are being constructed between the 
probation officer and Johnny, but until Johnny reaches a point 
at which he begins to understand himself mid to desire to over
come hi,s stealing, certain artificial restraints may be highly 
necessary. Johnny's understanding of himself and his mother, 
and her understanding of herself and Johnny will come about only 
as the probation officer llas time to devote to these troubled 
two. Casework is the term applied to this process of releasing 
the tensions, frustrations, and aggressions in this situation. 

158 



-

But the firm, steady guidan~e given Johnny during this period 
is also casework. 

Casework also may render a concrete service such as intro
ducing Johnny to the tty". It may be manipulating the environment 
by pla~ing Johnny in a temporary foster home, but modern casework 
never loses sight of the faet that mere rendering of a service 
or manipulating of environment seldom lrl,ll solve the problems of 
a disturbed individual. Such action must be accompanied by 
genuinely constructive opportunities for the child to gain real 
satisfactions, and these opportunities may come slowly and only 
as the child, his foster parents, and his parents together with 
the probation officer work through a plan mutually understood 
and jointly determined. Such an undertaking may involve the use 
of many community resources; but the total process is neverthe
less a casework process. 

The assertion is sometimes mace that the methods of case
work cannot be applied in the authoritative setting of probation. 
Experience has shown otherwise. Authority per se does not 
preclude casework. All casework is authorized. The authority 
of the child welfare woz'ker may differ from that of a probation 
officer in degree but hardly in kind. The clients of both are 
seldom so from choice. Yet casework is basic in the treatment 
of problem children. So is it in the treatment of problem 
adults--those willful, aggressive, disturbed, irresponsible, 
and almost always immature members of society who find them
selves in conflict with its laws. To use authority wisely is 
of course essential, and helping the probationer accept the 
realities of h1s special status on probation is a casework 
problem. 2 

Casework is c. way of working with individuals. It is a met.hod of 

doing the correctional job which is ~onsciously planned to help the 

individual client be-:.ome better adjusted to the demands of social 

living~ The a~~eccs of the probation officer's activities which make his 

work "c '!sework" are twofold: that he is dealing with the client as an 

individual; and that. he is consciously controlling what he does so that 

his activity contributes within reality limits to the welfare of the 

client. Casework is not characterized either by a particular kind of 

actjyity on the part of the probation officer or a particular situation 

of the probationer. Interviewing is only a part of casework. The 

worker may be taking the client to jail as a parole violator to cool off 
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while he figures out what has to be done next. He may be taking a child 

to detention, writing a court report, investigating an offense, or working 

with a child's teacher. Each such activity is a part of casework as an 

individual whose welfare he is endeavoring to secure within the fr.amework 

of the social limitations to which both he and the client must adjust. 3 

Thus casework in probation follows the traditional "medical model." 

and remains intact ir. most probation offices. In reality, however, the 

probation officer cJoes not have the time or energy to devote to individual 

cases. Large caseloads, staff shortages, and endless report writing 

leave the probation officer unable to perform all th~ tasks cal lee for 

by casework. There has also been a trend away frolii the "medical "!lodel", 

and in probation it has ta.ken the form of community resource management 

teams and the brokerage approach. 

Brokerage 

Influenced by the medical model of corrections, the traditional 

rehabilitative device used in probation services has been the individual 

one-to-one casework approach in which the probation officer has functioned 

as the sole treatment agent or therapist. There are several treatment 

assumptions implicit in the use of the c~tsework approach. On.~ assumption 

has been that the quality of the relationship established between the 

probation officer and the client should be an important objective in 

itself. Another assumption is that a single probation officer l.s 

capable of handling the multi-faceted needs of a large number of offenders. 

A third assumption has been that the kinds of setvices needed by 

correctional clients are available in the community and can be delivered 

to the client. Finally, it has been alllsumed t:hat it is possible for the 

caseworker to be "all things" to ~11l th.e clients on the caseload. 

160 

~-~.,-,----------------------------------------------,---------,----~----------------~ 



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

Miscione, among others, asserts that practical expr lertce refutes these 

traditionally held assu~~tions.4 

In contrast to the medical model, the reintegration model emphasizes 

the needs of correctional clients for specialized services which can best 

be provided by established community agencies. As a rehabilitative 

device, brokerage replaces the casework approach. The brokerage task 

requires the assessment of client needs and the 1:f.nkage of available 

community services with those needs. Even in the broker role, however~ 

the probation office:r cannot be all things to all clients. Ber..;luse of the 

wide diversity of client needs and the range of services availabl~ in the 

community, each probation officer may become a specialist in one or more 

areas of concentration (e.g., employment, education, drug and alcohol 

Abuse services; etc.) and develop contact with the appropriate community 

agencies. In order to meet all the needs of the client which may cover 

more than one category of service, a group of spec:alist probation 

officers may organize themselves into a team which, because of the 

specialized expertise and contacts of the individual team members, has 

developed links with all types of services provided by established 

community agencies. In addition to the broker role, the team may also 

function in an advocacy role, determining which necessary services are not 

yet available in the community and assisting in their development. Thus 

Rubin suggests that "(T)he officer's job is to connect probationers with 

particular community agencies which offer the needed services and to 
c; 

make sure the services are delivered."'" 

Community_~esou~ce.Man~gement ~eams 

In order to implement the type ()£ service delivery arrangement whicb 

would be capable of functioning as described above, the National Institute 
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of Correctiona, in 1973, funded a training institute conducted by the 

Western Interstate Commission for Higher E~ucation (WICHE) to develop 

Community Resource Management Teams in selected probation and parole 

departments. The Community Resource 11anagement Team (CID1T) Project was 

based on three premises: 

1. The community, not just the correctional agency, is the site and 

source of needed services. 

2. The corrections task is not individual service but linkage of 

available community services to the needs of the offender. 

3. A team effort will be more effective than individual advocacy! 

6 1brokerage efforts. 

In line with these assumptions, the role of the CRMT will be to: 

1. Analyze the agency case10ad rather than the individual to determine 

need for services from the community. 

2. Effect changes in the community to ensure delivery of needed 

services. 

3. Develop community-based services where 1acking. 7 

Teams from ten probation and parole departments participated in the 

training sessions which were held in 1975. 8 A Texas probation department 

which developed a Community Resource Management Team summarized the 

functions of the team: 

In servicing an offender, the CRMT Probation Officer will 
assess the needs, identify the services available, contact the 
appropriate resource and work in a cdOrdinated team effort to 
assist the probationer in obtaining these services and finally 
will provide a follow-up on the programming. In those areas 
where needed services fail to exist, staff will be responsible 
for mobilizing the needed resources and services. The under
lying rationale is Ithat by pooling the resource!} of CRMT and the 
community a large number of probationers and the diversity of 
their needs will be serviced in a more effective manner. 9 
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There are a variety of ways in which a t..1ll1T can be organized within 

a probation department. Dell·Apa et al., describe four operational models 

to be used as points of departure .for adaptation to various organizational 

settings; 10 

Model A; The Basic Agency Team - A Team is composed of a middle 
manager, no fewer than two line (field) staff, a clerical staff 
person, and a staff specialist. 

Function; The combined caseload of these field staff is 
assigned to this team. The team has responsibility to serve 
all needs of the caseload. Decisions are made at team meetings 
and the middle manager leads the team. Tasks are determined 
through team consensus. The team has responsibility fo~ a 
specific geographic area. 

~; The agency can assemble as many of these teams as it 
desires, depending upon the manpower. The teams are ~ompo
nents of the parent agency. 

M()del B: The Agency-Community Extended Tecl1I1 - A Team is composed of 
a middle manager, no fewer than two line (field) staff, a trainee, 
one or more ex-offenders, a clerical staff person, with support 
from interested community social service agents from legal aid, 
welfare, employment security, ll'lental health, minority group 
organizations, health, and education agencies. In addition, 
community persons such as successful ex-offenders and citizens' 
group leaders serve as resources to the team. 

Function: The caseload is composed of a fixed number of clients, 
usually a cross section of the target population, who have 
distinct needs for supervision and assistance. They may come 
largely from one geographical area, be designated as drug-
and alcohol-related offenders, represent distinct minority 
groups, and fall within definite age groupings. The team is 
analyzed to determine the skills of each member, and the work
load 1s the determinant of who does what. The parent agency 
staff serve a,s brokers of the services and coordinators among 
the attached support specialists. The team meets regularly to 
assess community resources and needs, as well as workload ne2ds 
upon which the division of labor is based. The clients may be 
served by all members of the team or only one or any combination. 

Note: This team model is dependent on actual cooperation 
between parent staff and those from support community agencies. 

~i~~el C; The Speci.~:.ist Resource Team -A team is composed of two 
lor 1llOre line (field) staff who are supervised by a middle manager .. 
Support community staff n~y be used where possible. 
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,Function; The team luls a specialized caseload; all of those 
'CIients ~ho are distingnishable by one central couc',ern? pe71haps 
drug addiction~ violence~prone behavior~ chronic unemploYUlent. 
or serious family crises. The team works only with these 
persons. The team also ma~shalls all resources within the 
community that provide services to such clients. 

Note: This team maintains autonomy but relies on good 
community relations. 

Model D; The Total Department asa Community Resource Management 
Team - The Team-may encompass the entirp field agency. A task 
analysis is made of the agency workload. Specific assignments are 
made to individual staff members depending upon their capabilities. 
Attached community agency staff are recruited to serve as support 
personnel to the entire parent agency, rather than to a specific 
team within the agency" 

Function: The agency sets the team into operation after a 
careful-task analysis based on the workload needs of the agenl!y. 
Some st~ff will function as court and liaison specialists, others 
will prepare presentence or preparole reports~ and others will 
supervi~e those who require supervision by court erder or in 
the judgment of the agency_ In some instances, a single staff 
person may have the assignmen~ for a specific need area such 
as employment, legal aid services, health, or education. A 
team will have no caseload but wIll serve as community resource 
identifiers and develop advocacy plans to link these resources 
to all clients. 

Note: This ~omplex organizational model requires careful task 
analysis and staff skills assessment as well as effective 
collaboration with significant cotmllunity agencies. It is a 
total organizational approach. Its success will depend upon 
continuous revision of the structure and deployment of staff 
resources. 

Implementing a Cm1~ 

In designing its training course to teach probation and parole 

departlllents how to operate under CRMT concepts) WICHE recognized that, 

because emiT was an innovative program, it might be met with some 

resistance. Dell'Apa et al. foresaw several issues which needed 

attention: "Issues having to do with traditional organization and 

structure were of utmost ~oncern in contemplating program change. The 

concept of team development and participative management is novel in 

publ!c service and was conside~ed an iss~e to be dealt with; the universal 
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phenomenon that man naturally resists change was a predictable problem to 

overcome; tne concept of social agency collaboration and the notion of 

the probation or parole agent acting as a broker of services was a complete 

reversal of traditional roles; the idea of a probation or parole officer 

assuming change agent responsibility in the area of community develop-

ment was considered a major issue regarding job enlargement • 

These issues were addressed as follows: 12 

nIl 

1. Organization Structure and Function of the Agencl - Most 
probation and parole agencies in the United States have a 
hierarchical organization with autocratic management styles that 
typically emerge from such organizations. Teams~ if present at 
all, are given little autonomy~ Caution and protection of the 
agency are often the order of the day. Decision-makers in 
such agencies are natlrally wary of a team approach, thinking 
that this is only a preliminary action to the managerls loss of 
control. In hierarchical organizations it is vital that the top 
decision-maker be a part of the team. The absence of perso&nel 
from this level reduces team strength, particularly when an 
attempt is made to introduce CID1T in agencies that are 
resistive, if not hostile to this new approach. 

2. ~~ocedures Within the Organization - The determination of 
organizational procedures it?- the fully developied CRMT rests 
with the team itself. CRMT is based on participatory management, 
and participatory management requires that tho~~ who carry out 
the organiz~tional mission should share in fotmulating tbe 
design of the mission. Ultfmately~ this means that decisions 
are made at the level of expertise rather than at the highest 
level of organizational authority. 

Such a vital shift in power does not happen without creating 
~itress in the organization. The giving up as well as the 
assumption of power is uncomfortable. Managers who have 
pzeviously given orders must now consult. Workers who have 
taken orders must now make decisions and live with those 
decisions. l*lcn equilibrium is re-established in the agency, 
it will look and behave very differently from what it did before 
the incorporatiol~ of these participative approaches. 

3. Staff Resistance and Or&anization Support - Staff mem~~rs often 
believe that what they do in an organization is significant in 
and of itself on behalf of the client as well as the organiza
tion. Thus, when ~ new way of operation is proposed, questi~ns 
are asked such as "We are operating well under our pre~~!lt 
system, why change?" TIlis resistance is often based on the honest 
feeling that the organization is doing well since individual 
staff members believe they are doing well. Unfortunately, the 
sentj~ent has no basis in fact. 
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Another not uncommOll reaction 1a, "If we change, what will happen 
to me?tt or "Who will do [ ] if we change?" these questions 
usually reflect fear of ch~nge. 

To softe-n this resistance, the staff may need to consider the 
open-,ended question~ Itlf we were to start from scratch in our 
organization, how could we assign tasks to best serve our 
clientele?" this question tends to surface discontents that 
exist with existing organizational patterns and leads to staff
initiated change. Imposed changes or outside suggestions only 
solidify resistance to the unknown. 

4. The Relationship Between the Correctional Agency and the Community 
Social Service Agencies - Not uncommonly where the caseload is 
the model lor practice, each worker brokers for the individuals 
in the caseload on an agency-to-agency basis. The result of 
this is that every staff member potentially must deal with every
social service a~~~cy in the community. A concept inherent in 
CRM'r is that onl~ staff person can become the liaison to an agency 
or set of agen(;ies that are providing common or related services. 
For example, olte staff member could become the COIl\duit for 
dealing with alcohol problems, while another staff person would 
broker employment services. the argument for this, besides the 
labor-saving features, is simply that a more coherent pic~ure of 
supply and demand for services can be developed if there is a 
systematic proce~s of referral and follow-up. The potential for 
strengthened relationships between the correctional agency and 
other social agencies is also present thrC1.lgh such an arrange
ment. 

5. The Relationship Between the Worker and the Clit-nts - rlhether 
the worker's self-image is that of a control agent~ advocate, or 
counselor, the C~IT will have to assume an additional rol~ -
that of manager of community services. This managerial role is 
one that requires workers to view themselves as community 
developers who are capable of relationships not only 'with clients, 
but with other targets of change as well, namely, the principal 
social service institu.tions that exist in the community. This 
new view transforms ~e way workers assess their clients. The 
client is now a person whose future depends not only on how well 
he adjusts and adapts to the environment, but additionally, on 
how well he is linked to social institutions. The C~IT worker 
views his responsibility to change the' community as being a,t 
least as important as changing the cli,ent. In so doing, a new 
balance is struck between the traditional role of counseling 
and controlling the client and communit;y development. 

As described above, one of the suggested operational models for a 

CRMT is the Agency~Community Extended Team model. This approach binds 

together agenlcy staff personnel and a variety of community social service 

agencies into an interagency consortium and, as noted, depends heavily on 
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actual cooperation between the agency and the community agencies. One 

Texas probation department has formalized this linkage into a cooperative 

agreement signed by all participating agencie.s. This written agreement 

produces a u ••• close knit community team approach, including the use 

of a standardized referral process and regularly scheduled team meetings. 

In addition, to assure linkage of. needed and available services, the team 

also acts in an advocacy capacity assisting in the development of needed 

services not yet available in the community. 1f13 

~quisition of Services 

Up to this point we have discussed the two major strategies for 

delivery services. It is important at this time to discuss a new important 

means for acquiring and providing these services. 

Contractin~ 

Since there is considerable looseness in the use of the term 

"contract," the first portion of this discussion delineates a definition 

of the term. A "contract" is defined as a mutually beneficial, legally 

bindiug agreement between a source of funds and a source of treatment or 

services. The agreement specifies these mutual obligations regarding such 

matters as services to be provided, compensation, and procedures of 

refezral and intake of clients. This defi~ition, therefore, excludes 

consideration of grants from United Way, gifts from private foundations, 

service agreements not involVing compensation, and entitlements (e.g., 

social security, !Eood stamps, medicaid, welfare, etc.). We are iIlQst 

Illterested in those arrangements in which a public agency exchanges funds 

for some influence in defining the target popUlation and activities of a 

community-based program. We shall refer to these arran&em~nts as 

Itcontracts.,,14 
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Public funding sources may be partitioned into three categories; 

criminal justice sources, substance abuse sources, and a residual category~ 
.... - '"' 

di~per~ governmental sources. These sources differ in the degree to 

which they are involved with the criminal justice system. 

The first, criminal justice sources define their target population 

exclusively as persons diverted from or sentenced to a criminal justice 

or corrections agency. criminal justice funding sources include the Law 

Enforcement Assistance Administrati,on (LEAA) , various agencies of custody 

and jurisdiction, and, in sottle in5tan.c~s, direct government appropriations. 

As the name of the category might s~ggest, substance abuse funding 

sources support drug and alcohol treatment programs or pay for other 

services to clients with alcohol or drug problems. Drug and alcohol 

programs usually have a mixed clientele in the sense t.hat only a portion 

is currently involved with the criminal justice system. Many clients 

in drug and alcohol programs enter them under no direct pressure from 

criminal justice agencies. Of those that are referred or pressured by 

criminal justice agencies, some have violated criminal laws directly 

related to substance abuse (e.g., sale, possession, or use of drugs, 

public inebriation, or drunk driving). Others have violated more general 

criminal laws but are perceived by legal officials to have substance 

abuse as an underlyixlg problem, for example, burglars who are supporting 

~ heroin habit. The more important substance abuse funding ag~ncies are 

the National Institute of Drug Abuse (NIDA) and the National Institute of 

Alcoholism and Alcohol Ahuse (NIAAA). 

Dispersed funding sources also have broad based target populations 

which may include a portion of criminal jusfdce related cliellts. Among 

the major funding sources is the Department of Labor (DOL) Comprehensive 

Employcent and Training Act (eETA) which supports geReral employment 
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programs and programs. sl'ectfically for parole~s (e~g., the "Model 

Ex-Offender Progt-am"), Another important source. of support for community 

based services for offenders in the National Institute of Mental Health 

(NIMH) " 

There are two types of funding contracts, block grants and f,ee-£or-

service arrangements~ Block grants provide general support for programs 

irrespective of variation in number of clients served or number of service 

units delivered. Fee-for-service contracts inv'olve an arrangement in 

which payment is directly tied to the number of service units delivered 

(e. g., days of treatment, counseling sessions, hours of service delivery. )15 

A major problem encountered in agencies contracting for human 

services is determining whether the services were ever delivered. This 

problem is especially acute in non-residential programs. The characteris-

tics of the population that receives human services make follow-up of 

clients by the agency extremely difficult. Clients are often transient 

and not oriented to assisting public agencies to determing whether they 

got their money's worth. 16 

Criminal justice agencies e1.1counter .special problems of accol,lntability 

and control. Being strongly od.ented to the client's offender status, 

criminal justice agencies generally prefer a high level of surveillance 

and control over their referrals. These special considerations may 

include urine testing for narcotics, curfew observance, and above all, 

immediate report if the client leaves the program or is AWOL. But some 

privately operated programs are ,staffed by people who are at best 

indiffer~t to these concerns and even opposed to the social control 

priorities of criminal justice agencies. Many programs, especially in 

alcoholiS1ll treatment, repc.-ted that they only accept nvoluntary" admissions 

and discourage criminal justice agencies from coercing clients to enter 
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their programs. Our genera~ impression is that criminal justice agencies 

exercise little control over those programs which do not have contracts 

or which contract with a non-criminal justice agency. If a criminal 

justice agency desires ser~vus attention to its concerns, it ~ust contract 

with the private programs directly. 

The larger the proportion of the programs's budget it cr ;ributes 

the more attention its priorities will receive. 17 

Q£erational Examples of Service Provision Strategies 

The strategies used by probation offices to deliver the services 

necessary for their probationers are as varied as the probationers them-

selves~ The following is a short summary of some of the strategies which 

various probation offices around the country use to deliver services. 

1rhe Rochester-Monroe County Criminal Justice Pilot City Program (PEG) 

conducted in Rochester, N.Y. involved a multidisciplinary panel approach 

to the problems of unemployed and underemployed probationers, age 

18 
eighteen and over. A pool of volunteer community experts in such fieLds 

as personnel, manpower training, and industrial relations participated in 

weekly Employment Guidance Councils to advise referred probationers about 

their employment problems and possibilities, as well as training and 

educational options. Supportive services, including screening and 

intensive follow-through assistance, were provided by a program coordinator 

(a senior probation officer) and a personnel specialist. 

Referrals to the program, called Plro, came from probat~ton officers 

responsible for supervision of offenders. The probation officers briefly 

explained the program to the individual and, if the individual agreed to 

participate? an appointment was arranged with the PEG coordinator. For 
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thos.e clients not ready for a job sea.rch, the Coordinator in every case 

made referrals to existi,ng community resour"es. Among the resources 

employed were; 

1. Manpower Skills Center, which provides clerical, auto mechanics, 

welding, machine operator" and nurses aide/orderly traiui,ng; 

2. Concentrated Employment Program, with serg{ces such as a two,

week work orientation program~ job trail'ling~ aptitude testing 

(~here applicable for training programs), cClunseling, placement, 

and physical examination; 

3. Threshold, with drug counseling, medical atf:ention t and a learning 

center for youth; 

4. Literacy Volunteers, a tutoring resource; 

5. Monroe County Mental Court Clinic, for psychiatric observation, 

treatment, and psychological testing; 

6. Singer/O.V.R. Program pro,viding vocational evaluation and je,b 

placement for handicapped welfare recipients; 

7. Youth Opportunity Center, an office of the State Employment 

Service; 

8" Office of Vocational Rehabilitation, which assists the mentally, 

emotionally, and physically bandicapped; 

9. Veterans Outreach frogram, which assists veterans with a wide 

variety of problems. 

10. Urban League, for clerical training; 

11. !bero .. luuericarl Action League, with empl!oyment services for 

Spanish-speaking persons. 

Since the main purpose of this paper is to discuss the resource iss~e of 

probation we shall not dwell upon the results of these programs; however, 
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when appropriate, we shall b~iefl¥ mention the results of rescatch 

findings. With the PEG program two criteria were evaluated: the effect 

on client employment, and recidivism. 

Th.e population ot probationers cQnBidered to be "job ready" with regard to 

employability and chances of avoidin.g further trouble with the law were randomly 

assigned to the treatment or control group. Concerning employment, researchers 

. found that the treatment group did relatively better than the contrc~ls; however, 

in most cases the relative ga.ins of the experimental group were not of a 

sufficient magnitude to he statisti,~ally significant. Secondly, they 

found that, in several cas~s, the iol.ti31 gains observed at the six month 

interval were a1;tenuated at 1l1nE~ !oonths. Thus it appears that the 

effects of treatment were 1llodest, and tltat Lhe margin of improvement 

over the control group was ~duced with time. 

None of the recidivism data was significant. Recidivism was 

simply defined as new arrests. The evaluation concluded from the pattern 

of recidivism fil1dings that the gains in employment among experimental 

group u:embers wet~e too slight to affect the outcome on rates of 

recidivism. 

The Hi InteIllsity Unit, more frequently known as the Intensive 

Servic~s Unit (ISiU), provided intensive supervision to two principal 

classes of probat:ionet:S: sex offenders and persons placed on psychiatric 

probation. The ~Iroj ect was conducted in the Philadelphia Court of Common 

Pleas, Adult Probation Department. 

The unit is currently supervising 776 persons or roughly 5 percent of 

the D2partment client population. These persons are split between 

psychiatric cases and sex-offender cases. Attempts to build up a third 

category of client~a high risk assault category--have not been successful, 

and such a group is no longer a target population for this project. 
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This unit, to~ether with the Drug Unit" maintains lower caseloads 

and provides more intensive supervision than any other unit in the 

Department. At the start of 1976 1 caseloads avet:aged 48.5 persons per 

officer versus 107.1 per officer in non-specialist units. The average 

non~institutiona1ized client is seen once every three weeks, or 

approximately 1.4 times per mClnth. The comparable figure in general 

supervision units is once every five and a half weeks or .75 times per 

month. 

With decreased case10ad size, the depth, intensity~ and length of 

office contacts appears to be greater; however, the total number of 

office visits does not increase appreciably. There appears to be an 

upper threshold of about fifty office visits a month for each probation 

officer. 

It.lhen tested on the Community Resource Inventory, officers in tM.s 

unit proved as kno~ledgeable about general community resources as officers 

in all the other Philadelphia units. They utilized the same number of 

community agencies as their counterparts. In addition, officers in this 

project had developed contact persons in approximately one-third of all 

the organizations they had heard of. In this respect they shared with the 

federal units a working relationship with a significatn1y larger number 

of agencies than that enjoyed by the genefsl supervision units. 

To test for program effectiveness, a sample of 154 ISU cases was 

compared with 84 comparable cases in the federal units. The re-arrest 

rates for both groups were ~Qmpated after three months on probation/parole 

and again after twelve months~ After three months 7 percent of the ISU 

group and 12 percent of federal unit groap had been re-arrested. After 

12 months these figures grew to 17 percent and 29 percent respectively, 

thus indicating significantly better (p=.05) outcomes for the ISU clients. 
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Further analysis of fioni.ngEI r'evealed that the differences could be entirely 

attributed to better success with high··risk cases as measured by a base 

expectancy seors. With respect to low-risk and medium-risk cases, the 

fE~der:al unit cases did just as well as the ISU cases. A preliminary cost 

comparison of the ISU with other units showed that the unit provided 

twice as much supervision for approximately twice the cost of other units.19 

The San Mateo County Probation Department in California is organi~ed 

into five major divisions: (1) Adult Probation; (2) Juvenile Probation; 

(3) Juvenile Hall; (4) Camp and Day Programs; (5) Business Management. 

A variety of services and activities are provided by this probation 

department. Some of these include: 

A. Ellsworth House and the Mustard Seed. Each house ~as established 

as an alternative to County Jail; one being for randomly selected male 

proba,tioners 1 and the other for randomly selected females on probation. 

The residential, home-like facilities serve as a means for gradual 

readjustment; and re-entry into the community while offering supervised 

living, counseling, educational/vocational trainir~ o~portunities, and 

assistance in securing employment. 

B. Volunteers in probation (VIPS) which allows and encourages 

participation by private citizens. 

C. Public Service Project in which selected adult offenders may 

perform public service, usually in lieu of serving jail time. During 

1974, a total of 32,238 hours were completed. 

D. Emplo~nt Assistance. There were 415 adult cases formally 

referred to the Employment Consultant. More than 148 industries, business 

firms, and organizations within the three counties of San Mateo, San 

~rancisco, and Santa Clara have taken an active interest in helping 

probationers find and sustain work. 
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~. Federall.y Fundp.d TrainiY\g Prt)gr~ for selF.;cted probat:f.oners 

offer a wide variety of training programs wnile ensuring a modest payment 

for the living expenses of those in training. 

F~ Alcohol and Drug Programs are administered by the department, I, ..... 

and a ~rug diversion progra~ was implemented in April of 1973. 

Along with the services provided to its clients, this department 

continues to emphasize its own professional development and the personal 

grm-1th of its members. 20 

The Department of Health and Social Services in Wisconsin has made an 

assessment of client needs and developed guidelines for probation depart-

ments in servicing these needs. Each need category refers to identifi-

cation of the problem, the treatment approach, when to make a referral, 

and the resources available to help meet the particular need. The 

following is a list of the need categories identified and the resources 

listed for meeting these needs: 2l 

Academic/Vocational Skills 

1. Department of Vocational Rehabilitation 

2. Stats Employment Agencies 

a. C.E.T.A. 

b. On-the-Job-Training Program 

c. Vocational Testing 

3. Temporary Private Employment Services, such as Manpower. 

(This sort of resource often does skill-testing.) 

4. Bureau of Clinical Services 

5. County Mental Health Clinic 

6. Technica~ Schools 

7. High Schools 

8. C.A.P. 
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9. College Testing Centers 

10. Local Progratns 

11. Medical AssiEltancla 

12. G.B.D. Progr.alInS 

13. Alternative Schools 

14. Free~health Clinics 

15. Purchase of S\arvices Funding 

16. University Tutoring 

17. Culture l1inority Orga~~'tzations 

18. Volunteer Organizations 

19. Apprenticeship (open-labor organizations) 

2 ). Remedial Aid Groups 

21. Literacy Groups 

22~ Goodwill Industries 

23. County Homemakers Services 

24. School Counselors 

25. Veteran's Administration 

26. Religious Organizcltions (Jewish Vocational Services, 

Luth~ran Social Services) 

27. Hig.\1.er Educational Aid Boards 

28. Private Industry 

29. Civic Organizations 

30. 51.42 Boards 

31. tUsconsin Information Service 

32. Local Library and Librarian 
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Empl0YD!ent 

1. Job Service; Division of Vocational Rehabilitation (employ-

ment assistance and vocational training). 

2. Jewish Vocational .Services (Hilwaukee). 

3. Goodwill Industries (several locations). 

4. Sheltered lYorkshops (several locations). 

5. Short-term opportunities in federally run or subsidized 

programs. 

6. On-going relationships with local employers (small business-

men and personnel managers of larger firms) have been proven 

profitable, particularly with the smaller parole offices. 

Financial Management 

1. Consumer Credit Counseling Services (non-profit agencies 

which are sponsored by the National Foundation for Consumer 

Credit, 1819 Ii Street N.W., Washington, D.C. 20006). 

2. Creditable loan companies may assist in an amortization. 

3. Credit Unions could offer a consolidation loan at a 

reasonable interest rate. 

4. The following agencies are available for providing consumer 

advice and for accepting consumer complaints: 

Division of COnS\lmer Credit, effie, of the Commissioner of 

Banking, 30 West Mifflin Street, Madison, Hisconsin 53702 

e,ffil'!e of Consumer Protection, Department of Justice, 

State Capitol~ Madison, Wisconsin 53702 

5. Legal Aid Society (Garnishments, judgments and bankruptcy 

proceedings). 
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~ritallFamilY Relationsh~2 

1. Bureau of Clinical Services, institutional social services 

and other Bureau personnel. 

2. Mental health clinics or counseling centers providing 

evaluative and/or treatment services. 

3. Individual family and marital counselors; e.g., psychiatrists, 

PS! '~hologis ts, clergymen, social workers. 

4. Legal Aid; e.g., separatlon.and divorce process. 

5. Planned Parenthood. 

6. Private family service agencies; e.g., Lutheran) Catholic, 

Family Serivces of America 

7. County Departme'nt:: of Social Services; e. g., protective 

services, financial assistance. 

Companions 

1. Volunteers in Probation 

2. Clergy 

~tional Stability 

1. Each local unit has a m&nual of all community resources 

available, contact persons and referral procedures. This 

manual notes the type and range of services available for 

each unit as there is a great deal of variance in programs 

offered by different localities. 

2. Resources available are totally dependent upon the community, 

but generally the county has one of the following available 

for clients with an emotional problem: 

a. Community ~ental health clinic 

~. County guidance clinic 

c. County hospitals 
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d, Private l'sychia.tric clinics 

e. County social service agencies 

f. Private social service agencies such as Catholic and 

~utheran Social Services 

g. 51.42 Boards 

Alcohol Usag~ 

1. Di",ision of Vocational Rehabilitation Services for Alcoholics 

2. Divisi,on of Mental Hygiene, 

3. Bureau of Alcohol and Other Drug Abuse 

4. County Hospitals 

5. Community Guidance Centers 

6. Alcohol Infnrmation Referral Services 

7. Criminal Justice Reference and Information Center 

8. Community Detoxification Centers 

9. Alcoholics Anonymous 

10. Chemical Support (Antabuse) 

11. Halfway Houses 

Other Drug Usage 

1. It is strongly recommended that agents familialrize themselves 

wi.:h Division of Corrections Resource personnel and the 

Alcohol and Drug Abuse Resource Directory. 

Mental Ability , 

1. Placements 

a. Mental retardation treatment and/or residential facility; 

e.g., Wyalusing. Limitations are understood and 

activities are geared to the client's abilities. 
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b. Halfway houses or adult group homes. If available, 

these placements allow the clie.nt to live in the 

community where he can'maintain family, school and work 

contacts. 

c. Foster home. A younger client is able to preserve 

normal community life opportunities. In a~dit~~~ the 

foster home offers the experience of having close 

parental relationships when real parents are 

inadequate. 

d. Psychological treatment facility; e.g., Mendota 

(usually designed primarily for emotionally disturbed). 

This can be used selectively when a retarded client 

shows indications of much emotIonal disturbance. 

2. Individual and Social Service Agencies 

a. Public social service agencies (including SS! disability 

determination if ind.icated). 

b. Professionals providing diagnosis, referral, and/or 

treatment; e.g., physicians, psychiatrists, psychologists, 

Bureau of Clinical Services, attorneys; e.g., protective 

payee. 

c. School personnel; i.e., psychologists, educational 

counselors, vocational ad7isors, school social workers, 

occupational teachers, learning disability teachers. 

d. Mental health clinics or counseling centers providing 

evaluation and/or treatment services. 

e. Instructional, vocational services and/or job placement 

and counseling; 1. e., Goodwill, Opportunity Center, Lc 

available, State Vocational Rehabilitation 
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Health 

f. Ptivate family service agencies; e~g.J Catholic ot 

Lutheran Family Services of America 

g. 51.42 Boards. Basically provide funding for treatment 

given through other agencies and in some areas provide 

specialized staff to implement the servi,ces. 

1. Reference 

a. Hedical Dictionary 

b. Merk Hanual 

c. Physician's Desk Referen.ce 

d. Telephone Book Yellow Pages under Health or Sodal 

Services Orga~nizat:ions 

2. Services 

a. County Guidance Clinics (counseling). 

b. Treatment Centers for drug and alcohol abusers 

(counseling) 0 

c. Public Health Departments (physical health care and 

health education). 

d. Visiting Nurse Servi,ce (physical health care in the home). 

e. State Schools Bureaus for the Blind and Deaf (self-care, 

social skills and lemployment training). 

f. Private physicians; dentists, therapists; local 

hospitals and clinics. 

3. Maintenance 

a. Local 51. 42 Boards (financial aid and counseling for 

mental health and addiction problems)~ 

b. County Social Services (piedical assistance, food stamps). 

c. Social Security Disability (financial). 
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d. V.A. Assistance (financial). 

e. State Division of Vocational Rehabilitation (financial 

assistance and job-personal counseling for the physically 

and mentally handicapped). 

~ f. Division Purchase of Services (limited financial aid). 

The State of Florida Parole and Probation Commission conducted a 

statewide survey of Community Treatment Modalites. One of the primary 

purposes of this survey was to determine what resources were being 

utilized to rehabilitate the status offender population. The data are 

quite extensive; however in summary, about 32.4 percent of the clients 

under supervision in the state were involved in some type of Community 

Treatment Program. (Note: This figure, 32.4 percent, represents the 

percentage of program participation for the month of November only. It 

should be realized that clients participate in Community Treatment 

Programs usually within their first year under supervision; therefore 

it is plausible that a higher percentage of the caseload have at one 

time been involved in some Community Treatment Program.) Of the major 

program categories; Alcohol, Drug, Education, Psychological/Psychiatric, 

and Other; Alcohol and Education programs have the greatest participation. 

The majority of the Alcohol participants were probation misdemeanants, 

whereas probation felons constituted the majority of the participants in 

the Education programs. These data and the data presented in the State-

wide Survey of Community Treatment Programs are descriptive information. 

In this area, as in any new area of research, it is essential that the 

initial research be an attempt to describe what is presently taking 

place, to delinelate the variables affecting the 'problem' area. 

Once a data. bas,e of descriptive information has been established), 

other research projects will build upon it, yielding a clearer definition 
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"~f the .,problern t ·a,r~a~ J)'tiliz:i:~g the infomatipn sll-ell a~ th,~ Statewide 
... --;:. 

Survey ~!s th~ da,ta base. Jutur~t:ese.a):'ch 1?rojects shc:uldexamine; 
c· 

l'i1~ 'capacity of tl}e Community- TreatnlentProgr~ms: 
~~f'" 

Are the 

p~ograms presently being ~sed to c~pacity? Were the clients (32.4 

percent,)~5125) in the'programs the maximum the programs cQuldhandle? 

~~sofcouid1Should the CQJIllIlUnity Treatment Programs 'be expanded? 

how could g~~ater utf.iization of the avai1ab1e!frograms take place? 

If not, 

2) ThE7, effectiveness of the programs in, benefiting ,(rehabilitating) 

the offender: Are. the pro~lraJll,s effective i~tet'ms"'of the programs ' 

soals and objectives'! In terms of the opinions of the clients? In terms 

Qf th~recidivism of progr,am partid.pan!ds? In terms of the opinions of 

the Parole and Pr~lbation Office~s? 

r 3), A directory of the available programs within'the State including 
\ • -::-.;_:~ ____ h 

Somedescrintive information. Some states have or are in the process of 
. -'!I 

putting together these directories. 22. 

~gommunity Res~Ece M.anageme.nt Team E~~riment:' Topeka ,Style: 

. was a re~ent att,empt at implementing a CRMT into the 'Probation Depart ... 

ment of ~£opeka, Kansas" In March$,. 1975, ,the Kansas Department "of 

i' Corrections "sent; ,a groupbf five staff mem.berstif1VICHE as: participants 

itn the CRMT 'J:rainingProgram. Upon return to K.ansas, the, CRMT was. 
'.i 

Emi>~oyme'nt, Voc.ational Training, Academic Tra'ining, Health, Mental Health" 

Legal,. Substance Abuse, and Housing. After identifying the caseload" 
- ~ :::::::~ 

~ c 

needs, they identified and contacted all resouX'ces available to the 

Topeka,~ommv.nity. At, this point r many problems began to sur~ace and fClt C 

\,\;~evera11llon1:hs itt was l1eces~at::yto refer to much of the eT.~;l.ning provided 
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from WICHE to solv~ these prob~ems. ~hia project was a completely new 

appro~cht ana th~ s.taff f01,lI'ld such a complete c.hange extremely difficult • 
.. 'j: .. ;iI--

After five mvuths of preparation the Top~ka.CRMT was finally ready 

for actual implementation. The of£icfa was to endure a year of pain, 

division and bitter frustration befor·e finally achieving a mnooth-

running and harmonious operation. All:>ng the way they were faced wi~h and 

overcame such problems as making the Iconversion from individual caseload 

management to team management of a total pool~d caseload, achieving an 

equitable workload distribution, learning to share responsibilities and 

decision-making, staff resistance to the c~t concept, unreconcilable 

d.ifferences in philosophy and persQ.nality conflic.·ts between staff members 

and firially after the last- two had taken the;i.r to'll? a personnel shortage. 

At the present time, Topeka CRMT feels that a la.rgeamount of progress 

has been made in streamlining the project ~1ith incre,asing effece.;i.#V'eness. 

Topeka CRMT is now devoting more time to other areas needing attention. 23 
- ,,~-- ---:-

''Wh'''i''1e:newf .inn.Q~ative strategies tor delivering necessary services 
=--"00--_..:__ . 

to probationers are currently being':t1rtpJ..€lIlgn.ted and tested, it is obvious 
-. - ~ 

that IT.ost prob~tion offices still f~mploy the traditional. casework model. 

It is also apparent that this strategy is sorely o1ltdated. In a report.to 

the Congress by the Comptroller General of the United States, in 1976, the 

verdict was that state ,and county probation departments a:re in a crisis 

~---
situation. In dealing. with the problems ·o'f-cpr.Q.~iding se-rvices to 

prob~tioners, they concluded that a probationer rec~:i~iinl$''c!!~eded services 
. .~-~~'-""~ 

will "~~r~ likely complete probation succe~sfully\)and that if pJ.:'obat1on.. .. 
'~ 

departments would alloc,~_~~ir scarce resources more effectively ~ they 
-----".: ~-. 7---...._--: ,-_.=:-:::--= =-::: ~ 

would begin to' mere adequately rehabilitate more offetld'e~".~ They found 
, '" ~.~-. 

Q 

that in only 38 percent of the cases were rehabilitatiorl~ plans prepared, 
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only 41 pe1;ce,n.t of c.oul:'t;.-,orclereq conqitio'P,D Qf proba.tion and rehab11,.. 

itation were en.forced and overall, only 23 percent of the probatio~ers 

completed a treatment program.24c,--

They placed most of the blame for this f;ailureon large caseloads. 

They concluded that excessive caseloads are a detriment tiD effective 

management. Large c~s,eloads force probation system.s to f()cus services 

dJ 

and'tttention on the probationers' who need the most l~.elp and supervision. 

'Neithi~r the courts nor probatior .. departments have adequate te~hniques to 
~ . . 
I, 

d,ete~ne how much supervision or what'type of services probationers 
\\ 

need. \' \i 
The Comptroller Gener"ll recommended that ne:w ideas and.more positive 

leadership are needed to improve probation at the state and local levels. 

If no action is taken, probation systems will continue to be overburdened 

and will deteriorate further, increasing the dangers to society~ 

i'--States should ?evelop minimum standards covering such areas as 

workload and need for pre-se~tence reports. 

- ... Probation predictive models should be used more frequently. 

--Information systems should be improved. 

--Probations should receive needed services. 

--States should better identify probation problems. 

~-Better technical assistance should be given • 

.. -More funds controlled by the agencies should be spent to improve 
l' 

probation. 25 

But something more fundamental must happen. Since most offenders are 

placed on probation and many problems face probation departments, the 

._ priority given to prob~~ion in the criminal justice system must: be 
. ,,~, ~ 

reevatij~t~c!. Allocation of reSQurces among the competing eleni~nts, of the 

criminal justice system should be looked at more closely. 
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One area oJ; pt;'Qba1;iQn' that haa been -s..or~l¥ .overlook.ed in the 

literature (~nd by probation departmentsl is the s.pecial needs of female 

offenders. In a National Study of Women's Correctional Programs, prison 

administrators gave their views on womenlnmate~s special needs, and while 

not pertaining directly to probation, most 4re .applicable. 

In keeping with the prison administrhtors' primary philosophy 

and orientation towards treatment, rehabilitation and, to a lesse~ extent, 

reintegration into society, most administrators indicated that the special 

ne.eds of female offenderS! concern their children and family apd their 

emotional problems and related low self-esteem. Although sev(eral prison 

ac:lministrators express~d concern .with the inmate's special needs for. 

medic.;;l services and improved skills !=raining leading to employability, 

less emphasis was placed on these concerns. In general, most of the 

following special needs of female inmates identified by prison admlni,s-

trators emphasized views concerning the inmate's personal needs for change 

and improvement primarily as they relate to h~r traditional role as 

mother and hdmemaker: 

--The inmate's social role in society is homemaking; she needs a 

home-like setting, even in prison. (This is why women iruna.tes turn 
~ 

to homosexuality.); she naeds stronger t,tes to family and better 

relationships with her children; she needs to learn how to care 

for her children. r.-, 

--Being "head of household" is a big problem for many women inmates. 

--Women imut!l..tes are unmotivated; they need more counseling tmd .' 

positive social involvement; they need to acquire problem-solving 

skills; women inmates have low self ... esteem because of societal 

stigma. 
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- ... Women· have' d.ifficu1ty de~ling with. ;l.nstitutionali.z~tion • 

... -WQme.n i1,lmate.s ne.ed to ;l,e.arn to stand. al\one {¥~y are looking for 

knights in shining armor.}. 

~T~ey need more medical help (because they're women). 

~-The women have iew ski11s J they have employability problems. 

Most of the program emphasis in prisons ref1ect~d administrators' 
• ~;' F; ~ 

views that the inmates need to strengt~n their ability to perform 1'n 
.' 

traditional supportive roles as mother and homemaker,ratherthan as . 

worker. In contrast, managers of most community-based programs adhered 

to the viewpoint that imparting survival skills and a sense of individual 

responsihi1ity is the key to client success and, therefore, this is the 

offendeT.'" sneed. 

The same national sf;udy surveyed prison administrators on their 

attitudes toward involvement of outside agencies in prison programs and 

services. Their expressed attitudes indicated "conflict betwaen the value 

aud advantage of more flexible, creative programs, less cost, and contact 

with the community versus the need to maintain security altd control and 

the perceived disruptive nature of programs run by citizens viewed as 

naive, gullible and requiring supervision and-time commitments on the 

part of correctional staff.,,26 

§ummary 

In summary, we have attempted to address the issue of resources in 

probatio~ by describing these resources and the strategies, employed for 

obtaining and deliver:ing them.. We discuss;~d the four, primary responsi-
'~~, . 

bilities of probation; survei11ance,investigation, concrete needs 

couns.eling, an:d emotional needs counseling. We also gave the ~wo dominant, 

strategies for delivery; casework and cOlnmunity resource management teams. 
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We hav~ e~plained some practica~ ways in ~hj.c~ probation d~partments can 

'acquire servi~es an.d dis-tribllte resoqrce's.. Wh;l..l~ the examples cited do 

not begin to approxi~te the number of actual operational probation 

pro$rSt1\s. they 'do serve the purpose of 'illustrating how div~rsified 

various probation departments are. Unfortunately~ we have not been able 

to determine the best strategy for delivering resources,and the r~search 

that has been done to date is either incomplete or poorly done. We have 

no good cost-,effectiveness or cost-benefit evaluation. The importance 

of thi.s type of information cannot be stressed enough. These types of 

data can help probat:ton department;s make effi.cient selections in terms of 

the resources they will employ and the strategies used to d~liver those 

resources. 1.t is also important to add that, while many of these new 

and innovative programs cannot yet be supported by e~pirical data, they 

do represent a humane attempt at readjusting the offender back into 

society. 

'J 
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CHAPtER V 

THE USE OF PARAPROFESSIONALS IN PROBATION 

, . In troduc tion 

" Probation in.the United States was begun in 1841 by volunteers of whom John 

Au~ustus, a cobbler, was the first." Prpbation1if~'presented as an alternative 
~; 

to incarceration. Today, over tWo hundred cour~s in the United States, :most of 

them aqult misdemeanor or juvenile courts, are using part or full-time volunteers 
If 

to provide correctionaL services • Many of these volunteers arc. well-educated, 

m~ddle-class businessmen or professionals in other fields. Thase volunteers 

are usually unpaid workers who provide more or less regular£on~inuing services. 
• >~} 

Much of the volUI~teers' usefulness s tams from their knowledge of community 

resources and opportunities. 

In the last ten years, amoveme~t to ~ecruit auxiliary personnel from within 
, ' 

the ranks of, or at least from within the s·~, social class as, the pCipulation 

'~erved by the probation system, has gained increasing strength~ " Such il1div'iduals, 

often designated as indigenous paraprofessionals, are b'eing used in a varfety~of 
. . • = 

social services, including corrections. 
, . 

Whil~, related to volunteer programs and 

similarly designed to ease manpower shortages, "the rationale for the; indigenous 

paraprofessional in correctionsqiffers somewhat from that of the.volunteer. 

Most professional corrections workers agree that a large seguletlt of tfheir 

clientele are, byvirtueof their norms, values'; and lifestyles, alienated from 

the.m.ainstz:eam of society. Frequently, th~se versons are referred to as hard

to-reach, unmotiv£ted, mistrustful, and resentful of autho;rity. There. exists, 

in other words" a' mar_~ed social distance between many middle-class profeSSional 

corr~ctions workers and a large segment of their lQwer~class ~lientele. More

over, social distance \>y definition discourage,s cl;ient identificati0I?- ,~ith the 

i) 
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professional and often makes it very difficult for the professional to serve as ,. 'I 
(,; 

---~ln e:ffective role model. The i.ndigenous w()rker, conversely, has Dften experienc.ed 
/" --:;:::-- ~ . ".-. - "." ~ ': 

situations and problems similar to those-t.hat confront certain clients. The indi-
/~. . 

l 

. genous worker has the advantag,e of ?ximi ty in time and space, -while typically 
.t' 

the professional is limited to Cl-'nine to five, Monday tp Friday schedUle, living 
., 

some dist~nce from tho~e s~;~ed. The indigenous worker, living closer to his 
-;/ 

clients;.has much great~;familiarity with their environments~_and has greater 
.' . -·l. // 

'0 /j.~/ .:. 

freedom to move abo~ at tames other than business hours. Inter-racial tensions 
,,/ ;. 

<; 
1 ~ 

in certain area.E;:/point out the: need for non-professionals' recruited from g'rou'{?s 
~ ~ :-; /// /' . 

'having an et-tinic o.r racJ.al affinity with certain offender populations. A COInmU-
'//1Y -- ,- ::;, -, 

nicatio~/gap' result:ing from social and cultural distance between m;Lddle-c1ass 
.~ , -

/.'/ 

pr~'~s iona1s of any race and lower class minority group members is a growing 
'/;/'{":;'" ' '. 'II- ......... ......... __ ~. ' 

j?" problem in renabilitation services. 
/7 

~. 
, .. 

Ii, 

pqis i tions unique;' Grosser noted that indigenous persons brittgto their s~f 
ij . 

qualities: an affin~ty with lower-class life; the folk wisdom ofii the urban 
,: 

slum, and the ability to communicate with and be accepted by the i~thnic poor,. 
, it 

He saw t:he local res:Lde,~t worker as "a bridge' between the lower dilass client and 

the middle-class professional worker."l 

A logic.al extension of using the indigenous paraprofe$sional in corrections ~ 

is use of the former offender. Drawing"upon~the experience of Alcoholics Anony- ,. 

, !' 
ms>us, Synanon, and other self-help groups, it appears that individuals who h~ve 

exp(arienc~d and overcome a problem have a unique capacity t~Jle,1pvtherswith: 

~imUar problems. The theory ort which'ot:;he3eself"::h~lp progt'amsc:.:.~e based: was 
"~~ . .:::z.-,. , 

-~~~t and perhaps best described by Cressy in 1955. The essence of the"theory 
~-:.::..::.:::- " 

-..::....;. 

follows !....,,~'-"''''.~''' 
~, 

1. If criminals are to be changed; theYIDtlSt be ass1m:tlateq into 
groups which emphasize values cgnducive to ,law.;..abiding beha
vior and, concurrently, alienated from groups emphasizing 
values conducive'to criminality. Since out; experience has 
been that the major~fy of ~riminals experience great diffi-
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3 .• 
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4. 

5. 

culty in securing intimate contacts :I~n ord1.nary groups, spe'
cial groups wI ~e'major cominon goal is the reformat.ion of 
criminals- must be c~eated • 

The more relevant the common purpose of the group to the 
refor~tion of c~iminals, the greater will be its influence 
on the criminal members' attituges. 

The m()r~ cohesive the group" cthe greater the memberG t l"eadi
ness to influence otbers and the more relevant the problem,bf 
conformity -to group norms. The criminals who are to be 1'e-\ 
:tormec! and the persons expected to effect the change mil'st, 
then, have a strong sense of belonging to one group,;-b~tween 

-them there must be a genuine "we" feeling. The:, lOJformers, 
consequently, should not be, identifiable as correctional offi
C.ers or 'Bocia;L workers. 

,\0 ' .'C /:f" 

Both ref9rmers and those to be reformed must achiev}} s(tatus/ 
within the group bye'Xhibition of "pTa-reform" o){anti~crimi
na1 value,~ and behav~tor patt-erns. . As a novitiate'~ • • hefs 
a therapeutic parasi~~ and llot actually a member unti;L he 
accepts the group' s o~ sys tem for a"ssi¢ngst€l~us. . 

I.. ;"--' /_ __ -c,,";-_-:,,"~o-_~~_,:-=._~ 

The" most effectiv~ mechanism fo't' exe't't;,fng gro\1p-pt'essure on , 
members wilL be found in groups so )~gat:dzea th~t criminals' 
are iIlduC;eilto join with non-cl:'ilJl .. lnals for the purpose of 
changing other criminals.. A g;-oup' in which Criminal.. A joins, 
with some non~crimina1s to change Criminal B is probably mos t 
effective in 'changing Criminal A, not B. In order", to change 
Criminal B"Criminal A;must nece.ssarily share the values of 
the ant,i-criminal members. 2 ' 

!'~, 

In addition, evidenc}p::exists which'indicates 
... - J':t!-(, 

/)/ ' 

method in rehabilitatic}ti~of cert!linoffenders. 
~~~~:~;' 

Ries~man chara$}tl!r~ieA this phe-I' . ,,>.,/~ .,;/ c"' ' ' 

,,------

nomenon as the help~r therapy principle and concludeq;/4(perh:ap~:(-/);l1en'SOCial . ?'/"'Y/~=-I 
work's strategy~.?u-ght to be to devise WaY$9f~9'~a~ing moreh'i'i;ers,or, to by~J'-/ . 

L_~ 1119';"- <}l<act,f/ fJnd w~l'" ~ t<>~_f~oni.r~:!Jl~~tso~)l.~~(~topspe)lSer.Jf» .. .. ~. '. 
help, thus'reversing, their roles, and t'st~~<;Jrtire~e'si~ual:ion so -; ,,~ei- , .. , '>:.'J 

' pientsd$f help will be placed in~es:rEiciuiring the giving of assistance. ,,3 
• ·1 ./', ',' .'. . ,.'> .. -_.,' 

}Expan4:tng ,the J~le of p~apr()£~gsionalsin probation may>be perce:i.ved·~- a 
-~ " , 

,,/ 

lIowever t if· the.:, ma~powef needs "if correc-
,-_ i,.. - .- ,I :'f " 

,< ~~( !..5- --

tions are to be ~i'~J expa-ii(1i;g the role of the paraprof~ssional is a. very t.~ali.s:: ' 
:;U 

. : .--<-:~.~.;{ 
tic alternf;!:::f:ive, S..silie of the C6ImnOn rationales advarl(!~d £o't' the use of "pa't'apro-

~/ ,', ~.> ,;:}. 

(1) there 1,13 a lar~e pool;of untrained, unemployed nonprofes-, 
.:::J- ,I 

,if 
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:~'" / 
vr' '.. ',' .' sionals ;from which to recruit, (2) it is Pi;lssibt~ to train ncmprofessi:nalS to 

~. 

'~ , . perfot'm! ~igntficant reform r6'les, and, (3):LiwQUld be ec;oh~lllica~lY effid.ent 
I. ~, 

to use m~\nprofessionals in the reformaUon process .'C 

Inas.tdressing" the p;;:~aprofessional'~' role within an organizational frame-

\-lork, several major issuE!s will be discussed: (1) t1l1e preparation of the pJ;o.

fessiona1 staff, (2) the recru:itme~t and selection c,ri.t~t!a, (3) orientation 
-::<;v ~ ___ , ,: 

andt;raining, (4) placement and responsi9i11rl~~, (5) the size, type and 
","'" 

, -'-'~-

supervision of caseloads (rel;ry.~A,ve to the professionals) and, fi~a1ly (6) the 

" 
effe~tivel1ess of tQg.>param:g~oJfal in m~eting the objectives and goal,~ of 

.-.-:: .. -.;;---- .! 

the correct-4.oha1o:rganization. 

,/ __ .:.-_J-::;-;.' -

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

In reviewing the ).itet'ature' cOJ:1cernrrig pa,raprofessiona!s in p'robation, it 

1.

: .. ,;5J WaS ;found that while many ~eneralities and similarities wet"e present, there were 

also sonie bas:t9 differences, froIn programJ:o prqgl'?am. We will attempt to cite 

these o~ganizational diff~;rences and t;he effects they had upon the parapt<ofes-

siona!; 

-'~ 
-:'.':~_~:-~ _~.- • t,:"-

Prepar~t1.on of the Professi0l!.al Staff 

Before re~ruit:'lnent is even begun, it is 'very important to pl.iepare the pro-
" ~ 

fessianal staff(' 'Successfully integrating a paraprofessional program.into an 
v 'l - -

:r. ~.' 1';/ -. " 

existing corl'~:(;tional organizat~on depli!nds t\ponadequate orientation C)f the pro-
j,C ~/ 

fessional ~1:;iiff to the purpose of the progra'llt and th.e role:'~nd function ,of the 

paraprofessional via:a-vis the professiomitl. If the paraprofessionais are to, 
---:_~1.·;:""-=::~O~': 

~ -;; ~ ~ 

have a chance of success they must be accept~dby the professionalsr,:?' c~~nts~"-:::::::"o"'-
"; /._ .:,~f '-. ,- ~ ~_._r:- -,.- ~; . ,-:-

offered the following ori~ntatiCin po:J.nts for tlh.epr()fesgf~:p.al s,/~~.f{·~*iclt.,_~hOUld 
" 4 

be kept in mind: .. 
, L.., The bJl~-p~e of the progra..'U is not tqAiupplant the professional 

-s-diff,b'Ut to pro-viq,e a team apPl;'oachpeiween the professi{)nal and' 
pa:tapr'Ifg~itmal. "".., 

~_;;--;:;;..;<-r .. .:f;r _ ~) ", .. / /" / " /~; .(>; . -:;', "d 

~c/ft1e,pro£essiona1pro'Vide~ d:ft:-ect sUPelt:"lisi~l{ to, . the parllprgfes
,==>~' ,donal's skill btn ' concret.e "problellt/arleas and ~tains Ultimate 

. ~ :;:::-,- -~"-- ~.-.-
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4'i:,. 
c~trol ov~f the client's rehabilitation process. ThiS!. is" , 
~articularly :;L1npoX't~nt in"jlrefls where an unskilled peX'so~~." 
~y lack insight into the" c1.:1~nt' s welfarEf, suClfas the more 
subtle or complex forms ofemationa! prob~ems. 

£~ ,0:.,-;:: .-7 

3'~' The pr"'fes~ional should' not ri;e the parapr6fess:irc~l ,as a 
, mere erX'and boy", for routine .. police checks or simple fe)tch... .:>+' 

" ,and-carty tasks only <t . Such .usage. is uneconqmical ahd £8::I,1so;, 
to maximize the social-psychological background of the para-
pro fess ional. " .' '::' '. 

fl 
~( 

4. Pa.rticular attention shou~d al~9#e paid to the fact that, tna~y 
profess'i'onals have not been iriJthe habit of sharing their rela~ 
tiot~pips with clients anw'fuay regard the. team approach .al:f an, 
intrl~siO,n into a professiollalrelationship .:SUch a~t1tudes' 
are not c:haracterl.sti.e ?mongthe bes~4Jiafified professionals, 
e • g ., a~be tWeen do~tors and n!,1rses. """, . /' ' 

5. If only a f,ew paraprofessional personnel p,psitionS ;.:are pt;oposed 
in relation to the total R;:of~lssional sta~i, the l.,.~rkloa~pf~ " 
'the parapX'Q£'~ss~onal ;shoultt pe distributeq,l among 1ihe proifessional 
staff m,ell'!bers" Failhre t9 do so can/alien;ate thofe,staff.\'Ilembers 
who dO~;'>ri.ot hav~e the benefit of' aparaprofefgs-iona~/ .team tllIamber. 

ji 

:' - - .{ .' Itl 
6. In-s~rvice training;should"be the responsibilitii of the profes- ,.:,' 

sional so that ht.~ not only enhftlnces the team ef~ort but experi-, /f 
ences.,a; teachei"prj;ae iri. the professional develop'lnerttqi:,the A ' 
paraprt>fessio£lal.",,'MQreover, in-service training is a 'natural '/ 
part of supervising' paraprofessional~.,,(>;!,;,,:£7;C;;::~;--"=:'::""..-C':":Y"";:' /~." 

" ". c,.;.r;.. .. '!..;-; .; ... "!.,~;.::"2:;::~"::~";'·"'-' //:- . ".~. 

7" The professj.onal should always discuss the client's: major pro- ~,-;{~
blem areas With the p~raprof~ssionalbefore directing him tOL<;/" , 
contact a ~lient.ttItiay be necessary at times to conduct ,;~i{.-':J-/~' 
"initial joint ointerview betgg~'Q}:he profession,al, paraprof,~s
sional; and the client. This ta-particularly true in those 
caaes

o 
whe'r~ the clien\~ is accustomed to dealing wlth the pro'" 

,fessionaland may become apprehensive about~ th~ new division of 
laboI' between ~ptofessionalap.dparapX'ofessiona1. qlient appre-,,';-
heI}sions may vari from simple fear of, tl1~ newness of ther,~ti~' 
tionship to resentment' that he does not have a tlregular,'l""15£fi-

" J • (;'-

bo:O=~"""''':~'~ cer. Ii _e"O' 7~:' .:::' ;.;:f· 

[ 's. '~"~The professio~l"~hould also notify otherag~lities6f'the para-
7 professionalts future role so that the pe~on6.el of those agen

ci~Jtwitll, 'Wh~ch,t;lJ.~ paraprofessi.onaJi ~tEi normally deal will 
expect r",l.m. This will facU"it~te the' paraprofessi6nal 's use of 
otl].eragencies and eXjW.nd his"!k.no\<Tledge of the probation-parq).e 
p:toc~ss,. In some cases, it ,:fuay be beneficiab to have the pa.ra-:r 

U professional accompany thj(! ptofessional ort agency visits." 
-~, ~i ' 

, ,. ,J,"' ." ", .," , ..-..(.t,J..p:~,.-
9. During the orientation proceSs, X'ecognitiofi shuuld be giyen'to, ~r.{cf'~/'·-' 

the fact that, init-.iall,yat leaL~t, 'in-service ttainingwill~c <;5;c~' 
conSUme professional time. The profesaional should use 'ityS , / 
in-s~rv~,ce training period' to det~rmine the capa~i~hP&Pthe 
para,p~<?fesSiona~t Ci)ssigned to h~, to re-def~tl~J?:J;~Oi-1n, tas~, 

.; ()-

()' 

() 

as~6rdingly/, and to work out a new di~~gnof li60r in o~det 
Ii /0 1~?~ at: the long-term benefit~{.~~,~.t:eam ap~t"oach. / ... 

II ///. :/' 195 c;,' "c;;,;/A ' 
;:/ I,.Y ),' ' '" " ""_~_~/ 

L ~ . f ....:' .~j- .~~. . jL~._'~_· .~~_~~ ___ ,_~_~= _ .. ,l:;~;,·iL~~~~··-:-d~: 



~"""~-'FF __ "!-_..,m ____ .. ',,,,_""I''!I' _____ ~_''_'''''' _____ '''''_-: ______ -~---~-::---~'--'--',-.~-~=-------

I
"<~ , 

, 

-':""';<~ 

~. 

~., 

o 

fOe The professional should discuss with the paraprofessional 
both immediate and long-term expectations, particularly 
from a career development point of view. Early tasks 
assigned tothe·p~raprofessional should be simple and then 
increase in cDmplexity according to his demon$trated ability. 
With cumulative experience and opportunities for mOt;'e,ad"", < 

vanced training, some of the more highly motivated' 'and talented 
paraprofe,ssionals should be exteI.\ded the 'oppor'ttmity to qlJ8.lify 
as professional·wQ.;:~ers on the merits of their achieve\'ll~.nts • 

. "~-'" 

These simple, yet: importa~tpo:irttB ~an reduce resistance and can, in part, 
:,-:;;.'-::" 

help insure that the parapt"ofesst.onAls will be giVe~i"ever:ygpPRr~~Ility to suc-
~.~ -: :---

ceed. 

Recr1litment and Selection of Paraprofessionals 

After the professional staff has been briefed as 'to the planned program, 

the racruitingstage begins. The following types of sources for recruiting have 
',' . 

'generally been found' to be most productive: 

1. Pzoofessional Probat'ion-Parole Officer Recommendations: This 
type of recommendation is particularly helpful when re,cruit
ing'ex-offenders, since the. professional can screen out unde
sirables'from both his own knowledge and the individual's 
insti6:.ttJ:onal history and record. This can also be a source 
for recruiting non-offenders from areas with which the offi
cer is familiar and has established contacts. 

2. Local Social Service Agency Referral: Referrals should be 
sought from local social servj.ce agencies, such as state 
employment centers and public aid departments, as,well as. 
from other municipal and county agencies. Private agencies 
located in the area to be served by the parap~ofessional should 
also be consul ted. 

3. Word-of-Mouth: Word-of-motl.th, particuiarly that s.pread 1>y the 
paraprofessio~~al who has already been employed, should als()':; 
prompt self-referrals. '. 

4. N~g1:tporhood/Conununity Suppor~: Leaders in neighborhood organi
zations.located in the area td be served should be briefed on 

'.:') . 

the progt'4m. Community support can be a powerful tool in the 
rehabilitat~i,~g, process. The same organization that provides 
a source. for i'eii::.;,~iting paraprofessionals may also No,ride a 
client ~~ith suppor~.:!Jl, the rehabilitation 'process.-

~"~'.: 

5 • Local Media Coverage ;'·P;~§i:i~cflnd televi.sion coverage can be a 
great aid in the init:iai··ph~se"Q·f.",'1"ecruitment. If the local 
needs involve minority group'recrui\ia~~t, however, the super-

" '~~~, 
.. .,::. 
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visor might well consid~T using a minority group member for 

'su~h a presentation. Th~\ presentat,ion should describe the 
par~r9fessiona1 program ~nd the employment opportunities it 
offers in simple "equal o.p~ortunitytl terms so that no poten
tial l"ecruit feels "he is ex~luded. Similarly the recruitment 
efforts should not portray t~e program as a panacea for all 
correctional problems .'\ 

\\ 

6. Brochure/Leaflet Distribution: A brochure or leafletlliaY be 
prepared describing the progrma an4 the employment opportuni
ties it offers to paraprofessionals'~". Such a publication" can 
be sought as well as placed conspicuofisly in public areas 
frequently by large segments of the immediate community. 

7. Newspaper advert;~sing and employment office notices: This can 
be extremely suc,cessful since those seeking ewployment often 
consul t the wanff ads and employment agencies. 5 

> . 

':-.- ~.--

Most parapr'Ofession,al applicants will not have'had previous work experience 

related to the, fieldthi~Y now seek to enter and little, if any, formal education 

along these lines. The~ selection criteria and, process therefQre, should seek to 

determine their potential. Moreover." even after the selection crit.eria and pro-

cess have resulted ini pr.eliminary retention, employment should J,>e:. offered on a 

probationary basis until the applicant has undergone the orientation and initial 
- - - ,,-.~ 

training program. Applicant response to the training sessions and early evalua-

tion of his on-the-job performance wHl test his motivation and adaptability to 

the program and serve to adjust the screening process to conform to the program's 

needs. This procedure should also tgrtd to ease the applicant's transition into 

his new'job,dispelling any of his misconceptions about probationers and minimize 

'\ . 

the possibility of counter~productive relationships 'between himself and the pro-

bationer. 

Selection Criteria 

':1-

While selection criterj.a varied somewhat from program to pro$,T.'am there aTe 
-':"--"~'-------:: 

many standard charcicterist:fcs and requirements. 

The actual selection of paraprofessionals is perhap~ the most crucial pol-tit~ 

Xp.aprogram aimed at 
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tole in society, the applicants selected should have basic integrity which 

clients can recognize and trust. 

Most of the programs reviewed suggested that the selection of parapro-

fessionals should be divided into three stages-~screening of written applica-

tion, interview, and successful completion of an orientation and training p.to-

gram. Further, it is suggested that the paraprofessionals recruited should 

meetth2 following criteria: 

1. Be twenty-one or older, preferably over twenty-five. Experi
ence with similar programs indicates that a lni.n:iJnum age of 

·c tw-anty~fi'{....e years yields more mature and effective indivi
duals, evenwheIi-·d3aling with youthful, clients. 

2. Be familiar with and lalowledgeable about specific geogra
phical areas or neighborhoods where clients are likely to 
be residents. 

3. Have qualifications commensurate with the salary range and 
job description, thus generally avoiding "overqualified" 
recruits. In most cases both the salary range and job 
description will tend to limit the type of applicant to 
the socio-econOmic level desired. 

4. Have ethnic characteristics similar to those of population 
and the neighborhood in which clients are l:f:kely to live. 
While civil Tights statutes explicitly forbid discrimination, 
thG'intervifAwers can describe the characteristics of ·the 
client population and the kinds of neighboJ:ho~ds in which 
the ~pplicant will be eXpected to serve. 

/ 

5. If the applicant is an ex-offender, he should have been off 
parole and free of offenses long enough to have a "free
world" employment history. In the case of ex-offender appli
cants, the supervisor or agency might wish to set limits as to 
type of offense and length of time since the applicant has 
been placed on parole or probation when reviewing the appli
cation. An example of this in the federal system is a record. 
of treason or bribe~y of a go~ernment official Which auto- . 
matically excludes an applicant. Statutory limits, as well 
as civil service provisions and waiver processes for hiring 
eX'9offenders, vary from state to state. The "rap" sheet or 
FBI file and the prosecutor's statement-of-facts to the insti
tution to which the individual was committed should not of 
th<~mselves be determinative, since they are frequently ambi
guous, incomplete, or out-of-date. The institutional job 
supe.rvisor can oj;ten be most helpful in ascertaining the 
applicant's job habits and adjustment flexibility. This is 
particularly useful when the applicant haa been incarcer-
ated for a number of years and has. no re-:ent "free world" em
ployment history. 
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On the other hand, while an ex-offender may empathize with a 
client because of a shared experience, !n similar programs' 
some ex-offenders have been harder on clients than the non
offender. The applicant's e~offender status should be con
sidered potentially useful, but insufficient, as a determin
:i:ng factor. 

6. Be able to secure references attesting to stability. t~en 
possible, general references supplied by the applicant 
should be checked for any negative community references 
before the screening interview. Prior employment should 
also be checked as is customary when hi~ing other staff mem
bers. While the paraprofessional may come from a last-to
be-hired-first-to-be-fired group~ employment stability is 
of pr:l.mary concern in the rehabilitative process and cannot 
be supported by a paraprofessional who is unstable in this 
area himself; nor will such instability enhance the program. 

7. Be rated as at least "acceptable" during interviews on the 
following scale: 

,') 

a. excellent--applicant displays excellent qualities 
b. very good--applicant displays trainability and 

good motivation 
c. acceptable--applicant is deficl.ent in some quali

ties but appears trainable 
d. marginal risk--applicartt is deficient in many 

qualities, displays ambiguous motivation and has 
marginal trainability 

e. unacceptable 

8. Be without: 

serious physical or emotional handicaps 
alcoholic or narcotic problems 
histories of assaultive behavior 
failure to disclose probationary or parole status 
new arrests (if ex-offender) 

In addition to these criteria, qualities of a more subtle nature are con-

sidered fundamental to the paraprofessional's attainment of success. Among those 

qualities are: 

1. A "common sense" understanding, though not necessarily verbal
ized, of the generalilociety's basic values, standards, and 
laws, with good control ove~ impulses, and accept~ce of res
ponsibility' for one,' S own behavior; 

2. At least an intuitive knowledge that discomfort or stress tends 
to reduce effectiveness of human funct1on1ng~ and that immedi
ate help in crisis improves the prQbability of success; 

1.99 
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3. Ability to recognize one's own limitations and request the 
supervisor's help ~hen appropriate (e.g., in crises) and 
avoid personal involvements 

4. Knowledge of community resources and ability to USfl! them 
appropriately; 

5. An understanding of how to develop a he1pi:Qg relationship 
in service of the client rather than for one's own needs; 

6. Ac~pacity to accept individual differences, recogniz~ 
clients as persons of worth aIld dignity, control any ten
dency to be judgmental, and exercise flexibility in dealing 
with clients.6 

The potential d.eve10pment of these qualities is as much sought in the 

applicants as the attributes themselves, with further development and enhance-

ment of these very attributes a major goal of orientation and training. 

The selection criteria of operating paraprofessional programs did vary 

somewhat; for example, in Yolo County (CalifornIa), the minority p~obation 

aides project selected Mexican-Americans only, since their goal was an improve-

ment of probation services to the Mexican-American community. The major need 

was for Spanish speaking aides. 7 The Probation Officers Case Aide Project 

conducted in Chicago found it difficult to recruit whites. No reason was 

given for chis difiiculty, but it did present a problem of some importance 

since propationers and paraprofessionals were matched racia11y.8 

Orientation and Training 

The major objective of orientation is to establish a foundation for sub-

sequent in-service learning in both group and individual supervision and to 

serve as a final screening mechanism before case assignment. Every attempt 

should be made to keep arientation relatively in.forma1 while providing back-

ground information in such a way as to enable the paraprofessionals to per

form their tasks without at the same time neutralizing the "indigenous" qua1i-

ties which make them valuable as paraprofessionals. 

~wo 
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The e.xpectations of orientation sh.ould not be high. Most of the training 

deemed necessary for minimal job performance should be designed to take place 

"in-service," during ensuing contacts with the supervisor and other parapro-

fessionals. There is a very real danger of uover-trainingl1 the paraprofessionals. 

Too much formal training may threaten or bore the indigenous paraprofessionals, 

or, equally undesirable, "bleed-outll.the very qualities which make them desir-

able candidat~s in the first place. 

Although orientation is followed by training, together they constitute a 

continuous process in which the paraprofessional is introduced to some of the 

basic concepts and contents of the field of corrections and then is taught to 

develop his skills in helping clients. Such orientation and training is pri-

marily a supervisory re~sponsibility which enters into the continuing relation-

ship berween the supervising professional and the learning paraprofessional. 

At all stages of the orientation and training, the paraprofessional should be 

impressed with the fact that he is a necessary and valuable tea~1 member who 

has an important role to play in the functions of the agency. 

The more formal orientation program can involve lectures presented by per-

sons who are well-informed on the range of topics to be covered, such as intro-

ductory materials to the organization and functions of the agency. It is 

important to remember that too much formal training delivered too quickly, 

and in too concentrated a form, may overwhelm paraprofessionals who unlike 

most professionals may not be as conditioned to the classroom setting. For 

this reason, lectures should be supplemented by films and other visual aids, 

examples of reporting forma and other forms used in office tasks, and reprints 

of articles ~escribing good practice. All such educational aids should serve 

as a focus and point of departure for group discussions. In all subsequent 

supervisory confet:~nces and relations, the professional should constantly rein

force and elaborate on the materials related to the organizational functions 

and proba ti017.er problem areas covered during t~e. orientation~rogram .• 
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If the orientation and training serves merely to deliver the 

vocabulary of professional~sm without .increasing the insight and 

sophistication of the paraprofessional, it v1ill have been inadequate. 

For instance, it may have prematurely cancelled out some of the very 

"non-F,rofessional" qualities that make the paraprofessional a valuable 

adjunct to the professional in bridging the gap between himself and 

the client, without having really increased the competence of the 

paraprofessional. The skillful supervisor will not only help the 

paraprofessional develop his full potential, but will also help him 

to recognize his Q\~ normal limitations in the helping process. For 

example, a paraprofessional may be so eager to achieve change in the 

a.ttitudes and behavior of his client's that he becomes frustrated if 

the client does not readjust as rapidly as the paraprofessional may 

have expected. Or ~ the paraprofessional may tend to be so overhelp-

ful that his client becomes overly dependent upon him. Paraprofes-
.-.;. 

sionals have to be carefully taught that the achievement of rehabili·-

tative goals requires both a firm patience about the expectation of 

change and a measured helpfulness in a.chieving it. 

As a supplement to the orientation, or relatively early in the 

on-going supervisory training, field trips can be organized to enable 

the paraprofessional to have some personalized exposure to the insti-
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tutions and agencies that are related to w~r~ of the probation officer. 

These should inc.ludevisiFs ,to the criminal courts, jails, and pri

sons that arethE~ source of clients. A morning spent in a criminal 

court to observe the routine processing of cases or a visit to a 

penal institution, including some discussion with court funct10nairies, 

custodial and treatment staff, and inmates. can be particularly en-

lightening to the paraprofessional whose previous knowledge of cri-

minal justice may consist of mass-media stereotypes or b'def encoun-

tel's as a client. 

The topics cov~red during the orientation should be discussed in 

weekly or bi~weekly conferences or group discussions that serve as 

the on-going training sessions. The parap-t'ofessional's own cases 

should be the center of discussions of principles or problem ar.;as. 

The paraprofessional should be encourage~ to present his reasons for 

management of a given case and discuss itCwiththe professionals and 

other paraprofessionals. Such combined sessions serve as a aro-way 

street for the communication of instructive materials. The professional 

can correct ana instruct the paraprofessional while also learning 

from the life style and experience of the paraprofessional. This 

will not only serve a"3 a supportive tool for the paraprofessional, 

but also as a means of helping the professional better under-

stand such areas as ~nority group attitudes and mores, as well as 

client attitudes and problems. Such sessions can, in effect, 

also. be seen as professional s"taif development training 
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scssions and can serv'e,broader' functions by'haying other agency person~el sit 

in on the sessions, for example, empl,oytllent and vocational rehabilitation per- --, .; 

sonnel. The confidentiality of the client's file however, should not be com-

promised in such sessions. Moreover; the positive contribution of simple 

human warmth in the helping,process should not be devalued by stressing an 

impersonal objectivity in case management. Such impersonality may b~ functional 

for the overburdened probation-par9le officer, but that is precisely one of the 

disadvantages of professionalism that the use of paraprofessionals is designed 

to overcome. 

Finally, but notoleast important, the supervisor should stress throughout 

the orientation and training process that clients represent a heterogeneous 

population •. Ill-defined and poorly understood labels, like psychopath or socio-

path, serve mainly tC' stigmatize rather than contribute to understanding human 

behavior. If paraproft:~ssion~s are trained merely to apply labels to their 

clients, they WLll have been furnished with a reason for 'not trying to help 

those clients. It is much more useful to view clients as people who have un-

successfully adjusted to life's problems. They were either inadequately trained 

or could not compete to find a legitimate niche in society. A few may well have 

psychological problems that require profe~sional help; but, by and large, clients 

represent virtually all personality types and all behavior patterns. What 

clients have in CODDnQl1 is the fact of their conviction for a crime and the many 

disabling consequences that flow from that fact. In most cases, adequate coun-

seling .and guidance, plus assistance in alleviating concrete problems, .. will 

effect changes. 

This does not mean~ however, that the client does not have special pro-

blems; he does. He has the problem of overcoming his past and adjusting to . 
his future. Acquainting the paraprofessiona.:rwftht,hese speci81 problems and 

the methods of successfully coping with them is the function of the orientation 

and training program as delivered by the professional supervisory personnel. 
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The orientation. and training progr3IllS 'offered by operating programs varied. 
r; ~ 

Some involved a relatively short, informal acquaintance with the office and the 

expected duties and othert; were more formal, involved programs that' l~sted for 
:;:, 

several weeks: While a long and drawn-out program is not recommell.ded, it is 

suggested that ?eriodic sessions should be continued for some time to help deal 

with problems that may arise. 

Since the orientation and training program can also be a s~reening outpro~ 

cess, a probationary period should be ~et to be1p deal with those applicants 

not meeting the requirements or duties expected of the paraprofessional. 

Placement and Responsibi1ities 

In almost every situation, the paraprofessionals were assigned to work di~·· . 

rectly w:Lth a professional staff member. The number assigned to eacfiprobation 

officer varied, with a supervisor heading the team.!!!: Project ~Jaguar in Phil a-

delphia, two aides were assigned to each of three district probation offices. 

I Two of these offices had only re'cently been established and were still in the 

I 

.... '. 

process of becoming f1.iLljstaffed or finding permanent locations. The third 

unit was an established office inWest Philadelphia. Socialization of the aides 

into departmental and unit procedur.es was somewhat. uneven. There were clearly 

fewer visible transitional problems . in the one est~\blished unit where the unit 
O. ' 

itself did not have to contend with its own growing pains aa.wel1.J 

The delegation of responsibility to a paraprofessional should be a gradual 

and incremental process. In the initial stages, a paraprofessionai may tendto 

be overly idealistic and assume'morerole fUllctions than he can realistically 

fulfill. The prOfesSional .. 00. r .. tr .. a. ining supervisor s~ou1d attempt to d .. e.lineate . . . . ""::j~' 
the paraprofessional' s responsi~..1tip.J:l-,an.:l~Uii\-;;t:1;Gfi&--w.l4IDout.llndul.y .<tE!~g~_ < ./ 

----, --------- -----=~-~~-=---- . 

his natural e~thusias!ll. There may also be an element of bewilderment on the .. 
. . - . 

part of a new paraprofessional 'which can be eased by graduating his level of i"::= '''-

c, 

i~s.ponsibiI1ties and'functions as he progresses in his in-s~rvice training~/ 
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/i o,J. 
The paraprofess;i.otlal should be informed that his basic.~·rtesponsibi.lity is to 

/ 

~/" 
t- - --r·· 

his professional supervisor and to his c11:ents. This mean~J. that the llitimate deci-

sion-making fIlUS t always be coord:brated with his supervisor' sco~cept of the client's <) 

. rehabilitation and treatment needs and that he, the paraprofessional~ is a team 

mSmber in effecting or carrying out such plans. With regard tahis clients, the 

paraprofessional's responsibility is to make his client aware of the rationale 

for treatment and seek the client's participation in such plans. In order-to 

carry out these basic responsibilities, the paraprofessional must discuss his 

cl~ent's needs with his prafe!lsional supervisor prior to contacting the client. 

He must contact his client as frequently as his supervisor advises and must sum-

marize and report such contacts within a reasonable time to prevent losing the . 
memory-freshness of the contact. A suggested reporting deadline is twelve hours. 

The report shol1;.;Ld "'be promptly reviewed by the paraprofessional's 'supervisor 

and, ifque~ions arise, they should be brought immediately to the attention 

of the,piiraprofessional by the supervisor. The professi(;mal should take-the time 
I';:'-: f~".( , 

dq.p!ng the early in-service training period to instruct the paraprofessional on 
/.p4 _ 

,;-' 

",ft basil: report..wrfting techniques. 

. The caseload r~sponsibility of the par,aprofessional initially should be 
y. . 

-task-oriented. Surveillance and "lis.tening" types of assignments shou1d be 

given to him. As he progresses (in four to six months), his responsibilities 

should be gradually increased to helpi~ the cli~nt meet concrete or environmental 

needs, such as housing and employment. 
~~ .. I 

Betweei.1 the fi~t and second yea~./f'hi~",./_.-..c.. 
.- //-

area of responsibility should be gradually widened to include inyes;Ugaflv~ 

and counse1:f.ng· responsibilities. 

Although there will be some overlap, these respons,ibilities can be con-

sidered four sequent~~, _ categories which form the b~'SiS for the in-service 

development of;:h:e paraprofessional. These pr:ttDary categories are! 

1. S~rveillance· 
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2. Invest:f.gation 

3. CQncrete ~..eeds Counseling 

4 • ~motional Needs CounselinglO 

Sut:veillance is not intended to sene the sole. purpose of .catc~l.ng 

a' cli~~t in the ,e,ct of committ:b'lg a crimeo1;/.violating a technical rule: 

Rather, it is a form of con"dn~u-s support: to a client ~ho is trying to 

re-esta.blish himself in a threatening environment. To serve as .an effec-
{:' ':,.-

tive t.oo! far rehabilitationf surveillance contac.ts shou.ld b~ recorded hr. 

the parap+ofessional in such a manner that they afford the: professional 

sOl!l{!/insight intq the client '8 progress in attaining ~..he· goal of the 

rehabilitation plan. 

Investigation - The degree to which the p~iaprofessional should pat:ti-
.? 

.-,<; .J.{-

cipats- in investigation activities is a q,:!~;gtion of some sensitivity and 

should be det-ermined in aldvanc:ehY',..Jgs;,~::r"policy .c. If an ar~~Y has· occurred, 
~ "'7' ~c...:....:...";.. ~::..~ 

theparaprQfessional should ga!i(her facts anft»r~~e a report XC)}: his 

super.;isot.. A more difficult situation .irises' however,.~ wheit'the., parapro-

fessional suspects the client is about to engage in violative behavior. 

The question of who should investigate what' and to what degree isaiffi-" . 

cult to answer, but what is clear is that the paraprofessional should re-
. .:.:: - ~- ' 

?ort his suspicionst!)his supenisor at the a.arliest possi'ble moment. 

The supervisor must then determine just whatparts~O'f the ipvestigative 

task he will allocate to the paraprofessic.nral. 

judgments should be his~ 
,Jj 

counseling provided by paraprofessionals should include the :Following 

areas: emplo~nt, education and,!t:rainins, hOUSing, clothing~ financial!! 

.. medical and dental assistance, and: transp()ttation", 
.. (. 
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,Emotional nee,ds,couns~jLing .. ·' 'The parap'rofessional, by"defcinititln, 
.f)" c· ~: /' 

is not a prpfes~ionally-tr~~ined person. While the /paraprofessio~al~:ay 

share marry social and pSY(.)ihological qualities with clients, the /fact is 

that he" has not been systeJDatical1y trained in the social ap:d psychologi-
-' 

. / 
Conseque-lltly, the paraprofessional must/~e taught to appre-

, ~ 

cal s'(!iences • 

ciiite his own. limitat!p-ns' aricfmust: practice self-1;'$straint loil':ten confronted 

with cotnPle~,1)en~;;:;'prOblems • The fact t~t1(~·paraprofeSSional is employed 
.).1 ~ ///",_. ,: 

in ong e>f thehelp:tng occupations does .n6i: convert lliIl1--'1:.nto a psychologist 
/. --, 

- ~/-
or psychiatrist. At the same timJ1 no pa:tap~ofessional t .. ho is working for 

ple){'; d:t.sturbed, or i't'r/a;t:ional behavior on the ·part of the clients. It is 

well, therefore t~p;t, as a roqtinepart' of $upervisionand in-s~'Il-ice traiIi-
/. '. 

ing, thesup~i'tisor helps prepar'e the paraprofe8sional for .sucheXperiences. 
>/ 

. The superVisor should strive to impart to paraprofessionals some of the 
///' 

elem~ntary dywunics of human behavior and common symptoms bt-meri'tal dis-

turbance. 

all emotional needs of clients require a degree in psychology for an adequate 

. response. In most ca;ses, what is needed between. .. clients and parapr.ofes-

It does not require a great deal of training for one human being to r~.spond 

to another in ba$ic human terms. 

Some of the mog-t common areas in which clients maniies t their emo-

tional needs. and in wbich the paraprofessional can. engage in helpful emo

tional needs counseling fncltIde: social adjustment, familial and marital 

" readjustment, apprehension, debts, and income, and feelings of rejection 
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The assignments and size of caseloads. varied in every study we 1rev'iewed, 

hpweve-r there ?rasome basic generalizations that can be offered in a,ssigni.ng 
,. 

clients to pa1;aprofessionals. 
'< 

Optimally, the paraprofessi.o~ial should/:~e assigned "'new" cas.es, that ;is, .. .-~, . 
!, ... ' 

clients who have not been' under the supervision of a "regl1lar" probati~ngffi-" 

eel'. This is'~ecommended t; avoid the reatt:iol"f:&nthe part of the cliellt that 

he is being unnecessarily " shuf'fled" from per-son to person, or that th~ quality 

of his supervision is being :~~uced in status. As farfetched as it may seem, 
/" ;' :," 

such feelings were manifested in the 'experimental POC! Proj~~~t_!c in c:;hicag()~ ,~r' 

and ranged from negative feelings "t'oward ·a "new" man ,(i.e., the paral?~cf;~~i~nal) 
:;~/ 

to J;:eeltngt'Jby blacks that they were being "sold short" by~,"ha:\7ing black para

prQ.:ressional supervision agent~c'''ass1gned to them.l1 Once a parapt'ofessional 
~- '". -::::":" . '/ ;-;' 

:~ t€:ilid to recur. 

paying particu1ar attention to the client's service needs'{:l:,~e., problem areas) 

and chis area of r.esidertce plans.. The case should thenba sta~fed by tht! 
-.- ,:-:, 

supervisor and the probation officer and matc.. ... ti~d'with the IHu:,ap~'o:fes;:;iQnal to 
~ , . - '. ,.. 

whom the client is to be assi.gned on the basis of such ;'actors as race~t.h~ 
'" 

degr€~ .of hat1mony between client service needs ~.nct·the r;araprofessional' s strengths 
;/ 

and weaknesses, and residential proximity. For sJJecial problem' cases ~ such as 
~: r 

a paraproffPssional who has himself experienced s;uch a problem and over'core.e it. 

Th'ii-supervisorshould expect par~professionals to vary mal;'kedly in their 

. general ap,pl:qach l="-7._~h~. rple __ C!.t charige agent. :the largest grotip of parapro-
I ~"- .. ~ ..... - ..;, tv" '" _ ,'""'-!,,- '. ~--,.. I 

fessionals will be most comfort~bleap,d ski~lful in providing concrete forms 
" 

of services directly o~'through formal refeliirals. Some will be proficient at > . 

2f)9 
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counseling. A few will function best in a surveillant capacity. All will be 

good at "rappingll or li/;tening to clients, although they may be less verbal than 

regular probation officers in the office. 

The supervisor or professiol'..al team member should capitalize on such dif-

ferences in approach by matching the paraprofessional's talents with client needs. 

Matching along 7cacial, ethnic, or residential dimensions is easily done; but other 

kinds of matching must be done by trial and error until experi1ance reveals the 

range of skilI$.possess~d bypaTaprofessionals ~ The paraprofessional's ability 

to empathize and simply listen, however, is of paramount importance in acceler-

ating the positive aspects of the rehabilitation process. A high degree of 

motivation, involvement, and enthusiasm may be characteristic of the parapro-

fessional, particulat21.y..;~h~n he deals with a client on a regular ~eekly basis. 

if it is feasible, the number ofelients assigned to paraprofessionals should 

enable them to make such weekly contacts; in any case,the number should not be 

ovenlhelming. 

The Probation Officer Case Aide Project, (POCA) Phase I, conducted in 

,..; 1968, in Chicago was a three year field study of the use of fifty-two part-time 

,,' 

-' .. 

indigenous paraprofessionals in the federal probation system. Each case aide 

assumed sole responsibility for providing services to one, two, or three 

!'hard-to-reach" clients (defined as a conventional criminal from the lower socio

economic class),12 although ultimate case responsibility remained with two 

project superviso;t"s. 

Phase II of tQe demonstration project was a continuation year (November 

1971 through October 1972) undertaken to provide an opportunity for further 

evaluation of the use of paraprofessionals in probation supervision) and to 

serve as a mechan,ism through which a permanent paraprofessional "Opol5i.tion. might 
. U . 

be established in the federal probation system. Phase II invoived twelve of 

the aides who parb~cipated in Phase I, eight working part-'time and four work-

ing full-time. Theiull-time aides were assigned caseloads of fifteen to 
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twenty-five hard-eo-reach clients, compared to eighty to 120 cases assigned to 

regular officers. The part-time aides continued with one to three clients. 

From time to time, the paraprofessionals wer~ asked to perform some investiga-

tive tasksj such as obtaining arrest records and court dispositions needed for 

presentence investigation reports being prepared by professional officers. 

At the conclusion of the continuation year of the project, professional 

officers were asked to specify responsibilities which they thought should be 

reserved exclusively for professionals. Two of the pi't':lfessional officers said 

that final decisions about warrants, revocations, sentencing and other recom-

mendations to the court should be made only by professional officers. Ten 

officers said that initial and presentence interviews and reports should be 

handled exclusively by professionals. They reasoned that professionals are 

better able to assess a client j having the background in social work or psy-

cho1ogy and the frame of reference necessary to put the information into a 

logical report. Six officers declined to answer this question on the grounds 

that a meaningful response dependad on the experience and training of the indi-

vidual paraprofessional. 

Project Jaguar conducted in Philadelphia, beginning in July 1973 involved 

six ex-offenders to be used as probation officer aides. It W;jiS originally 

intended that each aide would be assigned a small case10ad of high-risk 

clients. In one of the units there ~~as some departure from this plan and the 

aides received a caseload containing a far more representative and less risky 

sample of clients. In the other two units, however, there was strict adherence 

to the pr()ject proposal with the result that the aides' caselloads contained 

cases of' exceptional difficulty and risk I)f recidivism. •. Ther~~were slightly 

over one hundred clients assigned to the aides, with more than two-thirds 

fallint. into this high risk category. Case10ad size rang'ed f110m about twelve 

to twenty-five with tile lower figure usually representin.g cases assigned the 

. 14 
most recently hired aide.' . 
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Minority Probation Aides, Yolo County, California (1971) involved two 
, 

i~~· 1.1exican-American probation aides, each indigenous to the locale. The proba-

I tion staff searched departmental records for all current probationers with 

Spanish surnames. This group was Idivided into two eligibility pools; adult 

and juvenile. All names for each pool were placed in a hat and drawn randomly 

--five adults and fifteen juveniles--for each of the case aides. All others, 

whose names were left in the hat, constituted a control group of persons who 

15 
~"Duld not receive special services. 

Effectiveness of Paraprofessi;onals 

These three projects, described above, ref1e,ct the differences in type and 
< :::: .. ,",:;::,~:;:::-~ '.--

size of caseloads. Each probation office attempted to use the parap~of~~~~i~als 

to meet its specific need. P\t'oject Jaguar als() look(ad at the effects on reci-

divism at several different intervals. Recividism was simply defined as re-

arrest without mentioning disposition of the cases. After six weeks the evalu-

ators looked at the current records. There was a slight difference at that 

time in the re-arrest rates for Jaguar (5.1 percent) and control clients (3.8 

percent). The Jaguar aides had substantially more serious and risky cases and 

when ~ontrols were introduced for differences in caseload difficulty the dif-

ference in re-arrest rates disappeared. 

At three and one-half months the records were once again examined. Total 

than for control cases (9.6 percent) due to the difficulty in cases. When 

control was introduced for "degree of supervision required~n an interesting 

finding emerged. For cases requiringptinima1 and moderate supervision there 

was no significant differe'nc~ between the Jaguar a.nd control grclups. For 

cases· requi~1ng intensive: supervision, however, there was a sli.ght but signi-

" ficant di~lference between the groups, as·17.5 percent of the Jaguar cases were 

violators versus 24 percent of the control cases. 
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In order to analyze the data further, the evaluator broke the total viola-

tion rate into two components: (a) arrests for new crimes, and (b) techni~al 

violatior~ and delinquencies. There was no significant difference between the 

two groups in the rates of new arrests. Among non-Jaguar cases there was a 

5.2 percent arrest rate compared with an 11.3 percent arrest rate for Jaguar 

cases. For cases of equal difficulty, however, all group differences vanished. 

Jaguar aides appeared to be as able, but no more able, than their professional 
.~. 

'counterparts 't~hen it came to residual recidivism. 

The situation was somewhat different for technical violations and failures 

to report4~ere, the Jaguar aides displayed a marked advantage in dealing with 

in.eensive supervision cases (3.2 percent versus 12 percent). However, because 

of the small sample size, statistical significance ~f this relationship could 

not be assessed.l6 If this relationship is statisticallyaignificant, it could 

be because the Jaguar aide, through greater rapport and frequency of contact, 

is better able to retain clients than the professionals. It is also possible 

that the Jaguar aides are simply under-reporting client violations relative to 

the pr:obation officers. It is also very important to point out that the ('..ase-

loads; were muct,}, smaller for the aides, therefore giving them much more t:f.me and 

oppa,rtunity to meet with clients. 

POCA, Phase I involved fifty-two part-time indigenous paraprofessionals. 

The central goal of Phase I was to discover whether the indigenous paraprofes-

sional could perform effer.tively as a rehabilit~tive agent in probation. The 

evaluator chose two types of criteria to measure the e~£ect~veness of Phase I; 

recidivism rates and "social adjustment." The objective was not to "prove" 

the indigenous worker was more effective than the professional, but to deter-

mine whether the indigenous 'Worker, under certain circumstances and with certain 

clients, ~ may be as @ffective as the professional. 

Recidivism for the study was defined as new arrest. Because recidivism 

data were gathered only seven lOOnths after the close of Phase I, it was'impos-
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sible to rely on new convictions, since in most cases the dispositions were still 

pending. The data revealed marked similarities between expe~imental and con-

trols. Both the e~perimental and control groups had a 36 percent recidivism 

rate (one or more offenses), a majority (16 pe.rcent experimental, 15 percent 

control) of clients who were arrested having had only one arrest. The evalua-

tor looked at seriousness of the new offensea, categorizing them as: (1) per-

sonal, (2) property, (3) self, and (4) public nuisance. The distribution 

of types of offenses was virtually identical for experimental and controls. 

It is difficult to interpret findings based on :i.ncomplete data. There 

is, however, eome room for speculation. Probation Officer Aides (POA) had far 

more community contacts with their experimental clients than did officers with 

their control clients. Accordingly, it became common practice for POA's to 

accompany their clients to court and frequently to speak on their behalf. 

Almost without exception, when an exp~rimental client was arrested, his FOA 

contacted law enforcement authorities to ascertain the specific nature of 

the charges. Later, he accompanied the client to court. The POA's appearance 

in court appears to have had an important impact on judges. Speaking on be-

half of the client, FOA's explained to the court that the client was under 

close, federal supervision. Most POA's and the project supervisors became 

con'lTinced after a number of such appearances that the effect was highly ben,e-

fieial from >two standpoints. Fir,st, it presented clear evidence to the client 
, 

that the POA was on his side, and second, it reassured the local courts that 
_% 

even if they dismissed the case, ~ client would remain under close super-

vision. In contrast;<heavy caseloads and excessive tiIn& demands make such 

court appearances diff~.cult, if not impossible for roost professional officers. 

POA's were initi~.ly slow at contacting law enforcement of~icials and 

making court appearances. It took some time for them to become familiar with 

the criminal justice system, at least from u a friend of the courtU viewpoint, 

214 



-

and to feel comfortable with this ne~l and often quite alien :function. Not sur;w 

prisingly then, no difference exists between convictions of experimentals and con

trols for first arrests. By the time second and third arrests occurred~ POA's 

were more actively and aggressively intervening on their client's behalf. Appar

ently the impact of this activity was considerable because only 37 percent of the 

experimental second and third new arrest dispositions resulted in convictions 

wbile 87 percent of the control dispositions were convlctions. l7 

The experimental and control recidivists did not significantly differ in 

the length of time which elapsed between beginning of aommunity supervision and 

first new arrest. A slightly larger proportion of experimental recidivists 

(59 percent) were arrested within the first six months of supervision than were 

control recidivists (50 percent). The tendency for experimental clients to get 

into trouble early may have been partially due to the POA's initial struggle 

with authorit.y and their confusion over unclear supervision goals. Another pos

siblity is that, until the POA's gain more experience, they are far more lenient 

and permissive than professionals. 

The use of social adjustment as an outcome measure was based on the assump

tion that improvement of the quality of life (as the client views it) is an impor

tant element in rehabilitation. Soctal adjustment implied a degree of maturity 

in the client's ability to confront life's problems and responsibilities. In the 

POCA study the concept of social adjustment was operationa1ized along a number. 

of important dimensions of living: marital and family life,. employment, housing, 

community involvemeIlt, and leisure-time activities. Data were also gathered 

about the nature of the client's relati~nship with his PSAor officer The follow

ing ~esu1ts areexcerpted fro~ the Probation Officer Case Aide Project, Phase 1.18 

Marital and Family Life: Data were very difficult to gather concerning the 

client's relationship with hiswife.The data that were collected showed no differ

ences between the experimentals and controls regarding changes in level of satis-
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-faction with marital situation. There is also no evidence that either officers 

or POA's were very successful in ameliorating unsatisfactory relationships. 

Data were also difficult to gather concerning the client's performance in the. 

parental role. It appears that neither POA nor officers had much of an impact 

on the client as a parent in general. 

Employment: Both POA's and officers were more familiar with their clients' 

employment situation than any other are~ u£ social functioning. Significantly 

though, while POA's were able to report on 88 percent of the experiments, offi-

cers could only account for 65 percent of their clients. Perhaps the POA's were 

better infonned about important aspects of their clients' l:i.ves than the pro-

fessional%. At the e~ld of the project, the experimental and control groups pre-

sented roughly equivalent employment situations. Seventy-three percent ·of the 

experimentals and 76 percent of the controls were employed. 

Housing: Frequency in changes of resittence during the project was about the 

same for each group. Approximately 60 percent remained at one residence, 33 per-

cent moved two or three times, and 7 percent four or more times. In the major-

ity of cases, housing was judged to be at least adequate. Only 9 percent of the 

controls and 15 percent of the experimentals were judged to living in clearly ade-

quate housing. Apparently, however, inadequate housing was rarely considered a 

primary problem by either POA's or officers. Neither spent much time or effort 

attempting to help clients living in inadequate housing to improve this aspect 

of their lives. 

Community Invo1veme~~._ and Use of Leisure Time: Neither the experimenta1s 

nor controls were very active in religious or community affairs. The vast major-

ity of clients in both groups shunned formally organized leisure time activities. 

For the most part, non-work time was spent at home with the family or "on the 

street" with friends. POA's and officers reported improper use of leisure time 

in less than 10 percent of the.ir respective cas.eloads. Spending inordinate 
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amounts of time on the street or in taverns and associating with "undesirable 

eharacters U were the ~ost common examples given for improper use of leisure 

time. In almost allstichinatances t FDA's or officers had at least spoken to 

their ~lients about this perceived impropriety. There is no indication in 

either group that such interventions had anyameliofative impact. 

Relationship Between Clients and Officers or FDA's: Most clients and FDA's 

or officers were asked to describe the nature of their rela.tionship ~th one 

another and how it changed, if at all? ov~r time. At the beginning and end of 

the project, clients were asked to sPecify whether they perceived their FOA's 

or officers as a: (1) snooper/busybody, (2) law enforce.r, (3) helper with pro-

blems, or (4) friend. (For analysis, the categories of snooper/busybody and law 

enforcer were subsequently considered r:.ogether, as were helper with problems 

and friend. Clients drewvi~tually no distinctions within these two sets of 

categories.) Similarly, POA' s and officers were asked which category they 

thought most accurately described how their clients perceived them. There'was 

far less agreement on these judgments between clients and FDA's. 

Two-thirds of the interviewed experimentals said that they considered their 

FDA a helper with problems or friend in the beginning. This figure changed to 
.) 

88 percent in the end, an increase of 21 percent. In the beginning, FDA's said 

only 41 percent of their clients saw them as a helper or fr~nd, but by the end 

85 percent made that judgment, which was very close to the clients' view. Control 

clients, in contrast, had a greater tendency to 'view their officers as helper 

or friend from the start (85 percent). Surprisingly, officers failed to r~cog-

nize this. In less than one-half of their cases, the officers initially be-

lieved they were seen as a helper or friend. In the end, officers said only 

57 percent of their clients considered them a helper or friend. Thus, while the 

vast majority of clients in both groups perceived their FDA cir officer as a helper 

or friend by. the end of the project, FDA's appear to have been much more aware 

of their. clients' basic perception of them. 
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Twenty-fo~r percent of the exper1mentals indicated their perception of 

their POA improved (that is, from snooper~. b~:(body or law enforcer to helper 

or "'friend) from beglnning to end of project. This compares with only 12 per-

cent of the controls who described such a shift over time. Apparently, FOA's, 

in their enthsiasm and with newly acquired official authority, were more likely 

to come on strong during initial contacts with clients. As they worked with 

their. clients over time, their helping function was more readily perceived. 

POA's and officers were asked to describe the clients' mode of relating 

to them, both initially and at the end of the project. Forty-three percent of 

the controls were described as "cautious and factual" in their encounterJ; with 

officers. This group declined in size to 30 percent by termination. Initially, 

onJy 35 percent of the experimentals were placed in this categor!y, and a decline 

to 7 percent was reported by termination. Officers found 22 percent of the con-

troIs "open and direct" initially, and reported an increase. to 47 percent by the 

end. POA' s classified 31 percen.t as "open and direc ttl ~d.th a ~ tartling increase 

to 71 percent at the conclusion of supe1vision. Both officers and FOA's found a 

few clients "dependent and over-conforming'~ both at beginning and end. 

Fifteen percent of the controls were said to be "resistive and evasIve" at. 

the beginning and 13 percent at the end. Initially, 21 perc.ent of thee~eri-

mentals were placed. i"ri this group, but the figure declined to ,11>percent bv =~ ............ -
"-/:_O--'"~~ ..... _.. .'" ',-", - ..... , .. --., ..... ~~ ... '-- -- ._- .. ,:"'----

term1.nationo'l1i.e experimental clients-hire-may have been displayj.ns·~sQine ini-
/' ~Pc~ 

tial. tesentment over not having been assigned a-1'r~lprobation officer • 

. .Both POA's and officers found a few ~ti~nt~~;;engilig and manipulative" 
v / ./~ _________ -- , 

initially, with only a slight declitre for each group at the end. 

Thus, considerabl.eshifting in the manner in which c.lients related to their 

FOA's or offic~rs'was reporJ:ed between the beginning ~nd end. In general, both 
, / 

e:KperiDle..ntals and controls became far less caut~9J~ and resistive, and much. more 
/ // 

9pen and direct as time passed. 
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experiment:als. (compared with less than. one-half of the controls) were judged 

as having; an open and di'rect 'relationship with their POA. Presumably the greater 

proximity (both geographic~lyandsocio-culturally) and the far more numerous 

client contacts enjoy¢"the POA's contributed to this outcome. 
,/f 

The most (9)lliIl9n form of help given to clients in botl1 groups by POA's and 

officers~$advicE?, especially about employment.. A\lparently, this wa~. well re-

ceive,d: In .each group, the vast majority of clients. (approximat~..1'1··'90 percent) 
I~-;: /~' 

feported 'that~ their POA~s~or officers had been at least sgDf~~h~:lt-lidp1U1. Again, 

it was in the area of job counseling and referral ,that most help was given. 

Only. 2 percent of the clients in each grou~rtlted their POA 0" officer as clearly 
/ 

unhelpful ~ All clients expressed a surprising degree of confidence in POAor 

officers' ability to understan.d ina help theme with their problems. Initially, 

73 percent of the expeJ'i1nentals and 90 percent' of' the controls said:~tbJ~~ believed 

that t:heir POA o~ officer understood their problems. 'By t~rmination, 90 pe1"c~nt 

of both gi'oups shared this belief ~~d to., a large-measure they put it into prac-

. tice. Just under one-half of experimentals and controls reported that at Bome 

time during their period of supervision they received POA or officer hel:p with 

a personal problem. 

Overall Social Adjustment: POA's, officers, project supervisors, and re-
-~ -" 

=~~ sea.rch-judges were asked to make an assessment of each client's overall social .. 

adjustment at termination. The experimentalsreceived somewhat better ratings. 

Sixty percent had made an adequate social adjustment compared with 50 percent of 

the controls. Experi1i1entals with a clearly inadequate social adjustment were 

slightly more numerous than controls. The larg~st difference between the two 

research groups was fO.r clients who had made neither a clearly adequate nor 

inadequate social adjustment. Neat'ly one-third of the controls were found to 

be operating on a marginal basis, compared with less than one-~:f(th of the 

experimentals. 
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Conclusion: Examination of recidivism measures and social adjustment 

ratings reveal almost identical outcome patterns for each research group cen-

tered around the nature of the interaction whiCh occurred betWeen client and 

POA or officers. 'lile far greater frequency and regularity of contact between 

client and POA appears to have paid off in hel~tng relationships characterized 

. by openness and directness. It appears from the study that' the employment of 

indigenous paraprofessionals ~.4 federal probation is operationa:i'ty'-'-'''ff!a~~~ti,.:;" 

rep't'esertts a' promiscing'adjuncf to profe.ss:io~l correctional supervision. 

During Phase II of POCA, sixteen POA I S were employed, twe.l ve of whom were 

part-t~and four "lere full-time. Only eight part-time POA's were em'P~¥~d 

at aJ:)..y' on~ time. Phas~, II was not eva1uat~d in the same manD,.er as Phase 1, 

but ~a,cher new areas of effectivenes!} were discussed. These includedz 

(1) 

r:'--·· ... 
~-;-<i:..: 

The use of J?OA~,~·T~ndomly assigned to probation officers. 
"- .. -:-..;."; 

(2) Thenatur~,:c;f supervisory/investigative tasks which could 
-,,-:-',-:'" 

,,~:.,: 

De iiliifu~~edhy POA ~s,. 
, > .. -~/. . '-j~~ 

(3) ~ effectively officers and POA's operate as a service 

'delivery team. 

(4) How officers respond to the Use of POA's. 

(5) The relative advan'tages and disadvantages of using 

i ' various types of 7POAt s, e.g., full-time versus.,part-time. 
t· ... 

(6) How clients respllmd to the use of POA's",';','::;' 

(1) Use Q£ the POA's 

I t is evident from the dlata that POlt"t ~f both full- and part-time, we1=e . ,,- ... ' 

uae-d eJttensively. The nuui1l~s of reco!'ded~contacts' were essentially the same 

for the fol.,\I' full-1::illl.e~n land the efght part-dme tnen. However, in terms of 
,;;;

~ 

man-hours per ~~k, the, ~6 groups were dissimilar (160 man ho,:,rs per wee,k for 
''-'':'';;;',;~i =.::- -

~- c. the fu.a.~':"tiIqe men ilh4 11~: fGr the/part-.time men.) . T~sassigned..,tg;l'OA~'-"c"--:,,::"._ 

I 

j 



I~ 
I 

;~ 
/ 

d. " 
,::,';:i:-.' -'--"- -':;:::.:- o~ : 

/' r ___ ~ 

for part-tim~ POA' s were inves tiga ti ve; /rlr:twaU.Y none ww.....e£pr the purpose of 
,?'~ I 

/'~. 9'-/~ , 

developing resQ,urces in the commu~ll;ty. o· Eveh the t~sks indicat~e,d as uinves:ti-

gative, If are questionable" since theey il1volved securing routine°l.nfor-mation. 
J' __ , ___ 

to part-time POA's ~6:-.-5 per~e~t; :of ,the time. 
-:::-"-' 

l (2) . Performance Evaluation .,;:;;: 

."., . Given the tasks assigned, FOA' s, as rated by the probation officers, ,t{unc-

~;f ~"1:1oniiir~-=rf~cHve:ly;' ·W-j;th-~·r~sg*.~.".pa!:£,.,~!me:r~}t:o::r,··fbr example'j om~f.:~s 
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rated the results of 85 percent of the contacts, andPOA's performance in 92 

. percent of the contacts as very satisfactory trr satisfactory. 

Satisfaction with POA's performance was indic~d in several questions on 

the officers' intervj~w~ as well as the client interview. Gfiven the satisfac-

tory performance and an indication by the majority of off1cers that POA's contri

buted to the office, the question must' be asked . as· to 'Why POA's were not given 

a wider range of tasks. One possible explanation is that with each new task, 

additional detnands are made on the officer in te.nns of training and supervision. 

The time required to supervise thePOA was a constant complaint by officers. 

(3) Effectiveness of Teams 

The teams varied considerably in the types of assignment§' received and the 
u 

number completed. A preliminary attempt to evaluate the reasons for this dif

ference. sug(gested that a significant va;r'lahle wastne cla:rityof the officer's 

training of; thePOA. 
~/ . 

This variabi-e shoUld.l'robably be investigated in further 
,:;:~; . . 

d 7 ~ 

future research. Means wk,ich foster the development of explicittrain:£,ng pro-. do'· -. (:\ . . 

~dures, including the <;If:iteria for evaluation of tasks j shoUld be enc.ouraged 

in future projf~ts. 

(4 >./ Response of Off;tcers to paA' s "~~~ 
/~. .." • _~"._. ___ -~"_-'O--

~ c1fu:h,~~ge;~~'Wec-rUfie1!):'w:rnftC;f'POA 's, probation officers, 
-::::='-~ .--,-' .. -~;-'--"--'- , ... d:'·:~"'- ", 

iI1general, 

gave tb_~Jrf'asatisfact()r1 rating. 

¢.;<'~;;,.c.ers about the use of POA' s; .. require further eJl;ploration. 
,/7 ' 

.:;:7' -
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bn1yone of the cff:1eets inte~iewed stated that he considered the POA's 

to~e a threat to his pO~lition. In cont7:ast, of' the poA~s interviewed, seveit~;,~ -,,,~ 
, .,:/ 

.-;1""' 

-reported sensing some- reselitment among professional staff menibers. However, 
~ . ~. 

£0\11': reported a change in a positive dire!ltio~. Interestingly, when officers 
y 

'{!lete asked about the opi:nions of otheX' officers 'and staff" they attributed 

" 
considerably JlU?:r~ negativism to other staff than they admitted having them-

'::G.;~· 

selves" lIowever, they futher sugg~st~d that a change :!.napositive dirf!Ction 
.-; .... 

was noted as officers waI'ked ~j:th POA's. 

(5) Full-ti~_,_",,"< "cC'= 

Versus Flart-time ,c/ ,0" 

..---:'/ ~;;..-;-~_/ 

. As has.been inldicated abovt1;: the two groups"g~PGAl's"'ao'=;;~~ dif{er,~j.¥'''' '" , 
--.~.-

nificantly i!1tMr fiun;b~rc-fc~nt~cts:"'nor apparelttlrin the ~6f;-';~tltE.\cts, 
f ;.1:-::' '. :J: ~~, , .,~~ 

,-ltithough full-time E'OAts were assigned slightly mor~<inVestigative,tasks • 
.• -; ,.:,..0' .,,," 

.~.~ ";.~-

ConsequentlYf:= what mU$tbe ascertai~d'ik the function most appropriately 

~?th full-time and part-time people 

were extremely < useful t but each as a group was somewhat different. Full-time 

POA's appeared to be i@ntifying much 1'IlOre with office and Qfficers. Given the 
... ::.:/ 

.f.""":': •• -:r.:: ... ::.;...."'. 

closeness wi\th the office, they were easier to supervise. In co.~t,~~,t:f;pirt: 

tiw~ POA's rai~ed fewer status problems. 'l'hey.'N'~1ae-d~"'~;:~;~~ervice in 
. _._, __ ~:_._.:{.):.-:!.::::'f.:~.-:; ... -, ... --~ _. 

that they were a readily ~CJ!~,a~j;"ii-l~'7extension of the officer in the commu~:i.ty .. 
...... -:e...:i-}-:.:.. £,~:.::::.;:,!=::;..:...: .. -"', . ::~ I ,;: ~ 

lJ~~y~,;~<,,i-t~s"':more difficult to supe,nise them; even assign~.J.lt.:::.of~~sks was 
.~~ ~;" -.. -./ ~::: 

It must be addit!d ~at the majeority of the off~ers favored 
,~~ ---;. 

r--'~"""-

the ~Iiring of fu11":~- rather th~m part't'.time~iiOA' s. 

, ~lith r::egard t\')· other characteristics, .. the majority of officertf'did not 
./ . ' ~, -

Also, when 'asked if the background ' 

o.fPOA,'s attd clients should be ~imi.1ar, only a small number of officer$' favt')red 

--~~-
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5 (6) Client's Response 

The, xesponse of clients to POA's was somewhat d1.fficult to gauge. Clients 

who worked with both officers and POA's were not~ab1e to specify distinct dif-

fet;efiCes beol1een them; e_xc~pt that the FOA's are "easier -~ talk to." However, /-

f"e," :~;~~~:;;::::h:~ldo:r::9:: ::k ;;:::~:i:d~:~;~~:~:::_;s~OA 
I 4~~.it POA's are more easily m~nip'Ulatedti ,Th:',s assumption'1:s' questionable. The r/ reason fot: this preferonce may be the close personal contact and the relatio:~.:~~~;.;,.,: .. > 

I betwee'll client and POA. Clients suggested that POA's were more pers,9P~$clf;::g~-

I[ cerned an~invo1ved. However, many c~ients stated there wE(.a'rirt~~~:~{~rity be-
, :; . 

t",,;e;~ POA' s and themselves, clespi te their preference ~c(l'POA' s in many areas of 

19 functioning. .5 

l In genera1 j this effort t() _,t):!;,~p~~~;:~;-~:siona1s 
I F~ 

in a correctional setting 
c., ... ,.[::_,.,-' 

L proved to be quite guccessful~ from the 'viewpoint of various individuals. l .. ~, .,~" "t1ti~"~::ject was to serve primarily as a pilot study to test, in an 

'aow-

applied 

[' mallrter, the way POA's would be used when more or less randomly assigned to vari-

ous officers. Since'the inception of Phase I, the POA has become a regular 

staff position and wasirttroduced .in various district offices. 
, - , 

The Minority Prdbation Aides project in Yolo County, California, involved 

duly two Mexican-Ame~ican aides, each indigenous to the locale. Sincethaf~ 

were only two aides it is very gj.ffic-ult'- EO cofupare ,groups, h0l.ol~v.er the pr9ject 
-;'-;;:~~ -0- -

.,. ." :' .. ~.' ~:;;'{r -> ~ 

" hade th!'ge g~ls~eatS;blished and an attempt ll1aS made t:o dete,m!ne the sllccess in 
:.~."_::.c.-'::fC;::-·-"-'::---- .". 

l 
[ 

meeting these goals. The first project goal W'as the :1mprovement of probation 

services to the ~e~iaan-Amer1can community.' 

Each aide was given: a jUV'~nUe group and an adult group. In treatlllent of 
, ' 

i:' ~:: . - - ,: 

jlLlVenUe offenders, the aid~ were at Ip.ast as successf\u1 as regular probation 

officers. The adult group did significantly" better, how'ever, because of the' , ",,>'" 
.. ~! 

small number of adults in the experimental group (f1:fteerl\) it is dif£:ieult to 
Ii 
'I , 

(!attribute the sur.cesElful results to the P1t'ojectec 

u '2,23 
(I 

I' ./ 
'.'.; 

/~j.~';?--
~' 
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Contact bet,.,een case aides and clients was reported to be high, with most 

services to probation officers falling into the consultation and interpreter 

categories. A clear majority (89 percent) of the officers polled st'ned they 

felt the case aides generally had been very effective. Just over one-half 

(57 percent) of the public agency personnel opinions were that the fu.nctioning 

of the case aides had helped them to understand better the problems of Mexican

Americans with whom they come in contact. 

The second goal was to increase the probation staff's awareness of the 

needs of the Mexican-American connnunity. Responses from probation officers in

dicated contact between officers and case aides was high. This would be con~ 

ducive to informal transmission of Mexican-American community needs. Fifty

eight percent (nineteen) of the officers stated that the functioning of the 

case aides within the department helped them to understand better the problems 

of Mexican-American probationers whom they were supervising. It appears, then 

that the second goal has been met. 

The third goal was to accomplish a vocational upgrading of case aides to 

full deputy probation officers within the three year period of project opera

tion. The project was funded from January, 1971, through December, 1973. On 

July 1, 1973, the two case aides became full deputy probation officers. It 

appears that all three of the project goals were met, however the size and 
20 

scope of the project made it very difficult to generalize to other situations. 

The Probation Aide Program in Nassau County, New York, was' implemented in 

October 1970 to increase the amount of services available to the 0ffender popu

lation and to make the services to probationers more effective through inter

action between aides and probationers. 

Aides were indigenous to the locale with, a selected number currently on 

probation. The aides were given six weeks of training and assigned one of the 

following tasks: 
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1. Assist a probation officer and participate in a range of tasks. 

2. Assist with reception and other routine duties at intake. 

3. Assist the probation officer during the investigatory procedure. 

4. Assist with tutoring on a one-to-one basis. 

5. Act as a big brother or big sister in a cultural enrichment 

program. 

6.' Assist in group activities led by the probation officer. 

7. Assist in other appropriate a.reas. 

8. Assist in determining the whereabouts of missing offenders. 

9. At the request of a probation officer, an aide will participate 

in group sessions. 

10. Several senior aides will be assigned to various community agen-

cies to provide effective coordination of services. 

The findings of thp; study included: 

1. From a statistical standpoint, the levels of success (recidivism, 
number of probation contacts, and successful treatment plans) 
were to be most successful in th~ Family Division and least suc
cessful in the Narcotics Division. 

2. From a cost standpoint, they found the aide program to be more 
expensive than the traditional probat:ion approach without aides. 

3. The administration of the program appeared to be generally excel
lent and with few exceptions met the grant requirements. 

4. While the assignment of aides to a number of agency units and 
community facilities permitted broader assessment of their effec
tiveness, it also spread them too thin fOr the development of a 
supportive, cohesive peer group of aides. 

5. The absence of a full-time entry level aide position discouraged 
many qualified applicants and contributed significantly to the 
project's high turnover rate. 

6. It also appears that the objectives were already stated and· com
municated and that the aides were performing the required duties 
as stated in the prGject proposal. 

In-all there were fifteen recommendations made by the evaluation. 'These 

recommendations point out some of theflaws-i!1 f:lle){~ct..QalJ I'roject that can be 

avoided. Briefly, they are as follows: 
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1. The probation aide project should be continued by the Nassau County 
Probation Department. 

2. Selaction of aides should be geared toward. recruiting more "high 
riski1 prospecti;; from the. conununity. 

3. The creation of a trainee role for college,students should be con
sidered. 

4. The training program should ba modified to meet the needs of the 
ai.des. 

5. Research and evaluation should be established as an on-going respon
sibility of project administration. 

6. A project planning committee should be organized. 

7. All new aides and officers assigned aides for the first time should 
receive basic training for their new roles and ~esponsibilities. 

8. Consideration should be given to locating the Probation Aide Project 
organizationally in one of the agency's line operations rather than 
the Staff Development and Research Unit. 

9. Groups or teams ~f aides working under the supervision of one or 
two officers should be tried-as a service-expanding, cost-saving 
alternative to the one-aide, one-officer model. 

10. Officers who are assigned as aide supervisors should receive train
ing in supervision and management. 

11. The ten-month disCharge criteria used in selecting former proba
tioners as aides should be discarded. 

12. Every possible effort should be made to avoid situations in which 
the confidentiality of records or the trust of the agency is vio
lated. 

13. Positions for both fu1l- and part-time aides should be available 
at the level of entry. 

14. The senior aide position should be maintained as a means of confer
ring reward for effective performance. 

15. Disagreements over issues should be purposefully and widely aired 
among agency personnel.2l 

While not directly involving probation we feel it would be beneficial to 

mention the results of the Parole Officer Aide Program tin Ohio, an Exemplary 

Project. The Adult Parole Authority of the Ohio Department of Rehabilitation 

and Correction, in September of 1972, impl~1ented a program designated as the 

Parole Officer Aide Program, using ex-offenders as quasi-parole officers. The 
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goals of the POA p~oject were to bridge the gap between the APA and parolees; 

to facilitate cOll1l1lunication between co;rrections, the community, and the state; 

.to engender trust and confidence in the correctional system; to decrease reci-

divism; and to reduce. parole violations. 

The use of ex-offenders to aid and assist with probationers or parolees 

is not unique to Ohio~ however UNO things were relatively novel. First, the 

authority, power, and trust given ex-offenders hired as aides were unique. 

Although the aides did not have the total autonomy of parole officers, they 

did have their own case10ads for which they were primarily responsible. Second, 

the desire and commitment of the Ohi.o Adult Parole Authority to objectively 

evaluate the effectiveness of the program was exceptional. In these and other 

respects, the Ohio Adult Parole Authority is capitalizing on the resources of 

ex-offenders and evaluating their effectiveness more extensively than have 

other states to date. 

In evaluating the twenty-three parole officer aides employed by the. State 

of Ohio during the first two years of the project, their performance in com-

parison to a control group of parole officers has been deemed equally effective. 

As a result, the Ohio Adult Perole Authority hired additional aides and broadened 

their responsibilities. The third year evaluation found vet:y similar benefits. 

The research technique employed in evaluating the effectiveness of the 

parole officer aides included a variety of approaches. The first technique 

utilized was the measurement of aides' and parole officers'attitudes on several 

dimensions as being associated with successful social service-type. workers. 

The results of this measurement indicated that aides have the qualities, 

attitudes, and orientations generally associated with. successful social service 

workers. MOre similarities than differences were found between aides and parole 

officers on these various attitudinal indicators, as well as in their attitudes 
("" 

toward law and order. 
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The third approach followed in evaluating the program was the use of stu-

dents as field observers. The students reported no difference in the ntDRber of 

parolees seen on the average by the various parole officers and parole officer 

aides. Similarly, no differences were observed in the percentage of time spent 

with parolees. Also, parole officers' and parole officer aides' relationships 

with fellow workers were rated equal, but aides were evaluated as having some-

what better relations with their parolees than 'did parole officers. 

Unit supervisors rated parole officers and aides on several dimensions as 

a fourth technique in evaluating the program. Their ratings indicated that in 

most respects parole officers were much superior to aides. Supervisors in 

1973 rated parole officer aides better in getting parolees jobs and 'i'putting 

themselves out." Howev'er, in 1974, supervi$ors rated parole officers superior 

on every indicator. This is apparently a reflection of the type of aides 

hired during the second year of the program. 

In 1975, aides were rated superior on about half the dimensions. In com-

paring supervisors' ratings of aides according to length of emplc.yment, those 

hired during the first year in comparison to the second year of the program 

were rated higher on every dimension. In fact, if supervisors' ratings for 

parole officer aides hired during the 1972-19'73 prog'ram year were compared to 

parole officers, there '{vas very little diffet:ence between the two g~oups. Aides 

were rated somewhat better in relating, helping, and getting parolees jobs in 

1974, while parole officers are rated higher :Ln motivating parolees and con-

siderably better at report-writing. Overall, however, supervisors in whose 

units aides worked were very ~nthusiastic abf.)ut the Parole Officer Aide Program. 

" Several supervisors indicated they had graVf! doubts about the pro,gram at its 

inceptio"'i but they now felt it was the beS,l:: n,faw program to have ever come out 

of the Adult Parole A11thority and that it should certainly be expanded. 

The fifth indicator in assess:tng the des,irability of the ex-offender pro-
i 

gram was to ascertain inmates' attitudes toward such an innovation. Inmates 
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surveyed at Ohio's penal institutions were very much in favor of the Parole Offi

cer Aide Program. The majorit,y.o£ inmates felt parolees supervised by an aide 

would be more likely to succeed on parole" An overwhelming majority of inmates 

indicated they would prefer being supervised by an aide ~ather than a parole 

officer. Surprisingly; although the program had been in effect for two years. in 

1974, fewer than 50 percent of the inmates were aware of the program. 

A sixth approach used in the evaluation was to contact the parolees super

vised by parole officers and parole officer aides to determine their opinion of 

the'help and support they were receiving. The parolees surveyed, who were under 

the supervision of either an aide or a parole officer, ratea parole officer aides 

superior on every indicator in 1971, and rated parole officers somewhat better 

than parole officer aides in 1974. Parole officer aides in 1973 were rated 

more trustworthy,more concerned, more helpful in finding jobs, more under

standing, easier to talk with, and easier to find when needed by p?,rolees than 

were parole officers. Such was not the case in 1974, when all parole officer 

aides were simply compared to the control group of parole officers. 

The reason for such differing results seemed to rest with the type of 

parole officer aide chosen. The 1973 program pvaluation mentio~ed that the 

aides' smaller caseload might be-responsible for the more positive ratings 

parole officer aides received from parolees. This explanation now seems 

somewhat less than accurate. A more rational explanation might simply be that 

aides, carefully chosen, can be a real asset to the Adult Parole Authority's 

service. However, being an ex-offender is no guarantee that an individual 

will make a good parole officer or aide. Consequently, careful screening of 

applicants should be used in the future in order to assure the program~s 

success. 

A seventh approach in.assessing the ex-offender program was a national 

survey of State Directors of Co~rections. This survey documented the growing 

trend of utilizing ex-offenders in corrections as support per-sormel. Themajority 
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of directors favored using ex-offenders as parole officers or aides. but only 

Ohio and Pennsylvania have actually implemented programs where a sizeable n~ 

ber of such ex-offenders were employed. 

The recidivism (failure) rates for aides' and parole officers' caseloads, 

measured in 1974, indicated that thofJe clients supervised by aides had signiii-

cantly few.~r failures in every category than did clients of parole officers. 

The aides' failure rate was 6.32 percent, while the parole officers' was 10.27 

percent. 22 The difference was found to be statistically significant at the 
-', 

; 

.01 level. 

Overall, Ohio's Parole Officer Aide Program has been given positive, often 

superlative, ratings from almost everyone associated with it, including the Law 

Enforcement Assistance Administration. The aides have performed well in their 

employment and have received outstanding praise and acknowledgement for their 

contribution to the field of corrections. The evaluators strongly recommended 

that the program be continued and adopted in other states. 

This section serves not only as a review of the literature, but also as 

a helping tool for those wishing to implement a paraprofessional program. We 

have attempted to address the underlying issues of the use of paraprofessionals 

in probation with special emphasis on organization. It is ap~arent from the 

research that has been done so far that many unforseen problems arise when im- . 

plementing a paraprofessional program. We have attempted to cite some of the 

more common problems and some possible solutions. 

While we have attempted to answer some of the questions, many still re-

main unanswered. For example, when does a paraprofessional lose those qual i-

ties that make him special, and when, and under what conditions should he 

enter the promotional track? We have had some difficulty in determining the 

best model for utilizing the paraprofessional: should they be employed in 

teams, as indiViduals, or perhaps a combination of some sort? While evidence 
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exists that the paraprofessional can be utilized and inco:rporated into a proba

tion department we still have no true cost-benefit, cost-e:ffectiveness evalua

tions. This should be a high priority goal, since. all ne1cessary efforts should be 

made to sl1bstant1ate. the .dollu cost met ~fe.ettveneBs of these programs. 

Lastly, we have not proven conclusively that paraprofessionals are more 

successful, however, research appears to point out the fact that many times t~ey 

are as successful as probation officers, perhaps even more so with high risk pro

bationers. 

In the beginning of the section we cited some common rationales for the use 

of paraprofessionals. They are as follows: (1) ther.e is a 1«4ge pool of untrained 

unemployed nonprofessionals from which to recruit, (2) it is possible to 

train nonprofessionals to perform significant reform roles, and (3) it would 

oe economically efficient to use paraprofessionals in the ~eformation process. 

It appears that there is still a large pool of ~ntrained, unemployed non-profes

sionals from which to recruit, however, the limited use of paraprofessionals has 

not had an appreciable effect upon providing needed manpower to probation. 

While it appears that it is possible to train nonprofessionals, there is s,till 

the que~~~on of what roles they should play and ~ow effective they truly are. 

Finally, it has not been proven that it is economically efficient to use para

professionals and until it is,this rationale is simply speculation. 
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CHAPTER VI 

THE USE OF VOLUNrEERS IN PROBATION 

Intro>ducton 

Probation in the United States began with volunteers. Now, after 

many years of avoidance, our system seems to have embraced them once 

again. From the early 1900's until 1960 one would have been hard pressed 

to find a volunteer-in-probation type program operating anywhere in the 

United States. In 1960, Judge Keith Leenhouts of the Royal Oak, Mich-

igan Municipal Court resurrected the concept, and the idea has gro\~ 

rapidly since. Recent estimatf!S report that some 300,000 volunteers now 

serve 2,000 jurisdictions ';wnile contributing over 20,000.,000 hours of 

.' 1 
servi~e per year. Others pJ.ace the figure at 500,000 vollmteers serving 

j,OOo jurisdictions.
2 

The evidence does indicate that the past fifteen 

or more years have seen a marked revitalization of the volunteer concept • 
.. 

What can the community expect to derive from a volunteer-in-probation 

type project? Its proponents consider it to be one 'ef the more promising 

innovations in the field, cl~tming that it can help alleviate the problem 

of excessive caseloads and contribute to rehabiltation and reintegration 

goaLs for the probationer. Volunteers' activities have been broken down 
,:,. -

into three areas ,of structural impacts: (1) Volunteer projects offer 

an amplificatior! of probation services, (2) Volunteer projects offer a 

divei"sificatiol1 of probation services, and (3) Volunteer projects offer 

additional support servicelil.3 

At the outset it should be noted that volunteer projects in total 

impact seem to present an. amalgamation of advantage and disadvantage to 

the commU1.1.ity as will bedis..cussed in this section" Professional project 
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DlaIW,gementmust be achieVed tci! maxintJ.ze advantages so t1}at the .dis

advantages do no·t drive thl~ PrQject out of existence. 

Scope .gf. Services 

Volunteer projects operate on the premise that certain types of 

probationers can be helped effective;ly>by the services a volunteer can 

offer; and that such services can be provided at a minimal di-rec.t tax 

dollar cost. In general, the principle function o{ the volunteel:' is t()

supplement, not replace, probation officer efforts b,~. providing individual 
'\.'. 

4 specialized services to probationers. 

Amplification of Services 

Scheier has suggested that one consider the probation officer who 

has one hour per month to spend wj:!th each client. He can either spend it 

directly with the probationer, where one trour of input leads to one hour 

of output, or supervise a volunteer who will spend ten to fifteen hours 

with the probationer, where one hour of input leads to ten to fifteen 

hours of output. A combinati.on of the two systems seems to be the most 

logical, where the probation officer spends part of the time supervising 

the volunteer and part of his time in direct contact with the probationers. 

But these calculations do ind~cate an amplification factor, where for each 

hour of probation ti.me invested:. ten to fifte~n hours of-volunteer services 

are clOtitribut~d to the probation system. 5 

Diversifica~ion of, Services 

By dfawing upon the time, talents, and abilities of !!volunteers to 

~ssist in probation services, the probation officer can serve to broad~n 

the nature 6f the services offex,ed. Scheier, Director of tIle- National' 
'\ 

Center of V~.lunteerl:J in Coutts, bas reported that some 155 volunteer roles 

have actually been fil1~d by volunteers in one court or another .. 
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The communitytneacontains a di~.rersesupp'Iy.~;:Qt~~kil;L..s and can .. serve as 
"'~""';'<--::;:":~';:-'---:--. .. :. 

a manpower resource. (See Appendix.6A) 

A.daitiunal Support Serv~~ 

In addition to the direct ,probation services offered, volunteers 

often assist the volunteer project inan.a_dministrative capacity ~ For 

example,/the well-known Royal Oak, Michigan program r-~.s fJeen suP'ervlse<l'-" 

(:
. 6 

by a full~ t:i~ volunteer for quite some time. The Vl;STO program in Los 
\ 

Angeles ~,?unty, (California) utilized volunteers to fU~'---i5Ume of its 
',. 

clerical needs, such as handling supplies, Xeroxing~ answering recruitment 

conespondence, and routine offi.ce contacts, as well as participating in . 
.. 

- . 7 program resear~h projects. There can be little doubt that volunteers 

in a probation framework can serve as a means of amplifying time, atten-

tion. and type of services givan to the probationer by the system~ 

Project Roles 

The role of the chief admini$t:rator, who is often a volunteer is 

relatively constant from program to program. He is responsible for imple-

menting policy, fiscal management, coordination of volunteer program 

activities with the court and the probation department, and generally 

overseeing the daily administration of the program. In s.ome programs how

ever, the chief administrator answers the role of fund raiser or program 

liaison and public relations director an,d delegates his authority to his 

administrative assistants. 

The role of the administrativ~ assistant differs widely from program 

to program. He may functioxi" as the de facto chief administrator, or may 

serve merely as a coordinator of operations or as an information dispenser. 

The second role may be more prevalent because administrative assistants 

are often vo~unteers with special administrative or public relations skills • 
.... -:::.:::... ;' 
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Relationshi~~odels 

ThevoImtteers t relationship "t'oles wi"th the p!t"obationer can be class-

r~':.::,,,~~;,~'.-,,,,>, ified into four categories: 

'-<:',-, {I), __ .?he hi Model, where~h,~"o-lunteer, on a one-to-oJle basis 
"$'eeks to ,!ll?tainthe trust and confid~~€b:£lf tr.a -p-rcDq.tioner 
and hE.!lp sc" him tg maintaiIll h;i~.,exi~fen:le" clarify his role 

," in ti/ocietyl' and P~~:nfo:etfua future .. 
,. F.··· -, ... -

(2) The Supervision Model, where the volunteer who works as a case 
'aid to a probation office:r, prQvides servict~s to a number 
of pl"obationers. 

(3) The Professional Model, wtlere t,ff€"Voluntleer, who is a 
professional or semi-professional in his field, provides/ 
special service,s to a number of probationers. ---

=-.' .-
.?-_.-" 

{4} ---The'Administrative Model~ .1llhere 'the voluIllteer assists with 
the project administra.tive functions and interacts only 
indirectly with the probad.oners. 

While the very title "volunteer project" rna)f imply that few cos ts are 

involved, this not the case. Although thevolunteel~s themselv'es receive 

little or no remuneration for their ef:forts, nevertheless, recruiting, 

screening, traini.ng, matching, and sup,ervising all involve a cost. To 

raise necesary funds, volunteer projects utilize fOU1~ sources: (1) State 

government, (2) Ideal government, (3) federal grants, (4) pri~ate 

donations. Most projects seek funds fr(ll'\ single sourlces, however, the 

trend may be combinations of sources in .order to assul'e their continued 

existence. 

While twenty-one projects were reviewed in terms of fl,Ulding sourClas, 

we could not be sure that the documents examined revealed the entire 

source of income. TWelve were apparently funded by the federal government, 

two received local dollars, nine received state dollars and three o'btained 

private donations. Some 25 percent of the projects examined have sought 

financial support from combinations of sources, while 75 percent seem 

to look to one source for their sustenance. 
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A problem facing all projects is survival. When the grant expires or 

tht; private donations dry up, so does the project, unless the project 

administrators can obtain or renew financiLal support on the part of the 

government (be it federal, state, or local) and the private d~Drs. 

Organization 

Most, though not all, volunteer projects are administered either 

through the local court or the probation department, even though they may 

be administratively staffed entirely with volunteers. The important fact 

is, however, that ultimate control is usually maintained by either t~e 

local court or the probation department. One notable exception to this 

generality.is the State of Florida, where the volunteer project has been 

organized on a statewide, coordinated basis since 1968.8 Generally 

speaking, however s volunteer projects can be categorized into one of three 

basic formats. The three figures below graphically illustrate these 

organizational s~yles. The differences are not so much within the structure 

of the organization, but rather in who fills the positions within ,.,ile 

structure. 

Figure 1 illustrates projects which are administered and controlled 

by a government unit, while Figure 3 illustr,ates a project which has 

little or no immediate formal administrative ~ies to a government unit. 

Figure 2 represents a close relat'ive of the latter cases, with project 

positions being staffed by both volunteers and professionals, although 

the project itself has few formal.gQvernment ties. 
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FIGURE 6.2 
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FIGURE 6.3 
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The nineteen projects which could be categorized in terms of organ-

izational arrangement were distributed into the following classifications: 

TOTAL 

Figure 

1 

2 

3 

TABLE 6.1 

ORGANIZATIONAL ARRANGEMENTS 

# of Cases Observed 

14 

2 

3 
19-

Operations 

Relative Frequency 

73.7 % 

10.5 

15.8 
100.0% 

Lack of success in any given volunteer project seems to be a function 

of management operations rather than the volunteer concept. This obser-

vation surfaced again and again in the literature. For example, the 1975 

Southfield Michigan9 reported an abundance of potential volunteers and 

probationers, but the actual match rate was quite low due to operational 

inadequacies. 'The 1976 Indiana University study of fourteen volunteer 

projects in the State of Indiana concluded It the universal problem of 
. ,,10 

project revilewed was a lack of good basic des:lgn. The greatest problems 

being experienced were the lack of communication between probation 

officers and volunteers and subsequent coordination of efforts. The 

Summary of the Santa Barbara, California project reported a lack of 

communication between volunte~rs and probation officers and the lack of 

general managerial support as ~jor drawbacks to the project operations. ll 

These drawbacks were viewed in the context of operational probleml~ and 
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not as disparagement of the v~lunteet concept •. , The foliowin~ section 

wi.11 review the essential opf~rational components of an effective project. 

,Community SUppOl't 

To operate aa a viable eu,tity, a volunteer project must: obtain and 

maintain the support. of the public at large, the media, local -political 

officials, the local court, and the probation ~ep~rtment.12 Lack of 

support from anyone of these: components wHit jeopardize the existence 

of any volunteer project. Engaging in activities that serve to al1e-

viate friction and promote cooperation and understanding is essential to 

the establishment and continued well-being of a volunteer project. It 

is not the purpose of this section to delve into the political ramifi-

cations of developing and maintaining a volunteer ~roject in a community. 

Note however, that complex political realities do exist and must be 

dealt with in order to facilitate continued program stability. The 

activity is the very foundation of successful operations and continued 

project stability. 

Recruitment 

A successful volunteer program requires an adequate sU)f)ply of voltm,teer 

workers. In general, it -may be said that it is not difficult in most 

communities to attract a pool of qualified applications. Reports have 

generally shown today's volunteer to be successful, mature, and well 

educated .13 

The 1976 Lincoln, Nebraska project reported that the mean age of its 
14 

volunteers was 27 years, with 60 percent married and about 60 percent male. 

The average educational level was a little over fourteen years. Over 90 

percent of the volun~eers expressed a religious affiliation. The project 

also reported that they have!!$ed volunteers from all walks of life _~~_ ._" /::::"::;' ~2;:"~ 

socio-economic leve 1$ in the communi ty • '''':::;;-~~!~!:~ii:';k.:cj~q::·::'S:;·;-;,r;.,.~~~'?:;~'Z'-:'!::;;::"''=if 
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The 1974 Franklin CountY7 Ohio project15 reported volunteer ism to be 

generally a middJ.e-class phenomenon. The mean age of the volunteers was 

found to be almost thirty-two years, with al1most 70 percent of the vo1un-

teers being males and more than 65 percent :married. The average education 

rested in the HSome Collegelt category. Two-thirds of the volunteers had 

had no prior experience in the crimi~al justice system. 

The 1975 review of the Macomb County Michigan projectl6 reported 60 

percent of the volunteers were females, with the mean education level 

falling in the thirteen to fifteen years category and the mean age in the 

twentYl...six to twenty-eight years range .. 

The 1972 review of the Anchorage, Alaska project17 reported that 

55 percent of the volunteers were males, 62 percent of the volunteers 

were married, and the average age was thir~ years. The average education 

rested in the "Some Collegpl~ category. Sixty-four percent reported that 

they they had done volunteer work before. 

The 1976 Alameda County, California project 18 reported that 63 per-

cent of its volunteers were females, and 68 percent of the volunteers were 

non-white. More than 50 percent bad at least a ~-he1:or's degree. 

Churches and religious organizations are a prime source of volunteers, 

as are graduate and undergraduate students of a local university or college. 

Com~unity service groups and professional organizations representing 

occupations, such as teachers, accountants, businessmen, and social workers 

have often be\~n recruited. Many volunteers have been referred by program 
~"--
sta~and court and probation department personnel. In particular, judges 

have served as excellent recruiters. l9 The volunteers project in Eugene, 

Oregon has found that most persons will volunteer their services if they 

are personally asked the question: "Will you please give the Juvenile 

20 Department a hand with a delinquent boy or girl who needs a friend?'! 
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Another wid~ly-used aource o~ volunteers is volunteer bureaus, 

These bureaus act as clearinghouses to which interested persons can 

apply as volunteers by stating their interests and preferences for the 

type of program with which they would like to work. The volunteer pro

gram then approaches the bureau with its particular needs, and a volun

teer is matched with the program most suitable for him. 

As a supplement to each of these sources, individual word-of-mouth 

has been an indispensible means of recruiting. Comnmnication about 

a program among friends and acquaintances has and will continue to 

assure a solid source of volunteer applicants. 

Distribution of promotional materials by way af tl1e mail; the press, 

radio, and television are other means often undertak~n. While the above

descriped sources are recruiting techniques aimed at selected indiViduals, 

these latter methods are an attempt to inform a large, public audience of 

the program. Such mass approaches are then followed by more personal 

interviews for discussions of the program and more selective screening. 

Screening and Selection 

A key element in a successful volunteer project is the care the 

program takes in screening applicants, and tb,~i opportunity afforded the 

applicants to screen the project. There are basically six methods 

used in this two-way screening process: the application form, the 

personal interview, letters of reference~ police check~y self screening, 

and performance during training. 

The applic·ation form itself can provide a wide varid,}" of relevant 

information for administrative use. Nearly all volunteer programs 

personally interview potential volunteers. The interviews provide the 

applicant with'IIlOre information about the programt while allowing the 
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agency to determine if the applicant can work well in its particular pro

gram. Letters of reference provide an outsider's opinion of the appli

cant's ability to relate to aud assist others. 

Some projects require a pre-service training excerise for poten

tial volunteers. A volunteer's training exercise perfot~nce is often 

reviewed and compared to a minimum standard. Those who fall below the 

standard are often released. Self-screening, when the applicant himself 

examines the program and his own capabilities, resources, and motivation 

and decides whether to make the commitment to be a volunteer is a vital 

element in the screening process. Applicants must be given the oppor

tunity to screen a project also; then as Seiter points out, "he kl10WS 

more precisely into what he is entering. Highly desirable persons can 

became disenchanted with a program that is not quite what they thought it 

-wQqJ.dbe, and become ineffective volunteers."21 The screening and selec

tion process, Seiter points Otlt, then becomE"<; a two.;;way stree:t,as adm1n- ---

istrators seek information to ma~e judgments on the selection of volun-

teers and as volunteer§ seek information to make a judgment on whether 

to become a volunteer in this specific program. 

Some work has been done in an attempt to identify the most effective 

volunteer. A 1975 study conducted in Toronto, Canada by Pirs found 

housewives to be the most successful oc~upation category. Young volun

teers we're found to be just as successful as, older vollmteers. The 

study concluded that a W'ide variety of volunteers coul/d be used without 

lot.tering the success rate of the project. 22 

Training 

A significant aspect of any volunteer program is training. More th.a.n 

a desire to serve is needed to be effective in volunteer service. 
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A multitude of training techniques are utilized from project to 

project. Slide shows, mO'vies, large and small group discussions, role 

playing, one-to-one disc.uS'sions and lectures represent a few of th.e tech

niques. Training can be c()nv'eniently categorized in a time sequence, 

namely: 

1. training prior to' a case assignment 

2. training subsequel:lt to and concurrent with a case 
l:l.ssignment. 

The ~xtensiveness of the training differs from project to project. 

The Macomb County, Michigan project requires some twenty-four hours of 

pr.e-case assignment instruction. 23 The Partners project in Alaska offers 

training, but not all volunteers participate. 24 The Jackson, Indiana 

Circuit Court projects reportedly offers no training at all to its, 

volunteers. 25 Ninety percent of the studies reviewed offered at least 

some form of training to the volunteers. The remaining projects failed 

to discuss the training of. their volunteers and thus, we are given no 

indication whether this is due to a lack of training or just a failur.e to 

mention its existence. 

Volunteer program training sessions generally focus> upon more gen-

eral approaches in working with probationers rather than dealing with 

specific skill development. Emphasis is placed on what to expect from 

a relationship wi.th a probationer and on an examination of volunteer 

reactions to certain situations; In addition, some time is usually spent 

in orienting the recruit to the program's purposea and procedures. 

Matching 

The basic principle of sotmd matching is to identify the important 

needs of the probationer and then to make a match with the volunteer who 

is most likely to make a significant contribution to mee~ing the needs of 

the probationer. 
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Most p~ograms seem to have identified a set of matching criteria to 

effect this solid relationship. Elements generally considered are: sex, 

age, ethnic background, education, intelligence, occupation, community 

contacts, interests, socio-economic level, and counseling skills. As can 

be expected, the relative importance of each characteristic varies from 

project to project. The significance also varies within projects as 

different types of match relationships are sought. 

We should note that a relationship model (discussed above) must be 

chosen that will best fulfill the probationer's needs. Following the 

selection of a relationship model, a volunteer match is sought that will 

maximize the likelihood of a suclcessful relationship. One project claims 

a 75 percent successful match-relat;'i.,onship rate based on a subjective scale,26 

while others have low success rat~s and may be purposely not reported. 

Most projects have experienced difficulty in effecting good matches. 

It is rarely possible to achie::,e the "best" match for all pr<JJbationers. 

When it is not possible to identify the best nlatch, the deciSion must be 

made whether to delay assignment or assign the probat:ioner ,to the best 

available match. The ability of a project toO make effecti."e be~~t available 

matches is the cornerstone of successful operations and continued project 

stability, second only to the maintenance of solid community support. 

To facilitate solid "second best ll matches, projects sftek to maintain an 

adequate supply of volunteers with the skills necessary to meet the pro

bationers' needs. Selective recruitment of volullte,ers at the presentence 

investigation st2~ge and prompt reassignment of current volunteers to new 

cases can serve to increase the probabili.ty of effecting good matches. 

Other matching problems have also arisen. Some projects are 

assessed by the g'ross number of relationships which are achieved. The 

result is an emphasis on the quantity of match-making, With little emphasis 
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on the quality of the matchc5. Often the volunteer insists on being 

assigned to certain kinds of probationer, even though the matching rules 

indicate that the match would not be s,good relationship_ It appears 

that those projects which are short of volunteers will allow the match 

to take place, while those projects seeking to maintain high efficiencY 

ratings will not •. 

At any given time, a certain percentage of the volunteers and the 

probationers are unassigned or are awaiting reassignment. The 1974 New 

Hampshire project 27 reported that almost 40 percent of their volunteers 

remained unassigned due to a lack of good project management. The 1975 

Southfield Hichigan project reported having received more volunteer appli-
28 

cations than the staff could handle. When a person seeks to become involved 

in a volunteer project, his interest can generally be expected to be high. 

The passage of tifle seems only to dampen that original enthusiasm. Some 

projects report a recruit to match time lag of only thirty days,29 while 

others report as long as eleven month. 30 The 1975 Macomb County, Michigan 

Project3l even reported that some of their volunteers were never assigned 

a function at all. 

The 1975 Wilmington Delaware project32 reported that at times the 

delay was so extreme that the offender was already dismissed from pro-

bation before the volunteer was assigned to him. Needless to say~ most 

projects attempt to minimize this time lapse. 

gupervising t!18 Match 

Once a relationship model has been chosen and the match made~ the 

supervisio"Q ,?nase comes into prominence. The nature and degree of the 

supervision ~~ries from project to project. Volunteers. in most cases, 

are responsible either to the Court, the: probation department orta the 

volunteer program. In general, we can classify the broad nature of pro-
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ba.tion officer supervision of vollti)teers techniques into five categories 
) 

as follows: 

1. No supervision 

2. Written reports after contact with assigned client 

3. Verbal reports aft~.!r contact with assigned client. 

4. Periodic meeting of Volunteers Administrative 

Assistant and/or Probation Officer 

5. Feedback from, client is solicited by Administrative 

Assistant 

TIle degree or intensity of the individual supervision is a direct 

function of three variables: 

1. ?robationer attitudes and progress 

2. Volunteer attitude 

3. Probation Officer'" Volunteer Sup,~rvisor attitude 

A critical organizationctl issue concerning tl\le trade-off between volun-

teer discretion. and orgClLuizational control me,t'its some discussion at this 

point. A 1976 Georgia ntudy smmarized this iSt.~ue as follows: 

"How much procedure and control are necessary for effect
ive functiotllin~ without unduly sacr1f:lcing the advantages 
of flexibility? Flexibility is consider~d essential to 
accommodate the individual personalities of the volunteer 
and probationer. The point is to accomplish a goal, ra.ther 
than to prescribe how it will be acccr.>1plished. Some palt"am
eters should be set. but a broad philosophical framework 
can be suffici.ent"33 

Horejsi~ for example, describes a con~eptual base from which the volun-

teer can plan his own intet1.rention. Bis framework is called Motivation. 

Capacity. and Opportunity, or the M-C-O Approach. The K-C-O approach 

helps the volunteer to view the probationer 1 s problems within the context 

of three inter-related factors: motivation, capacity, opportunity. 

Notivation can be defined as what the probationer 'Wants and how much he 
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wants it. Capacity refers to various resources l skills, and abilities 

which a probationer possesses. Opportunity refers to opportunities in 

the probationer's social environment and those skills and services which 

the volunteer brings to the probationer's life situation. All three 

factors must coexist before change is possible. As the volunteer works 

with the probationer, he needs to keep all three factors in mind and 

alway$ relate them to that which the probationer defines as his prr.~l(em. 34 

On the other hand, adequate controls are necessary for organized functioning 

and,as protective measures. Working with probationers is a sensitive 

area" Therefore, controls on the use of discretion by the volunteer 

are necessary, just as there ar~ ~~~e controls on the use of discretion 

by officers. 

Summary Table 

The table below summarizes twenty-two project operations and organi-

zational constructions. Refer to the charts on pages 239-241 as the key to the 

organizational construction categories and to the table on page 237 as the key 

to the operation~l combination category. 

Projects 

Colorado 

Raya: Oak, Michigan 

New Ha.mpshire 

San Francisco 

Macomb County, Mi~hi8an 

Lansing J Michigan 

Nebraska 

Lincoln, Nebraska 

TABLE 6.2 

Operational 
Combinat:lons 

1 4 

134 

1 

1 2 3 

1 3 

1 

I 

1 3 4 
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Organization 
ConE!trucll2!t 

2 

3 

1. 

1 

1 

1 

1 

Unknown 
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---, -------------------------------------------------------~------------------

Proj,ects 

Indiana 

~mcomb County, Michigan 

Fairbanks and Anchorage 
Alaska 

Oklahoma City, Oklahoma 

Lancaster County, 
Pennsylvania 

Franklin County, Ohio 

Alameda County, 
California 

Philadelphia, Pennsylvania 

t-lilmington, Delaware 

Delaware County, 
Pennsylvania 

Toronto, Canada 

Denver County, Colorado 

Santa Barbara, 
California 

Cleveland, Ohio 

Operational 
Combinations 

3 

1 

1 2 4 

3 

1 

1 

1 2 3 

3 

1 4 

1 

1 

1 2 3 

1 2 3 

1 

4 

4 

~ations 

Organization 
Construction 
..-r--- • -

2 

1 

1 

1 

Unknown 

3 

1 

1 

3 

1 

Unknown 

1 

1 

1 

What can be said of the effectiveness of volunteer projects upon 

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

society, the probationer, the volunteer, and tlle criminal justice system? 

Much has been written in the past fifteen yeat's since Leenhouts resurrected 

the volunteer concept. Proponents of volunteer program;s tlave assumed that 

volunteer projects contribute to probationer reh,F:lbilitation at no greater 

risk to society than the traditional probat:1.,jn s~rstem, an assumption 

which can be tested by comparing recidivism ratesl and social attitude 

scores of probationers involved in volunte1~r projects with those of pro-
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bationers not involved in volunteer projects. Secondly, a comparison of 

probation of~icer caseloads before and after volunteer project operations can 

be undertaken to determine if volunteer projects can reduce caseloads. Thirdly, 

the premise that a volunteer project can provide services at a cost less than 

the trad"itional probation services can be examined by undertaking a costl 

benefit approach to the system. It should be noted that the evaluation section 

will review the use of volunteers as dependent upon, not as a replacement for, 

traditional probation services. These three measures (recidivism rates and 

social attitude scores, caseload sizes, and cost/benefit analyses) will be 

classified as the primary indicators of impact. 

A brief examination of the scope of the projects will be undertaken by 

reviewing a secondary indicator of impact - the number of volunteer hours 

contributed by a project. Collateral impact of the effect of volunteer projects 

upon probation offices and department operations will also be considered. 

Before proceeding farther, it should be noted that the maintenance of 

a solid rapport with the external environment is probably the primary goal 

of all volunteer project administrators. Some seek this rapport with local 

government leaders as the prime target, in order to obtain increased formal 

acceptance or adoption by the local court or probation department. Others 

are content to work with little thought of seeking formal government financial 

support~ but rather seek this relationship with ~elected members of the 

comm.un:l.ty at large, in order to increase project stability in terms of 

additional volunteers and donations from local business and industry. Of 

course, both types of projects must mainta:i.n favorable relations with the 

local judges andlor probatipn departments who permit t~". projects to continue. 

Primary ~~dicators of ~~pact 

It is in the interest of any volunteer project to maintain 10,,"; recidi

vism rates among. its participants. This will indicate to the court, the 
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probation department, the public, the media, and thus to the political 

powers, that the program has been successful, not only in promoting 

public safety, but in effecting a positive impact on the lives o:f the pro-

bationers. However~ it is of little help to learn simply that the recidi-

vism rate for volunteer probationers is, for example, fifteen percent. 

Such information is useful only when recidivism is clearly defined and when 

there is a relevant control group for comparison (such as computi~g the 

recidivism rate, measured in the same way over the same period of time for 

probationers eligible for volunteer project participation but having been 

supervised by a probation officer). 

We have experiem:.ed some fundamental methodological difficulties in 

synthesizing volunteer project evaluations. It seems that few projects 

collect and release information relevant to an effectiveness evaluation. 

Even those that do collect information use a wide disparity of collection 

and evaluation techniques. This fact should be kept in mind when comparing 

and contrasting individual project operational statistics and data that 

will be presented herein. 

Recidivism and Social Attitudes 

Recidivism and/or attitude tendencies were reported in forty-five 

studies reviewed. Caution should be used in any across-the-board compar-

ison of the figures because of the distinctive nature of each project's 

operation. the various data definitions and collection and analysis tech-

niques. Given these caveats, a brief review of each of the 45 projects 

is in order. Of the 45 studies reviewed, 29 were classified as non-exper-

imental, 7 as quasi-experimental and 9 as experimental. 

In 1975, the Macomb County court in Mount Clemens, Michigan under-
35 

took an experimental study of their volunteer probation aides project. 
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'1'\.(0 httndred .~robationera who qualified for participation in the project 

were randomly identified. One hundred were randomly assigned to the 

v()lunteer project and the remaining one hundred were assigned to the 

regular probation program. Recidivism figures (defined as reconviction) 

were compared between the two groups. Unfortunately, the report gives 

no indication of how the recidivism figures were computed. Nonetheless, 

the ~roject found the recidivism rates among project probationers to be 

6 percent, while the regular probationers recidivated at an 18 percent rate. 

In 1977, Lancaster County, Pennsylvania published an experimental 

stud.y of its volunteers project. A random sample of probationers and 

parolees with at least three months of probation or parole remaining was 

use.d to select probationers and parolees to be assigned to the volunteers 

project or to be assigned to regular probation. Recidivism figures were 

compared between probationers and parolees who were matched with the 

volunteers and those who were assigned regular probation. Redicivism was 

defined as re-arrest ~r probation/parolee violations detected during a ten 

month period. The study found recidivism rates among volunteer program 

participants to be 14.3 percent. Regular probationers recidivated at a 

25.9 percent. 36 

The 1976 non-experimental evaluation of volunteer projects in five 

district courts in CIJ10rado found the recidivism rate to be approximately 

15.7 percent. A total of eightY~·three adult probationers participated in 

the program from Jeml.lary through October 1976 in the five district courts 

examinad, but this evaluation considered only seventy cases. 37 

In 1916, Hume undertook a review of fourteen volunteer projects in 

the state ()£ "'ndi"ana. Twelve of the projects were evaluated by a non

experimerttal design and two were quasi-experimental evaluations. Two 

non-experimental and two quasi-experimental evaluations reported a 
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recidiviSJll rate for their projects. Unfortunate1Y7 Hume's report gives 

no indication of how recidivism was defined or calculated in these 

projects. The report does indicate that the Jay County Court volunteer 

project maintained a 21 percent recidivism rate among its volunteer par-

ticipants and the Wayne County volunteer project estimated a 10 percent 

figure. The Vander burgh project reported a volunteer project probationer 

participant recidivism rate of 6 percent a,lld a regular probationer recidi-

vism rate of 3.7 percent. The Knox County volunteer project reported a 

recidivism rate of 12 percent compareq to a 30 percent rate for regular 

probationers in that county.38 

In 1975, the Cleveland, Ohio Probationary Post-Release Project under-

took a non-experimental study of their volunteers project. The records 

of all 156 volunteer probationer participants were reviewed. Recidivism 

~as measured as a conviction of a criminal act or probation violation 

while under supervision. The recidivism rate was found to be 4 percent 
39 

which was 2 percent below the program goal. 

In 1975 1 the City of Lincoln, Nebraska undertook an experimental 
, 40 

study of their Volunteer Probation Counselor Program. Eighty-four high-

risk probationers equally qualified to be assigned a volunteer counselor 

were chosen.. For:ty were randomly chosen to participate in the volunteers 

project and forty-four were assigned to the regular probation program. 

Recidivism figures, defined as non-traffic offenses committed during pro-

. bation, were compared between the two groups. The study founa the recidi-

vism. rates among the volunteers project probationers to be 15 percent, 

while regular probationers recidivated at a 64 percent rate. 

In 1970, the City of Royal Oak, Michigan undertook a quasi-experimental 

study of their volunteers in probation programs.
41

The 1970 evaluation 
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looked at 310 probationers placed in the volunteers program in Royal 

Oak in 1965 and 223 probationers placed in a reRula~ ~robation program in 

a nearby city. Recidivism figures, defined as conviction of new offenses 

from release in 1965 through September of 1969, were compared between the 

two groups. Th_e study found the recidivism rates among the volunteers 

project probationers tobe 14.9 percent, while regular probationers recidi-

bated at a 49.8 perc/:mt rate. 

In 1976, the California Youth Authority undertook a non-experimental 

review of thirteen volunteer projects located in the state of California.42 

"Improvement" was melasured by arrests, disposition status, severity index 

and a combined inde;,t measured six months prior to match compared to six 

months after the .na,tch. Individal projects were identified only by letter 

in the California Youth Authority report. Program B reported that 57 per-

cent of the participants in their program showed negative or neutral 

imp~ovement subsequent to involvement in the volunteers program. Program 

C reported that 55 percent of the clients matched to volunteers sho'Vled 

negative or neutral improvement subsequent to involvement in the v!cl:tinteers 

program. Program G reported that their volunteer 'project failed to have 

any real imact on reducing caseload size, reducing the number of referrals, 

or providing a wide scope of services to probationers through volunteers. 

Program-a reported that just over 50 percent of their clients demonstrated 

an improvement subsequent to involvement in the volunteers program. 

Program K reported that 48 percent of the clients matched with volunteers 

showed negative or neutral improvement subsequent to involvement in the 

volunteers program. Program L reported' that a substantial majo~ity of 

the clients matched showed poqitive improvement subsequent to involvement 

in the volunteers projects. A composite evaluation was attempted, combining 

the number of arrests and the severity of the crimes committed six months 
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after thp. match for all six programs. The c.hi-,sQuare value derived from 

the tests indicated that, at the .001 level, participation in a volunteer 

project did have a positive impact. More specifically, there were fewer 

arrests and less severe crim~s committed by volunteer project probationer 

participants six months after a volunteer match than six months before. 

In 1976, the City of Southfield, Michigan undertook a non-experiment 

descriptive review of their volunteers in probation project. A sample of 

280 volunteer probationers was taken. Scrutiny of state police records 

one year after being released from probation revealed a re-arrest rate 

of 7.5 percent for the program participants. 45 

In 1977, the County of Lackawanna, Pennsylvania undertook a non-

experimental descriptive review of their volunteers in probation projec:t. 

A total of fifty-six probationers had participated in the project from 

August 1976 through January of 1977. Thirty percent of those participants 

were either re-arrested or indicted in that six month period. 46 

In 1975, the City of Toronto, Canada undertook e quasi-experimental 

review of its volunteers project. Three-hundred probationers assigned to 

regular probation who had had their cases closed in 1973 comprised a control 

group. Some 278 probationer$ who had been assigned a voltmteer in 1970 

through 1974 comprised the experimental group. Success on probation figures~ 

defined as completion of the probation term without further charge, were 

compared between the two groups. The percentages of success were 78.5 

percent for the volunteer-supervised group and 74.5 percent for the pro-
47 

bation-supervised group. 

In 1965, the Royal Oak Michigan Municipal Court and Oak Park (Hichigan) 

Municipal Court undertook a quasi-experimental study of the Royal Oak 

(Michigan) Municipal Court Volunteers Project. The study involved a 
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comparison of recidivis.m, hostility" aggressiveness, belligerence and 

anti~social attitudes between those probationers assigned a volunteer 

in Royal Oak and those not assigned in Oak Park. Overall improvement was 

noted for 73.8 percent of the probationers in Royal Oak, 15.3 percent 

showed no chal1ge, and 11.7 percent regressed. In Oak Park~ 17 ~8 percent 

1m ' 4 4& proved overall, 3 .2 percent showed no change and 48 percent regressed. 

In 1968, the Denver County Court, Colorado undertook an experimental 

study of its volunteers counseling project. 49 Four populations were iden-

tified in this study. The first control group consisted of all persons 

(with some standarized exceptioIlS) brought before any judge in the Denver 

County court system dtiring July-August, 1966. A second cl:Jltltrul group 

consisted of all persons (with some standarized exc,eptions) appearing in 

the court during May-June, 1967. The control groups were not placed on 

probation at all, but were given fines, ,jail. sentences, etc. '!he first 

expe'rimental group consisted of all persons (with some standarized except-

ions) brought before the Denver County Court system during September-October, 

1966. A second experimental group consisted of all persons (with some 

atandarized exceptions) appeari.ng in the court d'tlr1ng Septembel:-October ,1967. 

The experimental groups were all placed on probation. Various attribute 

figures .erp. derived from the California Psychologica~ Inventory and Socio-

metric Battery tests which were administered at the time of the initial sancL:ons 

and one year thereafter. Arrest records One year prior tp arid one year 
:'\ 

subsequent to initial placement on probation were compared ~mong the fou~ 

groups. The findings revealed a positive significant differeE,lce between 

the experimental groups and the control groups concerning self evaluations 

and reduced re-arrest rates. Non-si,gnificant diffel=ences were noted in 

the California Psychological Inventory tests. Overall, experimental gropp 

members had a greater chance of success than control group members. 
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A. g·tatis.tical]'y sign;~ficant short-.term improvement in behavior can be 

brought:: snout by involving the actor in the probation/volunteer counseling 

program. While the ~tudies cited so far generally tend to support the 

volunteers concept, a number 6f others tend to indicate just the opposite. 

In 1976, Philadelphia undertook a ~i .... experimenta.l study of its 

volunteer project. 50 One hundred fifty-two probationers were randomly 

chosen for this study. Fifty-three of the probationers had been assigned 

to volunteers and the remainder had participated in regular probation. 

Recidivism figures, defined as re-arrest and reconviction while on pro-

bation, were compared for the two groups. The analysic indicated that at 

the .1 level. there was no significant difference in recidivism rates be-

tween p1"obationers with volunteers assigned and probationers who partici·-

pated :In r'egular probation. 

Atllboyer reported that study of the Wayne County, Michigan Volunteers 

project:, utilizing an experimental research deSign, found no significant 

differences between voluntee~ project probationer participants and non-
5! 

participant probationers. At the 1974 Michigan Volunteers in Corrections 

Conference, Gold reported tha.t his experiment:ll evaluation of the Ingham 

County Juvenile Court volunteers project has shown no significant differ-

ences betw/een project participants and non-participants, and that 'volun-

teer tutors were more detrimental than helpful to the pro,bationers. 

In 1971, t:he Santa Barbara County Probation Department urKdertook an 

experimeri.tal review of its volunteers project. Twenty individuals were 

referred to the probation department following court proceedings, and were 

assigned to a probation officer using volunteers. Ten never had contact 

with the volunteer and ten did. No statistically significant differences 

were found between either of the groups on any of the attributes tested 

(age~ referral reason? prior school performance, prior job performance, 
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prior probat~on referrala, prior proba~iofi period). Further teata 

examined number 0,£ days absent from work, job performance suc\!ess, number 

of probation conditions violated, numbelc of new law enforcement contacts 

and number of new referrals as ~easured during a six~month period. 

Findings again indicated no statistically significant amount of change 

occurring with the use of volunteers over regular probation. There is no 

indication tllstthe use of volunteers has any significant effect on the 

probationers' behavioral pattern. 52 

In 1974, the Franklin County Court in Columbus, Ohio undertook an 
53 

experimental study of its volunteers project. One hundred individuals 

were randomly chosen from a population of those eligible for probation. 

Of the ninety who offered to participate in the volunteer program, forty-

two were actually matched with volunteers and forty were given regular 

probation. The evaluation included a comparison of both groups in terms 

of attitude, criminal behavior, and positive behavior. Heasures of positive 

behavior over a six month period (employment, paticipation in self imptove-

ment programs, financial management, lack of critical incidents, and 

release from probation sup~rvision) indicated no significant difference 

between the two groups. Criminal behavior scores determined over a six 

month period by the severity of the offense revealed no significant 

difference between the two groups. While 43 percent of the volunteer 

project probationer participants stated that their attitude toward society had 

improved as a result of the volunteers project, pre-post administration 

of attitude surveys indicated no statistically signific,ant difference in 

attitudes in relation to criminality~ anomie, motivation~ self-esteem, 

and powerlessness. 

Previous research on volurtteer programs has focused primarily on 

ans~~ring the question of whether clients in programs using volunteer 
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were less prune eo recidivate than clients in programs without volun-

teers. In an e~tens~ve s~arch of the literature, Cook and Scioli 

reported that while there is no sound evidence that clients with volu'.1-

teers are more successful than clients without volunteers, there is some 

evidence suggesting some positive effects on probationers. In their 

survey of eleven experimental and quasi-experimental research project . " " 

reports on volunteer impact on clients in courts and corrections. Cook and 

Scioli found that in three studies volunteers showed a significant impact 

on clients; in four studies, even though the evidence ~as not conclusive J 

there were either suggestive indications ~f su(~cess or at least mixed 

positive and neutral or negative results; and in the remaining four studies 

1"0 significant differences were found between effectiveness with those 

clients with voltunteers and clients without volunteers. 54 

Our review of si~teen experimental and quasi-experimental research 

projects found that four experimental studies and four quasi-experimental 

studies indicated that the volunteer projects were successful or had a 

positive impact upon theprfmary indicators. "In four experimental studies 

and three quasi-experimental studies, neutral or negative differences were 
\ 

found between effectiveness of regular probation and volunteerism in 

terms of impact upon the primary indicators. An additional experimental 

study found a mixed positive and neutral result. This finding tends to 

conform to the Cook and Scioli finding that there was no clear-cut evidence 

that volunteer programs in courts and corrections were more successful 

than other program alternatives in achieving common objectives. 

A review of Table 6 .. 4 below allows the reader to contrast red,divism 

figures from project to project. 'The first column in the tabl.e if4 the 

project number, the key to which follows this chapter. Various indicators 
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1'It"oject Pro~r.ted l'rco ... rated 
fbsber !Iou ... Cif .I of Active 

V($!i.mteer Volunteers 
Service 

I 660>.5 112 
2 9000.0 500 
3 32 
4 13 
5 26 
6 35 
7 23 
8 23 
9 40 

10 75 
U 20 
12 58 
13 189 
14 1429.0 SO 
15 578 
16 80 
17 7429 161 
18 
19 64 
20 50 
21 103 
22 860.0 78 
23 163 
24 96075.0 1412 
25 829.0 43 
26 1104.0 75 
27 2l60.0 15 
28 1000 
29 144 
30 63%.0 128 
31 128 
32 75 
33 9600.0 1400 
34 2000.0 50 
35 125 
36 200 
37 13000.0 198 

TABLE 6.4 

SUMHARt OF VlP IWALUATIONS 

Pro~rated 
I of AluJigned 
Problltionere 

176 
500 

158 
S14 
80 

182 
415 

77 
SO 

211 
61 

163 

81 
1000 
156 

271 

125 

Percentage 
of ltecidlv1. 
for Clbnta 

IS.7 
7.0 

12.~ 
10.0 
11.0 
30.0 

14.0 

15.0 
6.0 

Zc,.,,] 
14.3 

7.S 

4.0 

21.5 

Total Coat per 
Coat Volunteer 

Hour DoDated 

$26,500 $ 4.01 
17,000 1.90 
29,900 
18.800 
16.666 
29.022 
39,866 
8,333 

10,911 
10,600 
10.000 
32.910 
16,642 
12,520 
21,000 

23.540 3.17 

24,876 

7.500 8.67 

95,641. 
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of impa~t, as denote4 at thp top of the columns are, for each project, 

recorded horizontally across the table opposite the project number. 

A cost-bfanefit analysis, as Nelson has pointed out, is a comparative 

listing and measuring of the economic pros and cons of projects reduced 

to a single mO~letary dimension. Cost-bene.fit calculations of vo1tlnt~er 

projects will clearly differ depending upon the point of view chosen, 

be it government, societal, probationer, or volunteer. Furthermore, such 

an; analysis should clearly "i.stinguish between primary, secondary and 

55 
tertiary costs and benefits. However, such analyses become methodo-

logically hazardous when attemptiIlg to measure non-monetary factors. 

Monetary values attached to non-monetary factors are subjective measures 

and of questionable validity. When reviewing volunteers projects in a cost-

benefit framework, lone should realize that, without standardiz,ation, cost-

benefit comparisons of correctional programs will be only confusing and 

subjective excercises. 

As previously emphasized, each volunteer project is different in 

terms of its operation, and most projects compute project costs and savings 

differently. Even if it were possible to equate the various program 

operations and the fiscal methodology used to compute costs and benefits, 

the figures would be difficult to interpret. For example, a new system 

savings of $10,000 in t-heoperation of a large project does not have the 

same impact in criminal justice system operating costs as a $10,000 new 

system savings in the operation of a small town project. The most signi-

ficant figures would be ones that demonstrate the net system cost and 

savings and the net individual costs and savings. We could find no such 

figures. We were able to locate a moderate amount of information concer-

ning gross direct costs and several figures of net direct savings. 
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One project t;hat has sought to ascertain its value to society is 

56 
the well-known Royal Oak project. 1he Royal OAk, Michigan Municipal 

Court project currently claims that the project operates ~n an annual 

$'50,000 budget though it provides the community with $300,000 worth of 

services, for a gross direct savings of $250.000. 

In 1974. the Macomb County, Michigan project51 determined that it 

had donated some 7,429 hours of service which were worth $37,145 to the 

community. The actual cost of $21,765 was encumbered by the project, 

leaving a gross direct savings of some $15,000. The total dollar amount 

for 7,429 hours of service at the then-current probation officer salary 

of ~7.50/per hour would place the gross direct savings at $32,000. The 

Macomb County Volunteer C~unseling project58 reports a gross direct 

savings of some $9 j OOO to the community. In the future, these 

evaluations would do well to take into consideration some of the indirect 

costs of the praje~t, such as probation officer time loss and future 

crime costs. 

The LEAA has established a suggested standard for estimating costs 

of volunteer supervision. They suggest a figure of $1.00 to $1.50 per 

volunteer hour or $100 to $150 per volunteer year as appropriate costs. 

None of the programs we reviewed met the per hour standard though several 

have met the per-year standard by reducing the number of hours of service 

rendered by the volunteer. What the LEAA guidelines have failed to take 

into consideration is the fact that a volunteer project can exist in 

many forms. Perhaps new LEAA guidelines that would reflect the diversity 

and the t'(lultitude of servi.ces offered from project to project would be in 

order. 
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As Nelson has noted~ ~ven the most meticulous and ingenious measure 

of the fiscal merits of a particular project cannot and should not ever 

be the sole criterion of the project's evaulation,for what is not measur

able or testable, may in the end~ be what is the most important. 59 

Caseloads 

Volunteer project proponents originally hypothesized that a direct 

result of volunteer projects would be a reduction in the s:ltze of probation 

officer caseloads. The 1975 experimental evaluatj~n of the Macomb County 

project60 found a caseload reduction of 13.9 percent directly attributable 

to the volunteer project. The 1975 Philadelphia ptoject61 surveyed its 

probation officers and the officers expressed a IIstrong opinion that the 

use of volunteers actually reduced probation officer workload. 1I The 1974 

Southfield Michigan project62 noted'a "marked reduction" in caseload size 

for professional probation officers, because of the volunteer project. 

The figure dropped from 175 per officer to approximately 75 per officer 

during the second year of the project, despite significant increases in 

total caseload assignments to the department. 

A 1976 study'by the California Youth Authority of an unnamed County 

probation department's volunteer project found that the project failed to 

have any real impact on reducing caseload size. 63 Some voluntee.r projects 

have a tendency to increase probation officer's responsibility. For 

example, in the Wilmington, Delaware project64 the probation officer not 

only maintains his previous case10ad, but also is given a number of volun-

teers to supervise. On the other hand, some projects have required only 

a minimal amount of probation officer time. In 1975, the Lincoln, 

Nebraska project
65 

reported that it utilized only six percent of avail~ 

able probation officer time. A breakdown of this time by function 1.8 

included in Table 6."3. 
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TABLE 6.3 

PROBA'XION OFEIICER ACTIVITIES IN llELATION 'I.e VIP PROGRAMS 

Activitx.. 

1. Rec:t'lQ,t (interview and test) 

2. Train~ng Sessions 

4. Initiate Meeting Arral1.gements 

5. Solving Problems in the Match 

Time Cost 

% of Time 

.5 

3.0 

.5 

.5 

1.0 

6~0% of Probation 
Officer Time 

In 1973, the National Information Center on Volunteerism reported 

that one hour of staff time was needed for every fifteen to twenty-five 
66 

hours of volunteer service rendered. 

~ndary Indicato~ 

Volunteer projects bega~ as an attempt to increase the quality of 

probation service offered the probationer. Such service could not, of 

course,. be offered without manpower. lVhile an increase in the number of 

volunteers and hours donated cannot be land should not be viewed as an end 

in itself, volunteer projects operate em the assumption that a direct 

correlation does exist bet~een the amOlllnt of time given the probationer 

and his subsequent rehabilitation. Of course, the time must be "quality" 

time, but we have no means of measuring quality at this point. Our 

review of forty-five project evaluations has found a wide variat10n in 
67 

project size, from the Los Angeles County VISTO Project and its 1412 

volunteers who donate 96,000 hours per year, to the Gibson County Circuit 

Court Project68 which had one volunteer. 

A review of Table 6.4 below will a.llow the reader to contrast some 
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of the aecondary measures from project to project. The fir~t column in 

the table is the project number, the keys ,to which are at the end of the 

chapter. Various indicators of impact, as denoted at the top of the col~s, 

are,for each project,recorded horizontally across the table opposite the 

project number. 

Collateral Indicators 

To stop at this point and imply that volunteer projects have had no 

other impact upon tp; system would be misleading. The operationalization of 

volunteer projects has resulted in a number ofcollate:ral :~mpacts. The 

1972 study of the Anchorage and Fairbanks, Alaska projec'ts ','found that a 

majority of the adult offenders (in the project) were~isdemeanants refer

red by the District Court a~d a majority of them would not have been on 

probation at all had the volunteers project not existed.,,69 These individ

uals, who prior to the jncorporation of the volunteer project, would have 

been judged as not needing probation office supervision, with the advent 

of the volunteers project, found themselves subject to both a volunteer's 

and a probations officer's supervision. 

The 1976 report of Volunteer projects in Indiana concluded that more 

contact time with the probationer could be purchased by hiring another 

probation officer rather than establishing a Volunteer project. 70 

It has been noted that some volunteer projects tend to match volun

teers with probationers whose criminal history seems to indicate that they 

are more likely to recidivate than the probationer population as a whole. 

This interesting observation of the 1975 Philadelphia study71 has been 

independently confirmed by the 1975 Lincoln, Nebraska72 study, and the 

1977 Colorado study.73 The Lincoln, Nebraska project reported that assign

ments of volunteers to low-risk offenders is an "inefficient use of vo1un

teers,,74 and deliberately separates high-risk offenders from the general 
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population for assignment into the volunteer project. The Philadelphia 

project administrators concur in this philosophy and assign volunteers to 

higb-risk probationers "because they are more inclined to violate probation 

and are perceived as needing more attention. n15 On the other band, ()tber 

projects, such as the Alameda County, California76 projeet, the Wilmington 

Delaware project,77 and the San Francisco volunteer projects tend to focus 

their volunteer time upon low-risk cases. 

The 1975 Toronto, Canada Volunteers project found previous experience 

with a volunteer on the part of the probationer to have an effect on his 

success. Those who bad had either one or two previous volunteer experiences 

were significantly more successful. than those with three or more experiences. 

The Toronto project also found that the length of time a volunteer super-

vises a probationer is a significant criterion of success. Probation-

ers ~-lho were with volunteers for less than six months were significantly 

less successful than probationers who were with volunteers for more than 

six months. 78 

While reporting in a quasi-experimental study that probationer revo

cation was three times greater for probatione~s on regular probation than 

those involved with the volunteer project, the Partners Project~ based in 

Anchorage and Fairbanks, Alaska,79 stated that lower probation revocation 

rates on the part of the volunteer participants may indicate a higher 

tolerance for deviance on the part of the project personnel. 

The 1975 California Youth Authority Study found no evidence to suggest 

that private agenc;l community based volunteer programs are more successful 

than public correctional agency volunteer programs in reducing client 

recidivism. 80 

A whole series of issues has arisen out of the probation officer -

volunteer :I:'elationship. The fact th.at some probation officers feel volun-
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teets are a threat to their jobs has surfaced in various projects. This 

element of Probation Officer and volunteer relationships cannot be elimi

nated unless probation officers can be convinced t:hat they will not lose 

their Jobs, grossly alter their roles, nor diminish their potential vertical 

mobility within the department because of the volunteers. Hiring of volun

teers as probation officers is a common practice in some departments,8l 

but must be undtertaken in such a way that minimizes the threat TO r lle 

eXLsting probation officers. The 1976 report of the Lincoln, Nebraska 

project noted that some initial resistance to the volunteers project was 

felt from probation officers and was not abated until the officers were 

assured that the project would not adversely affect them, and, more speci

fically, not affect their roles. 82 Some job role resentment has arisen. 

While probation officers serve as enforcers, the volunteer is allowed and 

encouraged to participate in enjoyable activities with the probationer. 

This resentment on the part of the probation officer must be minimized. 

Volunteers going to bat, so to speak, for their probationers in court 

despite the probation officers' feelings to the contrary has been an area 

of concern for aany proje~ts. 

Due in large part to these facts, many projects are perhaps being 

primed f~r ultimate destruction by apathetic .and resentful probation depart

ment personnel. For example, the 1976 San Francisco Project reported83 

that almost 50 percent of the Department staff surveyed felt that the 

Volunteer Project did not have either the Department staff support or the 

support from the administration needed to be successful. The 1974 New 

Hampshire Project84 also reported that only about half of' their probation 

officers truly believed in the Volunteer project and "actively worked for 

its success." 
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The 1973 Franklin County, Ohio project: evaluation noted that while 

the use of volunteers with male probationers looked more promising~ the use 

of Voluni'!ers with female probationers may be having a negative impact. 

"Females are behaving worse than the control group in both c-r:i:m.inal and 

positive behavior. n8S The report concluded that the current volunteer 

project adjustment in Franklin County favors males and suggested that 

efforts be make to further assist female probationers~ though no suggemtion 

was made as to how this could be accomplished. The 1975 Toronto, Canada study 

found just the opposite of the F';;'ank1in County observation. More specifi-

cally~ females probationers involved in the volunteers project were, at the 

.05 level, significantly more likely to complete their probation terms 

successfullY than male probationers involved in the volunteers project. 86 

Beless, Pilcher and Ryan87 have suggested that the use of a person with 

the same socio-economic background as the probationer seems to reduce social 

distance and e.ncourages probationer interaction with the volunteer. Grossner 

describes them as lIa bridge between the lower-class client and the middle

class professional worker. nB8 Gordon states: "The indigenous leader can 

communicate instantly to the suspicious and distrustful client, avoiding 

noblesse oblige, in a way·many midd.le-class professionals cannot do when 

dealing with disaffected hostile, anomie clients who see the middle-class 

agency worker as part of the system against which he is fighting.,,89 

A 1974 Study by Berer and Zautra confirmed their hypothesis that 

middle-class volunteers were considered more helpful than staff officers by 

middle-class probationer, but line officers or lower-class volunteers were 

considered more helpful by working-class or uneducated clients. 90 

On the other hand, a 1976 Georgia Institute of Technology study points 

out that while using such personnel facilitates communication, the following 

grounds are given for not restricting the probationer's official contact 
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only to the ind:i..genous worker: 

1. In everydl:\\y life. the probationer will be dealing with persons 

from other social classes. 

2. The probationer/probation offtcer relationship which is help-

ful will in~olve a realistic trust. 

3. If trust is established, and the resulting relationship with 

the middle-class probation officer is accepted, the lower-

class client's future reaction in dealing with persons from 

the middle-class is apt to be enhanced. This, of course, is 

dependent upon the degree to w:~ich the cli~nt generalized 

his experience. '191 

The State of Indiana hired more than eighty student interns during the 

sunnncr months of 1971. and placed them in thirty-nine courts. Their 1972 

report indica.ted that lithe interns rekindled some zealousness in the 

probation departments where they served. 1I No negative collateral impacts 

were noted in the Indiana study, though some report that the use of student 

interns as case aides requires increased supervision and constant scheduling 

disruptions due to school breaks. 92 The Indiana project may have avoided 

these problems by employing the interns in the summer months when school 

was out and the interns could devote full time and attention tc the vo1un-

teer project tasks at hand. 

The 1975 Study by the State of Virginia93 concerning the use of student 

interns stated that their use "has proved to be a most rewarding experience 

in almost every instance. 1I The studies reviewed indicate that interns 

more than repay the employing de,partment for the time spent in training, 

if they stay on active duty for at least two semesters. Both the Indiana 

study94 and the Southfield, Michigan study95 concluded that upper-level 

college students (junior$ and seniors) were more desirable student interns 
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than lower-level stud~nts (freRhmen and sophomores). The Southfield project 

further stated that a t\vr> semester contl:act with the student is beRt for 

all concerned on the theory that the longer a volunteer is kept, the more 

productive he becomes. 

Another collateral impact of significance revolves around the artifi-

cial or indirect coercion factor. If a convicted offender believes his 

lot can ue improved by feigning an interest in the local volunteer project, 

this is the course h~ will follow. Subsequently the project will be filled 

with probationers who have littl~ or no desire to participate and are using 

the project ma1,nly as a means of escaping institutionalization, or escaping 

supervision by a probation officer. Table 6.4 above summarized the eval-

uation section by illustrating various primary and secondary impacts of 

thirt)"""seven of the forty-five projects reviewed. Caution should be utilized 

in attempting an acrosa-the-board comparison of the data, due to the fact 

that each project is different in terms of services provided, operatiQnal 

techniques, and political environment of operation. 

Summary 

Volunteer proj ects have been reviewed du.e to the fE~eUng that pro-

bation servi~s can be upgraded by utilizing volunteers with no great risk 

to societal well-being and at a minimal cost. Scioli and Cook's 1976 

evaluation of sume 250 vplunteer projects found volunteers to be lIat least 

as effective" in reducting recidivism and improving probationer self concept 

as the traditional system. 96 Our review of forty-five projects concurs 

with these findings of Scioli and Cook. There is no clear-cut evidence 

that volunteer programs are any m,ore successful nor any less successful 

than other program alternatives. Generally, it seems that volunteers 
'." "'-'." 

proj2cts can also reduce probation officer caseload, and provide their 

servic,e at a relatively cost /beneiicial rate", While certainly not 
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all individual projects. are successful in these areas~ volunteer projects 

in general seems to be able to offer an increased quality in the probation 

service at a reduced cost. 

Despite these positive conclusions, volunteer projects must be under-

taken with extreme caution, for they are fraught with operational and 

administrative pitfalls. Care should be taken in any attempt to obtain 

probation officers' support for such a project and an eLfort made to insure 

their continued assistance. Operations must be streamlined in order to 

facilitate prompt processing and assignment of project applicants. An 

effort should be made to recruit volunteers with socio-economic back-

grounds similar to the probationer population and a special effort made to 

become more responsive to the female probationer. It appears that an attempt 

should also be made to screen out probationers who do not have the desire 

to truly participate in the project. 

Mounsey has obgerved that while criticism of, and objection to, volun-

teer projects does have a basis, a more constructive approa~h would be to 

stress that these problems can be rinimized through the coupling of a desire 

to succeed with a skillful administration of the project guidelines. 97 

Issues to be ~ddressed 

There remain many critical aspects of volunteer pr.oject operations 

which have not yet been resolved. Further consideration of these is'3ues 

yould certainly be in order. Such topics would include: 

1. What ~nformation should be used to determine which probationers 

participate? 

2. wl1st information should be used to determ:tne who should be 

accepted as a volunteer? 

3. What can be done to improve external communication lines 

betwefen the court, the probation departmen't t the probationer 

and the volunteer project? 
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4. What can be done to improve internal comm~nication lines 

between the volunteer, the supervisor, the administrative 

assistants and the chief administrator? 

5. What :i,nformation should be used to determine which relation

ship model to utilize in order to achieve ma:dmum individual 

benefit? 

6. What information should be used t.o determine who should be 

matched with whom in order to achieve maximum individual 

benefit for the volunteer, the proba,tioners, and the system? 

7. What can be done to decrease the time lapse from volunteer 

or probationer selection to match? 

8. tfuat ~combinationB of volunteer relationship models are the 

most cost/beneficial? 

9. What activities should be undertaken to efft~ct the most 

cost/beneficial impact upon the criminal justice system 

as a whole? 

10. What can be done to improve recordkeeping c;apability and 

accuracy on the part of the project staff? 

11. What can be done to minimize friction between volunteer 

and probation department personnel? 

12. What can be done to more thoroughly communicate project 

purposes and procedures to participants? 

13. How much discretion should be given the volunteer in his 

dealings with his probetioner? Should different volunteers 

be given different amounts of discretion? Should different 

relationship models be given different amounts of volunteer 

discretion? What information should be utilized to make 

this differentiation? 

274 



:~ 

14. What can be &one with the'~olunteer to assist female 

probationers? 

15. What can be done to reduce the indirect coercion of the 

convicted .offender to join a volunteer project? 

16. What can be done to maximize the amplific.ation and .dive.r .... 

sification of volunteer services while minimizing societal 

risk and operational costs? 

.. 

275 

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



FIGURE 6.4 

1. Colorado Project, Cabell C. Cropper, Evaluation of Probationer 
Volunteer Program in the 9th, 11th, 12th, 18th and 19th Districts, 
Co1ofado Judicial Department, Research and Evaluation Unit, 1977 

2. Royal Oak, Michigan Project in Joe, Alex Morris,"Royal Oak Aids 
Its Problem Youth, "Readers Digest Pleasantville, N.Y., October', 1965. 

3. Vandeburg,Indiana Project in Rex D. Bume, ~yaluation o~ Probation 
Services and Volunteers in Probation Programs: Final, Report, 
Institute for Research in Public Safety, School of Public and 
Environmental Affairs, Indiana University Bloomington, Indiana, 1976. 

4.· St. Joseph Indiana Superior Court Projec,t in Rp.x D. Bume, Eval
uation of Probation Services and Volunteers in Probation Programs~ 
Final Repor,t, Institute for Research: in Public Safety, School of 
Public and Environmental Affairs,Indiana University, Bloomington, 
Indiana, 1976. 

5. La Porte !ndiana Superior. Court Project in Rex D. Burne, Evaluation 
of Probation Services and,Yo1unteers in Probation Programs; Final 
Report, Institute for Research in Public Safety~ School of Public 
and Environmental Affairs, Indiana University, Bloomington, Indiana, 
1976. 

6. Gary, Indiana Project in Rex D. Hlwe, Evaluation of Probation Services 
~.Volunteers in Probation r'rograms: Final Report, Institute for 
Research in Public Safety, School of Public and Environmental Affairs, 
Indiana University, Bloomington, Indiana, 1976. 

7. Allen, Indiana Superior Juvenile Court Project in Rex D. Hurne, 
Evaluation of Probation Services and Volunteers in probation Progr~ 
Final Repor~ Institute for Research in Public Safety, School of 
Public and Environmental Affairs, Indiana University, Bloomington, 
Indiana, 1976. 

8. Jackson, Indiana Circuit Court Project in Rex D. Bume, Evaluation 
of Probation Services s;nd Volunteers in Pl2!:ibatiorL P'i:"ograrns: 'Fina.l 
Report, Institute for Research in Public Safety, School of Public and 
Envi.ronmental Affairs, Indiana University, Bloomington, Indiana, 1976. 

9. Knox County Indiana Project in Rex D. Bume, Evaluation of Probation 
Services and Volunteers in Prpbation pro~ra.rns: Final Report, Insti
tute for Research in Public Safety, School of Public and Environmental 
Affairs, ,Indiana University, Bloomington, Indiana, 19'16. 

10. Wayne County Indiana Project in Rex D. Hurne, Evaluation of Probation 
Services and Volunteers in Pr.~batio~ Programs: Fi~~l ReEort, Insti
tute for Research in Public Safety, Schc.lol of Publ:lc and Enviroruo.ental 
Af.fairs, Indillna University, BlocJtUington ') Indiana, 1976 
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11. Jay County Indiana Project in Rex D. Hume, Evaluation of Probation 
~rv1ces and Volunteers in Probation Prograuns: Final Report~ Insti
for Research in Public Safety, School of Public and Environmental 
Affairs, Indiana University, Bloomington, Indiana, 1976. 

12. County of Lackawanna, Pennsylvania Project in the 1976 Repor.t of the 
Adult Probation Office of the Court of COnF~on Pleas - Criminal Division, 
County of Lackawanna, Scranton, Pennsylvania, 1976. --

13. New Hampshire Project in Ivette L. Gosselin, An Evaluation of Coor
dinator of Volunteers, New Hampshire Probation Department, 1974. -

14. Fifteenth Judicial District, Michigan Project in Final Evaluation 
Repor~, State of Michigan, Office of Criminal Justice Programs, 
Lansing, Michigan, 1974. 

15. Nebraska Project in Thirty Sixth Month Report fer the Statewide 
Volunteers in Probation, Nebraska State Probation Administrati~n, 
LiiiCOln, Nebraska, 197'6 

16. Lincoln, Nebraska Project in Richard Ku, The Volunteer Probation 
Counsellor Program, Lincoln, Nebraska. U.S. Department of Justice, 
La.w Enforcement Assistance Administration, Washington, D.C., 1976,. 

17. Macomb County Michigan Case Aides Project in Donald J. }mboyer, 
Volunteer Probation Aides Project Evaluation of 1974, M.s.comb County 
Probation Department, Mt. Clemens, Michigan~ 1975. . 

18. Oklahoma City, Oklahoma Project in Martha Jo Shaw, ~le Effects of 
.9.2Enselling on M:i.sdemeanant Offenders by Volunteers as Related to 
Recidivism. Special Services Volunteers Program, The Oklahoma City 
Municipal Court, Oklahoma Citys Oklahoma, 1976. 

19. Lancaster County, Pennsylvania ?roject in Daniel W. Trexler, Fourth 
Annual Report of Volunteers in Probation and Parole of Lancaster 
County, Pennsylvao.ia. LancasterCounty Proba.tj.on Department, 
Lancaste~, Pennsylvani~, 1976. 

20. Franklin County, Ohio Project in Richard P. Seiter et al. Effec~
iveness of Volunteers in Court: An Evaluati~n of the Franklin Count, 
Volunteers in Probation PrograIh. The Ohio 'State Unive,rsity, Program 
for the Study of Crime and Delinquency, Columbus, Ohio, 1974. 

21. Alameda COuntYf California Project in Robert O. Norris and Margaret 
B. Stri.cklin, Volunteers in Probation Anuual Report (December 1976) 
Alameda County Probation Department, Oakland, California, 1976. 
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22. Philadelphia~ ~ennsylvania'Pkoject in Jack C~ Sternback ,Evaluation 
Report'forRe~unding CommunitY'Resources and Volunteer Unit L 
Philadelphia Probation Department. ~hilaaelph1a~ .Pennsylvania, lS75. 

23. Wilmington, Delaware.Project in Harold W. Metz, Volunteers in Pro
pation; A Project Evaluation, Delaware Counci~ On Crime and Justice 
Dela.ware Department of Corrections, Wi.lmington 1 Delaware~ 1975. 

24. VISTO Project in MacPherson, David P., 'Report On VISTO. Unpublished 
report 1975 • 

. 25. Massillon Ohio Project in Annon. A!lnual Reeort yolunteer Probation 
Aide Program. Unpublished report. 

26. Southfield Michigan Project in 46th District Court, Probation Improve
ment Program Subgrant Final Evaluation Report, Southfield Michigan, 
City of Southfield, 1975. 

27. Alaska Project in Hill, Marjorie, Partners Project Evaluation, Depart
ment of Health and Social Services Division of Corrections, Juneau, 
Alask~~ 1972. 

28. Denver County Court, The Use of Volunteer Probation Counset~t's for 
Misdemeants LEAA U. S. Department of Justice, 1968. 

29. City of Cleveland, Cleveland Impact Cities Program Dive~sion and 
Rehabilitation Operating Prog't'am Probationary Post-Release Project 
Final Evaluation Re£ort, Office of the Mayor, Cleveland, Ohio, 1975. 

30. Annon. Santa Barbara County Probation Department Volunteer Coordinator 
Grant Program An Evaluation of itS Effectiveness, SantaBarbara ----
County Probation Department, Santa Barbara, California, 1973. 

31. Toronto, Canada Project in Pirs, Susan Assessment of the Probation 
Volunteer Program in Metropolitan Toronto, Ontario Ministry of 
Correctional Services,l.975. 

32. Project B in Citizens in Corrections: An Evaluation of Thirteen 
Correctional Volunteer Programs, California Youth Authority, Sacramento, 
California, 1976 

33. Project C in Citizens in Corrections: An Evaluation of Thirteen 
Correctional Vol~~r ~ograms, California Youth Authority, Sacramento, 
California, 1976. . 

34. Project G in Citizens in Corrections: An EvaluatiOn of Thirteen 
Correctional Volunteer Pro~, California Youth Authority, Sacramento, 
Calironia, 1976. 

35. Project H in Citizens in Corrections: An Evaluation of Thirteen 
Correctional Volunteer Programs, California Youth Authority, Sacramento, 
California, 1975. 
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36. Froject Kin Citizens inCor~e~tions; 'An Evaluation of lhirteen 
P?rrectiOnal Vol~nteer Programs, California Y.ou~h Authority, Sacramento, 
California, 1976 

37. Froject L in.Citizens in Corrections: An Evaluation of Thirteen 
Correctional Volunteer Programs, California Youth Authority, Sacramento, 
California, 1976 
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APPENDIX 'VI-A 

Potential Court Uses of Volunteers 

Compiled By 

The National Information Center on Volunteerism 

Volunteer Job Title or Catego~ 

Addiction Program Volunteer 
Administrative Assistant 
Administrative Volunteer 
Administrator 
Adult Advisory Council Member 
Alcohol School Instructor 
Alcoholics Anonymous 
Arts and Crafts 
Assistant Chief Probation Officer 
Assistant Probation Officer 
Associate Staff Counselor 
Attention Home Volunteer 
Attent3.on Home Board Member 
Audiological Test Administrator 
Audiological Test Interpreter 
Audiologist 
Baby Care Volunteer 
Babysitter 
Background Information on Probationers 
Barber 
Big Brother 
Big Sister 
Budget Committee Member 
Camps, Campittg 
Case Aide 
Case Ai,je, Intake 
Checking and Enforcement of Court Orders 
Chief Counselor 
Chief Probation Officer (Volunteer) 
Child Support Aide 
Child Welfare Aide 
Christinas Project Volunteer 
Church Referral Minister 
Clerical Aide, Clerical Volunteer, Clerical Se~~ces 
Clipping Service 
Clothes Closet Volunteer 
Clothes and Laundry Cleaning Services 
Clothing and Morale 

280 

-:1 

~,,---' ~_~ ______ ..... :...-..-.....; ............ ,~_~,,\'~"" 'i " .......... ] 



Volunteer Job Title o~ Categorz 
/ 

Clothing, Clothing Volunteer 
Coordinator 
Cosmetician, Cosmetologist 
Court Referee (Volunteer) 
Court Services 
Cout't Watchers 
Data Analysis, Collection, Coding 
Decoration, Fix-Up 
Dentist 
Deputy Probation Officer 
Desk Service 
Detached Worker 
Diagnostic Home Volunteer 
Discussion Group Coordinator 
Discussion Group Leader: juvenile 
Discussion Group Leader: Parents of Probationers 
Driving Instruc,tion t Driver School 
Educational Aide 
Employers 
Employment 
Employment Counselor 
Encounter Program Volunteer 
Entertainment, Parties 
Facilities 
Family Living Course 
Family Worker 
Field Placement 
Finance 
Foster Parents 
Foster Parents (Group Home) 
Foster Parent (Individual) 
Foster Parents Coordinator 
Friendly Visitor 
Fund Raiser 
Grooming Services 
Group Counselor 
Group Guidance Volunteer 
Group Psychoth~rapist 
Guidance Counselor 
High School Advisory Council Member 
Home Economics 
Home Skills 
House of Detention Volunteer 
Infirmary Volunteer 
Information on Probationers 
Insu~ance 

Intake Aide 
Intake Volunteer 
Job Registry 
Job Testing Voluntee,r 
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VglunteetJob Title o~ Category 

Jobs for Juniors 
Junior Cadet Instructor 
Juvenile Clinic Volunteer 
Juvenile Conference Committeeman 
Juvenile. Jury 
Juvenile Rehabilitatation and; '8ig Brother Program 
Lamp Lighte1;s 
Lay Group Counselor 
Legal Consultant 
Legislation~ Lobbying 
Librarian . 
Library Board 
List~l-to-a-Child 
Marriage Counselor 
Materials and Supplies 
Messenger Setvices 
Minister of the Month 
Ministerial Services 
Neighborhood Work 
Newsletter Editor 
Nursery Aide 
Nursery School Volunteer 
Occasional Service Volunteer 
Occupational Therapist 
Office toJ'ork 
Office Horkeit' 
One-to-One Volunteer 
Optometric Test Administrator 
Optometric Test Inte~preter 
Optometrist 
Parole Adviser 
Petition Aide 
Physician 
Police Support 
Pre-SchQol Volunteer 
Pre-Sentf~m!e Invest.igator 
Preventative Court Coordinator 
Probation Aide 
Probation Officer Aide 
Professional Skills Volunteer 
Psychiatric Social Worker 
Psyc1:'datrist 
Psychologist: Clinical or Guidance 

,>Psychologist: Test Interpretation 
Publ:tc Relations 
P,eceptionist 
Record-Keeping 
Recreation, Recreational Activity Volunteer 
Recreation" Scholarship, Vocation 
Recruiter 
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Volunteer Job Title 6~fategotY 

Religious Guidance, 
Remedial R,eadtng Specia.list 
Researcher 
Resource Development al1ld Administration 
Resource Groups, ReSQUl:ce Directory 
School Liaison 
School Volunteer 
Secretary 
Social Work Associate 
Social Worker 
Sociologist 
Speakers t Bureau 
Speech Therapy 
Special Directing Board Membe'r 
Special Program Aide 
Special Skills Volunteer 
Spiritual Rehabilitation 
Sponsor 
Spruce-Up 
Stay-in-Job 
Stay-in-School 
Student Probation Officer 
Talks for Parents or Probationers 
Teen Aid, Inc. 
Test Administrator and Scorer (Objective Teste) 
Test Interpreter (Objective Tests) 
Testing Program Coordinator 
Therapist 
Transportation Volunteer 
Tutor 
Tutor Program: Administration 
Tutor Program: Sch~ol Liaison 

. Typist 
Visitation Volunteer 
Vocational Service Aide 
Volunteer. Assistant Chief Probation Officer 
Volunteer Chief Probation Officer 
Volunteer Coordinating Council Chairman 
Volunteer Coordinating Council Member 
Volunteer Counselor 
Volunteer Juvenile Counseldr 
Volunteer Probation Counselor 
Volunteer Probation Officer 
Work Program 
Work program Coordinator 
Writer (Inf~rw~tional or Promotional Material) 
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CHAPTER VII 

EDUCATION AND TRAINING OF PROBATION OFFICERS 

Introduction 

In the 1950's, the National Probation and Parole Association (NPPA) 

recommended that all probation officers hold a bachelor's degree supple

mented by at least one year of graduate study or full-time field 

experience,l on the assumption that an educated officer is a more 

competent and mature individual and thus is in a better position to 

efficiently perform the varied functions of the probation officer. 

However, it was not until the educational emphasiS reflected in the 

1967 President's Commission on Law Enforcement and the Administration of 

J'ustice Task Force Report and the federal funds were available tha t the 

d.emand for a college education for probation officers began to rise. In 

1970, the Amed.can Bar Association (ABA) reaffirmed the old NPPA standard 

and suggested that attainment of a master's degree be the preferred norm.2 

It was noted by the ABA that, while few departments have held to this 

standard, many are encouraging their personnel to become involved in 

higher education. 

What evidence is there that the formal, post high school education 

suggested by this standard should be required of probation officers? 

Comanor has suggested that acceptance of the phUosoplrlY of professional 

education as a necessary preparation for entry into a position, has 

several practical advantages for employing organizat:f.ons: 

1. Responsibility for basic preparation for th,e field is assumed by 

educational institutions and by the student. This represents a large 
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scale investment of time, money and educational skill which will not be 

required of the employing organization; 

2. The graduate degree is a positive indicator of the suitability 

of the new employee for the position, reducing loss of organizational 

efficiency through errors of recruitment and slowness in assuming a full 

workload; 

3. It reduces the scope of training for which the organization and 

field must take responsibility, permitting focus on advanced work and 

innovation, instead of directing effort to elementary knowledge; 

4. A common base of knowledge is assured, enhancing internal 

communication and cooperation, and facilitating interchange and influence 

with other fields and organizations; 

5. The professional perspective, i.e., the profession's social 

accountability and the learning of contempo:cary concepts at the graduate 

level protect against organizational introversions and intellectual 

isolation. 3 

Unfortunately,Comanor offered no empirical data to support these points. 

Secondly, he made no attempt to ascertain the nature and extent of the 

education that will lead to the greatest benefit for the probation 

system. The literature is replete with often contradictory educational 

curriculum proposals. Each of these seems to have raised operational 

issues as various departments have sought to adhere to one' form or another 

of these pre-service educational and/or. in-service training programs and 

standards. However, the critical, over-riding issues of the past twenty

five years have focused on whether there is a need for advanced pre-service 

education and, second, what type of in-service training will provide the 
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greatest benefit to the probation officer, the department, the clientele, 

and the system. 

Pre-Service Educational Standards 

The premise that a university graduate is more capable and competent 
, 

a probation officer seems to have been generally accepted by criminal. 

justice planners, administrator.s and educators,4 although there seems to 

be little hard evidence to support this idea. This lack of hard data can 

be attributed in large part to the lack of a consensus as to the 

objectives of the pre-service educational programs.5 Schnur has pointed 

out that, in order to assess the impact of pre-service education we must 

first agree upon the proper purpose and practice for probation officers.6 

To date, there bas been no consensus as to their proper function,7 nor 

can we reasonably expect there to be, given our de~entralized system of 

justice, where the 'proper function I varies from jurisdiction to juris,· 

diction and from situati~n to situation. Newman is credited with a 

similar conclusion which holds that before arriving at a decision as 

to the function of education, we must decide What it is the correctional 

system is to accomplish. He states: "Training must be training for 

something and as long as we do not know wh~t that something is, we cannot 

say what proper training should be.,,8 Schnur has pointed out that the 

establishment of educational standards seems quite premature when COl~-

.. ~. . 9 
rections has yet to come to a consensus regtlrtiing its own objectives. 

".::: ... -

Edwards has stated that the main task of designing arl'''e'ffective program 

is to bring into focus clearly what the program :b':l to achieve.10"This 

focus has not been made in the area of probation nor corrections as a 

whole. If it is assumed that a proper function can be defined for 
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probation, several logical steps mus,t be followed to determine what 

comprises a competent performance of that function. First, eompetency' 

must be categ,orized into basic elements (skills) and then some determin-

ation made as to the weighted significance of each element upon overall 

probation competency. Once having performed these previous steps and on 

the assumption that an accurate, obtainable indicator of competency could 

be dev'eloped, we would finally be able to empirically measure the impact 

of education upon competency. 

Pre-service education is defined here as being college education 

received prior to employment as a probation officer. A few researchers 

such as Cohn,ll Miles,l2 and Newman,l3 have addressed themselves to this 

subject by examining varil)us probation work elements they perceived as 

fundamental and evaluating the impact of education upon those elements. 

Up to this time however, there seem to have been no empirical attempts 

to evaluate and categorize competency into basic elements and to 

quantitatively ascertain the weighted significance of each element upon 

probation officer cow~etency. This need has been recognized by such 

authors as Sternback,l4 Taylor and McEachern,l5 the California Youth 

Authority,16 and the State of Oklahoma Probation Department,l7 for 

without such an empirical analysis, we will remain uncertain about the 

true worth and impact of education upon probation officer performance. 

While an analysis of probation work elements as described above 

seems unattainable at this time, perhaps a cost/benefit review would be 

helpful. Taylor and McEachern point out that there is a "traditional 

acceptance of the fact that a little time lost in training is made up 

later in increased effl.c:.Limcy. ,,18 However, they present no foundation 

for such a claim, possibly because, again, there does not appear to have 

293 

. ~' 

" ·~~ __ lI!li·IIiI' ________________________ ~ 



-_ .. ., '---~ 

been any research done in this area. 

Cost/benefit analyses would help determine the nature, fre.quency, 

and quantity of educational investment that woUld bring the optimum rate 

of return (in this case optimum competency) at the minimum cost. Such an 

undertaking is methodologically hazardous, for to undertake this type of 

study also requires clear-cut, predetermined iiproper probation officer 

functions, U as well as a consensus as to what comprises a compet,ent 

performance of each function. Such determinations are extremely difficult, 

as has been suggested previously. While extensive difficulties may be 

present in any attempt to measure output and efficiency of probation 

agencies, Ostrom19 has pointed out that such efforts must be undertaken 

to evaluate the success of reforms and to predict success or failure with 

a higher degree of accuracy. Without serious attempts to evaluate the con-

sequences of reform, future changes may produce more harm than good. 

As mentioned, there have been only a few attempts to handle these 

issues. In 1970, Cohn conducted a study involving some 270 probation 

officers and administrators. 20 He found that the higher the level of 

education, regardles~ of the area of study, the more lenient the 

probation administrator tended to be, and conversely the lower the 

educational achievement, the. mPre. se.vere he tended to be. He further 

reported finding no significant difference between pre-service education 

subject area studied and case judgment. However, he did observe a 

tendency for Ulldergraduate social work majors to be slightly more severe 

in their judgments than under-graduates with other majors. This.has 

been an issue of great debate inthel,liiBt few years. While there are 

many who concur with Cohn that the area of study does not make a difference 

upon attitude or performance, there are those who feel quite strongly to 
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the contrary. Schnur has stated that "training for correctionls should be 

training in corrections."21 Others, such as Newman espouse a more liberal 
22 

educational preparation but with emphasis on correctional topics. 

From 1974 to 1975, the city of Phi1adephia conducted an evalu.ation 

of their probation officer in-service training program.23 A major com-

ponent of the program was a series of mandatory undergraduate and 

graduate level course work for the officers. The major C'Lspeets of the 

evaluation included at least a week.1y face-to-face confe~rence betWl'.!en 

probation officer trainees and the training unit, along with cla~sroom 

inst.ructor feedback to the probation department staff. A quest.ionnaire 

mailed to past training participants was also ana1yze.d. Unfcrtu-nately, 

the researchet's did not utilize a uniform method of evaluating subsequent 

performance, thus no att.empt was made to assess the actual impact of 

training on the officers i 1eve1 of performance or competency. However, 

the existin"g.data do "not support any necessary connection between 

education and competency in the human services field. ,,24 While Newma.n has 

suggested that, i~ general, pre-entry education should develop general 

skills and bring an aura of maturity and professionalism to the probation 

officer, he has concluded that "neither education nor lack tif it assures 

us of a stabl\) and emotion.ally matureindividllal.,,25 Schnur would seem 

to agree with Newman that education is not a substitute for personal 

maturity, and, in calling for a ro~ratorium on the establishment of edu-

cationa1 standards for probation officers, stated that wha.t is importa~t 

is not how the applicant secured hi.s knowledge and ability, but whether 

he has wh3t it takes to be a gaod officer.26 A fifteen year study by 

Heath in.dependently concurs with Newman'~ 'DbservaUons, suggesting that 

good grades and other usual measures of academic success do not correlate 
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with personal maturity and competency in later life. 27 

Leeds has asked if the necessary inter-personal skills can be 

developed in a college setting. In his opinion they cans although he 

further states that the practice of overwhelming the educated probation 

officer with a caseload of 1~OO-150 probationer:; negates the value of that 

education. Leeds, hOlve'ver, provides nO' indication as to how this conC'~lu

ston wa,s derived. 28 

In 1961, the State of Wisconsin examined the function of probation 

and parole as interpreted by 116 officers. The results of this study are 

qu.ite provocative. Milests report of the study suggested that pre-service 

'=ducation "had somewhat of a negative association with the probati.()n and 

parole officers'(personal) opinions.,,29 This negative association was 

manifested in;feeli.r.gs of insecurity and inability to reconcile the 

principles of casework as pres~nted in schools of social work with the 

elements of surveillance and law enforcement required by the officers' 

day-to-day tasks. Miles also noted that the officer who enters probation 

service without a graduate level education experiences less of this trauma, 

and, after several years ofexperience~ there is very little difference 

between the ph'ilosophy and the practice of the educ:ated and less educated 

officers. 30 This would lead one to believe that the value of pre-service 

education is predominantly short-ru..'l in ,i:!!}F!;lt;i:and its immense cost may 

not be. worth such a minimal, p~ha.ps even negative, benefit. 

!I}?'Service Train:;"n,a Standards 

In-service training is defined here as training received fJ.ubsequent 

to acceptance as a probation department employee. The establishment of 

standards in the area of in-ser..rice training mee.ts with many-of the 
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ll.lethedelegical hazards previeusly detailed abeve. In the absence of. any 

hard data as to, the most benefl.cial training curriculum, prebatii>n has 

seen a myriad ef suggested curd.cula as previously mentiened, lITnich are ~ 

often. centradictery even within a single program. The Philadelphia preject 

n(j,tf~d censiderable n&1llbivalence, difference and clash of opinien as to, 

preper training functiens, structure and activity.,,3l In 1975, the 

Natienal Ceuncil en Crime and Del:l'.nquenc1 repert ef the Flerida Parole 

and Prebation Coromissien stated: Illthere is indicatic'ln that expectations 

ef what training sheuld de are different among semra key peeple, all ef 

ltlhem are lecated higher up in the organizatien than the training manager. 

lDepend5.ng en who, is talking. to, er making demands en training, the 

32 
expectatien is subtly different." 

This situatien again points tv the need of determining the elements 

Gf tl ceDlpetent;prebation efficer perfermance and quantitatively ascertainl.ng 

the nature and extent ef the training needed to, produce the greatest 

benefit fer that perfermance at the least cest. Until this is dene, we 

will be unable to, determine the true impact ef training upen t~e system. 

Despite some of the conceptual problems outlined here, ~re should 

censider several operatienal issues. In-service training has generally 

been aivided into, two, time-frames, each with its awn bread ebjectives, 

namely erientatien training and developmental training. 33 Orientatien 

training is, as its name suggests, previded to, acquaint the. prebatien 

officer with the ce~unity and with the prebatien department as an ergan-

izatien ~d inst.ruct him in the basic mechanics ef prebatien service._ 
.'~ .. -. . 

Developmental training isprcvided to, polish skills and attend,tQ' the 

individual, prabatien officer needs in increasing his owpj(jb perfermance 
. /., 

.'C- ~fficiency. Departments vary widely in the amount of educatien and 
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training which they require and offer. Wh:Ue there does 11:ot appear t:o be 

any comprehensive nationwide review of developmental and orientation , 

progra1l1S being offered, a nUluber of studies were reviewed. TheEe- iJl;udies 

demon,strated a ,lack of consistency in both the nature and degree of 

tra~ning provided. For example~ the Oklahoma Department of Corrections 

./ requires a 120-classroom hour orientation training period and an 

additional 120-classroom hours of developmental training to be certified 
34 

a8 a probation officer. Massachusetts general law states f;hat all incoming 

probation officers are to receive formal orientation train,ing within six 
-

months of their appointments and a 45-hour developmental training sessio~ 

35 at least once every three years thereafter. The state. of Florida recom-

mends forty hours of orientation during the first year and sixty additional 

hours during the first ye~r.36 

Operationalizaticln of these standards is another 1I18.ttel'. For ~ample, 

"lTlQ~t Dff!;:ars in Floridal;'I}Ported that they were on the job froin one',l:u t"'wo 

months and had a full ca.seloaa: before receiving any formal orientation 

training and by then it was qui tel irrelevant and redundant. In addition, 

a great deal of a.'1Xiety was experienced since the training required. a two ,,~eek 

37 
,absence from the field. 

On the other hal1d" f30w.e jrograms have found wide probation offiLcer 

acceptance or their operations. The Cleveland State University Traini~g 

Institute was evaluated as "good" to-,"very good" by 88 perc~nt of the 

participants. 38 Seventy percent of the probation officers who participated 

in a 1974 training program in Kentucky felt that the training had improved 

some aspect of their service delivery technique. One hundred percent of 

these probation officers' clients noted that, since the training, the 

39 
officers had improved their services in some.way. 
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A survey of probation pe'rsonnel in fifty-two probation departments 

in the state of California found that probation officers preferred work-

shops and group sessions to any other form of developmental training. The 

following table represents techniques, skills, and knowledge covered in 

these workshops and the percent of the staff judged to be knowledgeable 

in the area as viewed by the probation department staff and administrators. 40 

Interestingly, administrators consistently estimate the knowledge level of 

the staff higher than the staff itself. 

TABLE 7.1 

KNOWLEDGEABILITY OF PROBATION 
STAFF AND ADMINISTRATORS 

Areas of Job Skills and Kl.Lowledge Percent of Staff Judged to be 
Knowledgeable in the Area 

Administrators 

General area of social sciences 96% 

General casework techniq"es 90% 

Social investigation techniques 94% 

Human relations 87% 

Orientation to the correctional field 87% 

Law as it affects the offender and staff 85% 

Utilization of community resources 83% 

Specialized diagnostic and treatment methods 72% 

Law enforcement techniques 

Custody control and emergency techniques 

Development of counnunity resources 

Management and administrative techniques 
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74% 

77% 

17% 

i3% 

Staff 

88% 

78% 

75% 

67% 

69% 

69% 

58% 

48% 

55% 

45% 

47% 

44% 
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The State of Florida provides training such as alcohol rehabilitation, 

drug and drug abuse trail,ling, 11MPI trainins& FCIC terminal operations, 

reality therapy, transactional analysis and general uu\nagement tr.aining. 

However, the 1975 NeCD report found this training to be conducted by 

poorly prepared instructors Who presented inadequate materials. 4l Senna 

has reported that some states "have reported the ternd.nation of their 

professional staff development programs; the reasons: 'loss of financial 

support' and some general dissatisfaction~,,42 

Studies that have examined different aspects of in-service training 

operations have uncovered some interesting observations. For e~ample, 

a 1973 California Youth Authority study of some fifty-two probation 

departments in California states that "staff in.terest in form.al training 

is influen.ced by the extent to which they believe it Will contribute 

toward g;etting promoted. 1f43 The report went on to recognize a "clear 

need for more extensive training em.bracing a much larger number of c1ient

serving staff than have been involved thus far.,,44 The report does not 

give any indication as to how it arrived at this conclusion of a "clear 

need," other than the fact that 70 percent of the staff, who desire to 

receive additional training in order to receive a promotion, do not feel 

that adequate training is being provided. Sternbach's review of the 

Phi1adl(~lphia project found training to hav2 the "greatest impact upon new 

of£ice:I's who lack previous relevant education."45 The value of that 

initial training and all subsequent training, however, dec:reases 

as tilrLla on the job increases. This observation by Sternbach concerning 

in-se;l'vice training parallels the finding of Leeds regarding pre-service 

46 
education. The evidence indicates that the value of :l.n-·service training 

is predominantly short-run in impact, and thus its cost may not be worth 
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such a minimal long-run benefit. The State of Connecticut however, 

does feel that the benefit is worth the cost. Connecticut has recognized 

that with a new emphasis upon hit'ing younger, relatively highly educated 

persons as probation officers there is a likelihood of greater turnover 

in the adult probation officers ranks. They feel however that this turn

over can be reduced by offering explicit training and educational 

assistance to the probation officer and rewarding those who involve 

themselves in those pursuits.47 Leeds would agree in part, for he has 

advocated the view that educational and training opportunities must be 

made available tv probation officers' ~'~;r :V~_d rewards b~ given them for 

their efforts, not so much to increase the quality of the officer, but 

to spare the frustration which will inevitably develop among educated 

probation officers when an under-educated supervisor is giveu responsibility 

for their direction. 48 Schnur also concurs with this concept in part. 

He has identified the practice of seniority advancement as a threat to the 

entire concept of trained probation officers. A promotion system based ou 

seniority and the lack of lateral entry complicate the task of promoting 

the most qualified personnel. The best person for the job should be 

selected, regardless of his years of experience, since mere experience is 

no guarantee that a particular individual can do a job better than some

one e1se.49 By the same token, a well-educated and trained man offers no 

guarantee that he can do a job better than someone else. The education 

and training may have given him the tools, but he must know how to use 

them in the field, and he must be willing to continue to use them. 

As with pre-service education, a variety of opinion exists as to 

the nature of the in-service training program that would best meet the 

probation officer's needs. As previously noted~ Schnur has stated that 
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training and education for corrections should be training and education 

50 
in corrections. He might well concur with the State of Connecticut 

51 which supports the following topic areas for staff development training; 

(1) understanding criminal behavior 

(2) socia/legal environment 

(3) state laws/legal structure 

(4) department of ad~t probation orientation 

(5) 'how to' regarding probation officer duties 

(6) basic personal skills needed by probation officers 

(i) co~unity resources 

(8) community relations 

(9) managerial skills 

Edwards has strongly advocated training probation officers in the use 

of sensitivity training techniques. "To be more effective," Edwards has 

stated, "probation officers must comprehend sociological and psychological 

problem.s experienced by their clients. ,,52 Sensitivity training can help 

the probation officer to be more aware of those needs, Edwards asserts. 

The entire September-october 1967 edition of the Aw~rican Behavioral 

Sdentist was devoted to this group therapy training concept and pl'esented 

a suggested technique for disseminating the information to probation 

officers and other social workers. The authors stated that a course which 

trains probation officers and other social workers to use group therapy 

training with their clients can be taught in a relatively brief fifty 

hour session.53 

Beyond the issue of content a major problem that tends to confound tne 

training issue is the organizational structure of the department. The 
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1975 Philadelphia project report referred to an "isolation of th~ training 

unit from the department conununication network.,,54 A F1Qrida report stated 

that area trainers and supervisors experienced a degree of frustration 

because they felt the ~entra1 office training unit staff obstructed 

their attempts to provi.de meaningful and innovative training. 55 The best 

organizational location for the training function is an unresolved issue. 

Large states such as California, New York and Texas have long struggled 

with the problems of how to organize a probation training plan which would 

meet the needs of officers from small, rural departments as well as those 

from larger, urban departments. 

Two basic ideas have emerged in the past few years and bo th have 

experienced some degree of ' operational success. The first broad approach, 

which seems to be the most popular at the moment, advocates a centralized 

approach. Proponents of this concept, such as the states of California, 

Connecticut and Florida opt for a centralized training unit located in 

the state department of corrections with mandatory training requirements 

for all officers. In Florida, some problems developed because local 

officers with local training responsibilities felt overburdened with work 

and reacted negatively to divided supervision (i.e., their Chief Probation 

Officer and the central office training unit staff). If these problems 

are to be eliminated the responsibilities for personnel training in this 

centralized aPf1roach must be handled at all levels by personnel whose 

sole responsib:L1ity is training. Taylor and McEachern have advocated a 

national training program developed by the federal government for 

distribution 'to the line personnel through training units in the state 

department of corrections.56 Taylor and McEachern realize that some 

degree of state and local objection to such a proposal will arise, but 
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nevertheless back their proposal with the following points: (1) It has 

become increasingly important that a means be found to introduce social 

and behavioral science :research directly into the working operations and 

training operations of the de~artments; (2) When the smaller department 

does invest its time and money training its officers, it is often only to 

lose them a year or so later to a larger department with the advantages 

of better pay, more facilities, and greater opportunities for advancement; 

(A 1956 study of California Probation officers found a very strong 

positive correlation (rs = .94) between county size and mean level of 

education among probation officers. This is, the larger the county, the 

more educated the probation officer population tends to be. 57) (3) It is 

doubtful that local probation departments will be capable of keeping pace 

with the magnitude and complexity of the problems they face by utilizing 

their own resources alone. Taylor and McEachern's plan calls for home 

study on the part of the probation officer, utilizing supplies such as 

tape casettes, movies, slides and reading materials prepared for him by 

the federal government. 

On the other hand a decentralized training approach is advocated by 

Bertinot and Taylor58 for the State of Texas, and by the NCCD for the 

59 State of Massachusetts. In this plan, training is strictly voluntary, 

although special incentives such as tuition reimbursement, salary increases, 

and promotil)nal opportunities are employed. Outside trainers are not used. 

Rather the officers determine their training needs and develop their own 

solutions to their training problems. This concept operates on the 

theory that adequate training resources are available on the local level. 

There is no training unit in the central office. The training function 

r.esponsibility is vested in the local chief and assistant chief probation 
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officer who are responsible by way of the usual chain of command to the 

head of the state department ,of corrections. 

In-service training programs, regardless of their organizational 

location, raise a number of issues, few of which have'been ad~quate1y 

explored. For the individual officer mandatory training programs can be 

extremely time-consuming. They can detract from available client time 

and they may compete with family and leisure time. Voluntary training 

programs on the other hand can create a dilemma for the officer who does 

not wish to participate, but feels pressured by those who do. The most 

difficult situation, however, may arise when in-service training is 

presented as an important requirement for advancement, but then ignored 

when promotions are made. 

In-service training can also create problems for the established 

organization. A 1965 North Carolina study observed a definite resistance 

to training among probation officers, especially when the training was 

viewed as a threat to their established roles and work patterns. To 

combat such difficulties, the study called for wide flexibility in the 

nature and timing of the course work and stressed the need for the devel

opment of personal relationships between, the trainees and the trainers. 60 

Summary 

The fact that probation as a profession has failed to define its 

goals has and will continue to hamper any solid evaluation of the value 

of pre-service education and in-service training upon probation ~rork. 

The need for gradua~e level education and frequent in-ser·Jice 

training has been advocated for many years. There has come to be a 

philosophical acceptance of formal education as a pre-requisite of 
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quality probation service, and of in-service training as a means of main-

taining and improving that service. .This need has been 'documented' by 

several national co~1.ssions and organizations,6l along with a score of 

individual tvritera and researchers. 62 However, our review of these works 

has found 11CI empirical documentation that education can improve overall 

performance~ Furthermore, our review has found no empirical evidence to" 

the effect that the cost involved to the individual, the department, the 

clientele, and the system is worth the benefit derived. In reality, the 

evidence available offers no support for the traditional theory. In 

summary: 

(1) There is no support f.or any connection between education 
and competency in the human service field. 

(2) There is no indication that a graduate level education in 
social work is of any greater value to probation officer 
competency than a non-graduate level education in any field 
of study. 

(3) There are indications that a graduate degree negatively 
affects probation officer opinions for the first few years 
on the job. 

(4) There are indications that after a few years on the job 
probation officer philosophy and performance levels for 
the graduate and non-graduate are generally the same. 

(5) There are indications that the effects of in-service 
training decrease as time on the job increases. 

From this evidence, it appears that probation as a profession should 

proceed cautiously before adopting any firm educational standards or in-

service training programs, at least until more is known concerning the 

aggregate impact of such plans and until probation can determine if it 

is getting what it wants in terms of education and training, and 

probation officer performance. 

306 

-

I 

J 
1 

:~ 



, 
... 

FOOTNOTES. 

CHAPTER VII 

,1National Probation and Parole Association, "Standards for Selection of 
Probation and Parole Personnel," in Dressler, Practice and Theory 
of Probation and Parole, (New York, New Yo~k: Columbia University 
Press, 1959) p. 224. 

2American Bar Association, Standards Relating to Probation (New York, 
New York: American Bar Association, Project or Standards for 
Criminal Justice, 1970) p.92 

3Albert Cow~or, Proposals for a Staff Training Program fer New Jersey 
Probation (New Brunswick, New Jersey: Rutgers University, School 
of Social Work, 1964) p. 44. 

4Clarence M. Leeds, IIProbation Wor!:. Requires Special Training" F~deral 
Probation, Vol. 15 (ASI) p. 25. 

5A1fred C. Schnur, "Pre-Service Training," Journal C?f Criminal Law, 
Criminology, and Police Scj~nce Vol. 50 (1959) p. 27. 

6 Ibid., p. 27. 

7Alvin W. Cohn, Decision-Making in the Administration of Probation 
Services: A Descriptive Study of the Probation Manager, (Bexkeley, 
California: University of California. Ph.D. Dissertatj~n) Chapter V. 

8Charles L. Newman, Sourcebook on Probation, Parole and Pardons 
(Springfield, Illinois: Charles C. Th~s, 1970) p. 84. 

9Schnur, ibid., p. 28 

lOa. Franklin Edwards, .!r~:;;group Worksho2~icr--~ricopa County Probation 
Officers (Phoenix! Arizona: ~ricopa County Probation Department, 
1973). 

llCohn, ib id • 

l2Arthut'P. Miles, "The Reality of the Probation Officer's Dilemma," 
Federal Probation, Vol. 29, No.1 (1965). 

13Newman, ibid. 

14Jack C. Sternbach, E~ecutive Summarx of Evaluation Report: In~Service 
and Graduate Training Project (Philadelphia, Pennsylvania: 
Philadelphial?robation Department, 1975). 

l5Edward Ta}l'lor' Slid Alexander McEachern, "Needs and Directions in 
'Proy~f!.ton Training," Federal Probation, Vol. 30: No. 3 (March 1966). 

307 

.£5 

j 

i 
I 

I 
I .. 



I 

I 
l 
I 
I • 

I 
I 

16California Yo~th Authority, .!f!tucation, Training and Deployment of Staff: 
A Survey of Probation Departments and the California· Youth~"".lchori ty 
(Sacra~ento, California: California Youth Authority, 1972). 

170klahoma Department of Corrections, Improved aD~xpanded Probation and 
!'!.role Services: Research Report liS (Oklahollla City, Oklahoma: 
Oklahoma Department of Corrections, April 1973) p. 30. 

18Taylor and McEachern, ibid., p. 19Q 

19E1inor Ostrom, "On the Meaping an.Q,tfg~~ure!nent .0£ Output; and Efficiency:·~~· 
in the Provision of Urban Police Services," Journal of Criminal 
Justice, Vol. 1, No. 2 (1973) pp. 93-111. 

20n h vO n, ibid. 

2lSchnur, ibid., p. 30. 

22 Nel\.'lllan , ibid. , pp. 88-90. 

23Sternbach, ibid • 

24Ibid • , p. 6. 

25 Newm--" ca. .... , ibid. , p. 85. 

26Schnur~ ibid. , p. 28. 

27Douglals H. Heath, "Prescription for Collegiate Survival: Return to 
Liberally Educate Today's Youth," !4keral Education (May 1977) 
pp. 338-350. 

28 
ibid. s 2~. Leeds, p. 

29Miles, ibid. , p. 21-

30Ibid. , p. 21. 

3lLeeds, ibid. , p. 2. 

32National Council on Crime and Delinquency, Management,Plan Prepared For 
Florida Parole and Probation Commission, (Austin, 'Texas : National 
Council on Crime and Delinquency, 1975) p. 166. 

33Newman, ibid., and National Council on Crime and Delinquency, 
Massachusetts Probation Training Needs, (Austin, Texas: National 
Council on Crime and Delinquency, 1975). 

34 
Oklahoma Department of Corrections, ibid. 

35National Council on Crime and Delinquency, Massachusetts Probation 
Training Needs, ibid. 

308 

.1 

'I 
1 
I 
~ 



---'~- ' 

if 
i~"~ 

·~/V 

36National Co~cil on Crime and Delinquency, Management Plan Prepared for 
Florida, ibid. 

37]bid., p. 169 

3801arles M. Unkovic and Gloria D. Battisti, StudY of Ohio Adult 
Correctional Personnel and Training Program, (Cleveland, Ohio: 
Cleveland State University Correctional Training Center, 1968. 

39Kentucky Mental Health Manpower commission,co~nity Resource. 
Management Training for Kentucky Probation and ParoleOf£i~ersz 

(Frankfort, Kentucky: Kentucky Mental Health Manpower Com~ssion, 
1974). 

40California Youth Authority, ibid., p. 40. 

41National Council on Crime and Delinquency, Management PlaIl Prepared 
for Florida, ibid. 

42Jo;iph J. Senna, "The Need for Professional Education in Probation and 
.. Parole" Crime and Delinguency (Jan. 1976) p. 72. 

43California Youth Authority, ibid., p. 40. 

44I bid' 1i p. 44. 
'-"'~. 

I 

45Sternbach, ibid., p. 9. 
I 

4' I °Leetlis, ibid. 

47Cormecticut Department of Adult Probation, Job Task Analys:i.s and 
Personnel Organization StudX Final Report, (Hartford, Connecticut: 
Department of Adult Probation, 1974) 

48 I,eeds, ibid. 

49 Schnur, ibid., p. 28. 

50Ibid., p. 30. 

51Cotlllectic:;?tDepartment of Adult Probation, ibid., pp. 86-9l. 

52Edwards, ibid., p. 1. 

53American Behavioral Scientist, Vol. 11, No.1 (September-october 1967). 

54Sternbach, ibid., p. 2. 

55National Council on Crime and Delin~ency~ ~~na&emgnt Plan Prepare~ 
for Florida, ibid. 

56Taylor and McEachern, ibid. 

309 

l 
C~,.lm!!! __ "''''IIIIIN ___ IIIIIIiI ______ .''. _1IIIiiii ______________________ _ 

~ '. • ,. '. :..:" ... 0.. 

.; 

I 



::- / 

$7National Probation and Parole Aseociation, Probation in California 
" (Sacramento, CaJ_ifornia:National Probation and Parole Association, 

1957). ' 

5Br.ibby Bertinot and Jack E. Taylor, "A Basic Plan for Statewide Probation 
Training, n Federal Probati(m, Vol. 38, No. 2 (June 1974) pp. 29-31. 

59Nationa1 Council on Crime and Delinquency, Nassachusetts Probation 
Training Needs, ibid. 

60NO':ftll Carolina<1triiversity Training Cefiter on Delinquency and Youth Crime, 
Probation Training: Content and ~fethod, (Washington, D.C.: U.S. 
Department of Health, Education and Welfare, Office of Juvenile 
Delinquency and Youth Development, 1956). 

61Fo1:' exalnp1e, see: President's Commission on Law EnforcemeIlt and the 
Administration :Ox Justice, Task Fot'ce Repor.t: Corrections 
(Washington, D.C.: U.S. G~vernment Printing Office, 1967) p~ 100; 
American Bar Associatior.1, Standards Relating to Probation 
(W~shington, D.C.: American Bar Association, Standards for 
Criminal Justice Standards and Goals, A National Strateg¥ to 
Reduce Crime (Washington, D.C.: U.S. Government Printing Office, 
1973) p. 192. 

62For example, see: Joseph J. Senna, "The Need for Professional Educatt9u 
in Probation and Parole" Crime and Delinquency (January 1976) pp. 67-74; 
I!~d\tlard M. Taylor and Alexander W. McEachern, "Needs and Direction 
in Probation Training, It Federal ProbatiQ!!., Vol. 30, No. 3 (March 
1966)pp. 18-24; Charles L. Newman, Sourcebook on Probat~ont~P~~ole. 
and Pardons, (Springfield, Illinois, Charles C. Thomas, 1970), and 
Don Loughery, "College Education, A Must for Probation Officers?1J 
Crime and Corrections, Vol. 3, No.1, (Spring 1975) pp. 1-7. 

310 



j. 

.- ;.:.: .. 

CHAPTER VIII 

TIME STUDIES OF PROBATION 

Purposes of Time Studies 

Early industrial time and motion studies werear~t;utgrowth of 

Frederick Taylor's principles of sc:i:,eI".t:ific management. Taylor's work, 

in the latter part ~f the 1800's, generated the first body of organized 

and explicit knowledge of mana-gement. His theodes" particularly those 

concerning time and motion studie~?were refined and expanded by other 

researchers such as the Gilbreths, Mayo~ and Gantt. The purpose of time 

studies in business and industrial settings was the improve'ii'lent of 

operating procedures in order to increase production and reduce costs. 

In contrast, Miles notes that time studies have been used in social. 
,.,-

agencies to answer the following types of questions: '~qwmany caseworkers 

are required to handle a specific numb.~,t·;of cases? What are the costs of 

administering sp:ciJic- 'lSer~ices in an agency with multiple functions'? 

Hr~m.uchtime do caseworkers spend in direct services to clients, com-

pax'ed with 'the amount of time devotedt:o such indirect activities as 

traveling!) case recording, and office .:0ork?"1 Thus, time studies can be 

useful in detGrmining the rel.ativeadministrative effort allocated to 

various programs within an agt~ncy, in determining the Goe:t.:{!vt)-f the 
- -.... ~ ~ 

vcrriQus. services performed bY the agency, in improving supervisory pro-

cedures and record-keeping; in time-use analyses, and in performance 

budgetin~. 

311 



:;'::" 

~----~-----------~--------~--------~--~~--

For probation and parole departments, Miles states: aTime>studies 

provide a factual basis for the assignment of probation and parole 

officers' workloads, for the allocation of: costs s and for further 

research."2 

Time StudX Considerations 

Miles defines five important issue.s t6'-'6~' considered before under-
• ¥.".. '~ 

t:akiJ,lg a time study to determiI};~n:ow probation officers' time is 

allocated among various activities. These issues are sampling techniques, 

data collection, pret.esting, study supervision, and study participation. 

IQ.;3.'Hme study, a sample can be taken either of personnel or of 

time. A small representative sample, generally ten to twenty percent, of 

all personnel may be used, or all personnel in the agency may be included. 

The study may cover a block of time, from a week or ten days to more than 

a month, or may include only a number of selected non-consecutive days 

which are not announced to the participating personnel .in advance. Miles 

notes that each technique has advantages and disadvantages and that 

practical considerations will generally be the determining factPr in 
-

deciding which teclml.que 'WIll be use~. For example, it mj,ght be admin'" 

istratively difficult to include some officers and exclude others, 

particularly if the time period to be covered by the study is not known 

in advance. In addition, there are both clerical and supervision costs 

in performing a time study, and these may preclude the inclusion of all 

personnel or the use of a longer block of time. 

Data collection is generally accomplished thrgugh reporting forms 

which are tLlled out by the participating officers. The forms are 

usually comp:leted daily, and require th~1 officers to record their 
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activities by time intervals, frequently in six-minute (one-tenth of an 

hour) or fifteen-minute intervals. Participants either record their 

activities using their own words or select an activity category, from a 

pre-determined list, which best describes their actual activity. Infre

quently, officets do not recora their activities themselves but are 

observed by investigators who follow the officers through their working 

day, timing and recording the activities which are observed. 

Because a time study involves a considerable expenditure of planning 

time, supervision, and effort on the part of the participants, it is 

important that the procedures for the study and the forms to be completed 

are understood by those staff members who will be participating. There

fore, Miles observes: "A pretest of the study is essential to make certain 

that the forms are usable, the instructions comprehensible, and the 

supervision adequate."3 Pretesting the study may reveal unduly compli

cated forms, may show that some items on the form are easily misinterpreted, 

and may prove that reliable data can be gathered in a period of time 'which 

is shorter than had first been thought. 

Supervision of the study is also an important issue. Miles suggests 

that, for a statewide study, several full-time research staff members 

and supervisors should be used. There is also a need for one individual 

in each office to be responsible for on-the-spot supervision and for the 

preliminary editing of the report forms. In addition to written instruc

tions concerning the procedures of the study and the forms to be used, 

in-service training sessions for the personnel who will be participating 

in the study are also needed. 

Participation in the time study need not be limited to professional 

probation officers. It may be appropriate also to include pa:ticipation 
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by supervisory and administrative personnel, paraprofessionals, and 

clerical workers. 

Results of Time Studies 

With the3e issues in mind, a number of time studies will be examined~ 

The time studies which will be discussed were performed from 1956 to 1976, 

and cover county, state, and federal probation systems. Each study will 

be reviewed in terms of its purpose, design, and findings. 

In a 1961 study,4 'Wahl and Glaser conducted a pilot time study 

designed to provide an accurate basis for determining the amount of time 

required by federal probation officers for performing b6th major functions 

(such as presentence investigations, pre-parole plans, supervision, etco) 

and major tasks (such as interviewing, counseling, case recording and 

paperwork, travel, etc.). The federal probation officer's work is not 

limited to the probation function, but includes parole planning and 

supervision for the U.S. Board of Parole, mandatory release cases, 

military parole, and social service work for the U.s. Bureau of Prisons. 

As a result, the data presented in their findings include activities 

other than just those which relate to the probation function. 

The study was conducted for a three-week period in the fall of 

1961. During this time, thirty-one probation officers in fifteen 

judicial districts were asked to keep activity logs. The officers were 

selected in a way which would ensure that they were a representative 

cross-section of the types of offices within the federal probation system, 

e.g., rural, urban, small, and large. Both supervisory personnel and 

female probation officers were excluded from the study. 

The data collection forms were pretested and revised. In final 
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form, they required the officers to log their activities by six-minute 

intervals. Each activity was also recorded by type of case involved, 

nature of activity, location of activity, and purpose. The following 

tables illustrate the findings of this study. 

Type of Case 

TABLE B.l 

ALLOCATION OF TIME5 

BY TYPE OF CASE 

Presentence Investigation 

Probation 

Non-Specific 

Parole 

Prisoner 

Mandatory Release 

Post-Sentence 

Military Parole 

% of Time 

33.7% 

29.4 

IB.4 

11.6 

3.4 

2.3 

1.1 

0.2 

These data show that the federal probation officer spends one-third 

of his time preparing presentence investigations (33.7 percent). When 

all supervision related activities are added together (probation, parole, 

mandstory release, and military parole), it appears that the probation 

officer spends slightly more of his time (43.5 percent) on-supervision. 

Activities which could not be attributed to a specific type of case 

accounted for lB.4 percent of the officer's time. This category included 

such activities as mail, monthly reports, travel logs, staff meetings, 
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administrative duties, in-service training, community relations, and 

coffee breaks. 

TABLE 8.2 

AU,OCAT!ON OF TIME 
TO TYPES OF CASES BY LOCATION6 

Location/Activity % .to~ation Time % Total Tine 

Office: 57.5% 

Presentence Investigation 30.8% 
Probation 26.3 
Non-Specific 26.0 
Parole 10.0 
Other 6.9 

Field: 39.3 

Presentence Investigation 36.1 
Probation 34.7 
Non-Specific 6.7 
Parole 14.5 
Other 8.0 

Court: 3.2 

Presentence Investigations 55.4 
Probation 17.6 
Non-Specific 23.5 
Parole 3.0 
Other 005 

As Table 8.2 indicates, the probation officer spends more than.ha1f 

his time (57.5 percent) in his office. Of this time, 30.8 percent is 

spent in activities related to presentence investigations and 39.5 per-

cent is devoted to supervision activities. Another significant block of 

time (26 percent) is spent on non-specific activities. In contrast, when 

the probation officer is t.."Orking in the field, the amount of time spent 

on presentence investigations rises to 36.1 percent, supervision time 
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rises :0 50.9 percent, and non-specific time drops to 6.7 percent. Over 

half of the officers' court time (55.4 percent) is spent in activities 

related to the presentence investigation, while 23.5 percent of his time 

is not related to a specif~c case, i.e., "waiting" time. 

TABLE 8.3 

ALLOCATION OF TIME 
BY TYPE OF WORK BY TYPE OF CASE 7 

Par01e,MR, % of 
Type of Work PSI Probation Military Other Total Time 

Counseling 3.0% 47.1% 40.2% 3.1% 21.2% 

Administrative 4.2 3.5 2.3 55.7 15.5 

Report 
Writing 22.8 12.3 11.9 4.5 14.0 

Giving 
Information 12.3 10.2 15.0 7.0 10.9 

Case Review 12.8 6.6 4.8 3.5 7.7 

Initial 
Interview 15.0 2.2 5~9 1.5 6.9 

Home 
Investigation 4.0 5.8 6.2 4.4 4.9 

Job 
Investigation 3.6 4.0 6.0 2.4 3.8 

Other 22.3 8.3 7.7 17.9 15.1 

101ah1 and Glaser not~ that, although the probation officexs' job is 

usually assumed to be concentrated on wor~ng with their individual 

clients, table 8.3 shows that only 21.2 percent of the officers' total 

working time is devoted to client counselill!g, and another 6.9 percent to 

the initial interview with the client. In contrast, paperwork (including 

317 



. 

report writing, case review, and administrative activities) accounts for 

37.2 percent of the officers' time. The relatively large block of time 

(15.1 percent) devoted to nothern activities was explained by the authors 

as containing the activity of ngetting informatioIl" which .was not 

included on the od.ginal activity log as a possible choice. Since a 

great deal of presentence investigation time is spent getting information 

fron:. employers, friends:, and others, the omission of this activity as a 

sepalrate category also explains the 22.3 percent of the presentence 

activity time recorded as "other." 

T.ABLE 8.4 

ALLOCATION OF TUm 
BY TYPE OF 'ACTION BY LOCATION8 

Action Office Field Other % Total Time 

Personal In.terview 30.7% 52.2% 51.1% 39.8% 

Paperwork 54.2 4.5 3.2 33.1 

Travel 1.0 38.3 2.4 15.7 

Telephone 9.5 0.6 5.7 

Other 3.6 1.6 8.5 3.0 

Waiting 0.4 2.3 34.1 2.3 

Non-working 0.5 0.3 0.7 0.4 

As shown by Table 8.4, paperwork is the dominant activity of the 

probation officers' office time. Personal interviews which are case-

related account for less than one-third (30.7 percent) of the officers' 

office time. In contrast, over half the officers' field time (52.2 per-
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cent) if~ spent in personal iaterviews, while another significant amo1.Ult 

of tiw~ (38.3 percent) is spent in travel. The personal interview activity 

which accounts for 51.1 percent of the officers' court time refers to the 

court presentation of the presentence report and testimony regarding 

revocation. Over one-third of the officers' court time (34.1 percent) is 

spent waiting·. 

Several aspects of the way in which federal probation officers spend 

their time are apparent from the data collected during the course of this 

study. First, probation officers spend more than half of their working 

time in their offices, and more than half of their office time is spent 

on paperwork. Second, personal interviews account for almost two-fifths 

of their working time and more than half of their field time. Travel 

also accounts for almost two-fifths of the officers' field time. Wahl 

and Glaser note that the time which probation officers must spend on 

paperwork, traveling, or waiting places severe limitations on the amount 

of time available for other probation activities~ They state: 

TIle idea that the probation officer can use all his working 
time for investigation, or counseling, or job or home place
ment is a fallacy. The hidden (perhaps on the surface) 
nonproductive activities are part and parcel of his job and 
must be taken into account when budget estimates are pre
sented or when consideration is given to what kind of a 
probation service is needed, or more important, wanted.9 

Another study of the way in which federal probation officers' time 

is distributed among the various responsibilities of the Qfficers was 

conducted by the Federal Judicial Center. 10 In this study, a sample of 

104 officers was drawn from the 640 federal probation officers in active 

service at the end of 1972. The sample was selected to ensure a repre-

sentative cross-section of the varying sizes of probation offices in 

which the officers might work. Activity logs were kept by the 
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participating officers from January 10, 1973 through February 6, 1973. 

Officers reported the total amounts of time spent on each activity, which 

was itemized on the time sheete Again, under the federal probation system, 

probation offic~rs deal not only with probation cases, but also with 

parole, mandatory release, and military parole. 

Activities were grouped into general categories and displayed by the 

location of the activity. The findings of the study are presented below. 

TABLE 8.5 

ALLOCATION OF TIME 
BY ACTIVITY AND LOCATIONll 

% 
Activity Office Field Court/Other Total Time 

Supervision 16.7% 10.3% 1.6% 28.6% 
(Probation) (11.4) (7.0) (1.2) (19.6) 
(All Others) ( 5.3) (3.3) ( .35) ( 9.0) 

Investigation 20.7 9.4 3.3 33.4 
(PSI) (16.l) (2.7) (7.1) (25.9) 
(All Others) ( 4.59) (2.31) ( .60) ( 7.5) 

Non-Case Related 27.0 3.8 7.2 38.0 
(Administration) (24.6) (1. 7) (5.5) (31.8) 
(General Prep.) ( 1.6) (1.0) (1.28) ( 3.9) 

Total 64.4 23.5 12.1 100.0 

These findings show that the activities requiring the largest portion 

of the probation officers' \~orking time (38.0 percent) are those which 

are not related to any specific case, although the activities in this 

category may be closely related to the officer's work with his caseload 

as a tvhole. The sub-category of administration which accounts for 31.8 

percent of the officers' time includes both routine administrative 

duties as well as program development. These activities include such 
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case-related tasks as development of employment opportunities for released 

offenders, promotion of vocational training opportunities, staff confer-

ences, and promotion of strong contacts with court personnel, police and 

other providers of support services. The sub-category of general 

preparation includes training, professional meetings, and other activities 

which are related to the maintenance of professj.onal competence. As 

would be expected, most of the time spent on non-case related activities 

is spent in the probation officer's office. 

One-third of the probation officers' time (33.4 percent) is devoted 

to investigation activities, with the bulk of investigation time spent on 

presentence investigations. Again, most of the investigation activities 

are conducted in the probation officer's own office. 

The remaining portion of the probation officers' time (28.6 percent) 

is spent in supervision, with the largest portion of this time given to 

the supervision of probationers. Almost two-thirds of the officer's 

supervision time is spent in his own office. 

As can be seen from these findings, the federal probation officer 

spends almost two-thirds of his time (64.4 percent) in his office. The 

largest portion of this office time is spent on non-case related 

activities. Less than one-fourth (23.5 percent) of his time is spent in 

the field, with the bulk of this time devoted to supervision (10.3 per-

cent) and investigatiQn (9.4 percent). 

The 1973 Federal Judicial Center time study was replicated in 1975 

by the Division of Probation of the Administrative Office of the United 
12 

States Courts. The participants in this study were a random sample of 

139 probation officers. The data were gathered in the same manner as the 

1973 Federal Judicial Center study, which required the participants to 
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recolt:'d the total amount of time spent on each activity itemized on the 

time sheet. Data covered the period of October 29, 1975 through November 

25, 1975. 

The recorded activities were grouped into three general categories: 

non-case related time, investigation time, and supervision time. In the 

1975 study, however, supervision time was divided into "face-to-face" 

supervision and was further divided by the level of supervision (minimum, 

medium, maximum.) assigned to clients. Data were not recorded whidt 

indicated the location (office, field, court/other) of the activity. 

The findings of the 1975 study were presented as interval estimates 

of the amount of time spent by probation officers on each activity. The 

interval estimates were used in order to correct for potential error 

which might occur in generalizing the time allocations for probation 

officers as a whole from the data generated by a small sample of the 

probation officer population. The computation of interval estimates 

allows one to say with 95 percent confidence that the true value for 

the entire population is contained within the interval estimate. The 

findings are presented below. 

The data in Table 8.6 show that the amount of time spent by the 

probation service in supervision activities is within the interval of 

34.7-41.6 percent. When administrative staff are excluded and only 

prc)bation officers are considered, this figure ,rises to 30.9-45.3 percent 

of the officers' time. Within the sub-categories of supel~ision activi

ties, the time allocations for probation officers remain similarly 

higher. 
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!.ctivity 

Supervision 
Face-to-face 
Other 

Minimum Face-to-face 
Minimum Other 
Medium Face-to-face 
Me~ium Other 
Maximum Face-to-face 
Maximum Other 

Investigation 
Presentence 
Selective 
Other 

Non-Case Related 
Administrative 
General Preparation 
Community Relations 

TABLE 8.6 

ALLOCATION OF TUm13 
BY ACTIVITY 

Probation Officers/ 
Administrators 

34.7-41.6% 
12.7-16.0 
21.5-26.1 
2.5- 3.9 
4.2- 6.2 
5.8- 7.9 
9.9-13.0 
3.4- 5.2 
5.8- 8.4 

26.0-31.4 
15.3-20.1 

.8- 1. 7 
8.9-11.2 

29.7-37.0 
20.9-27.7 
5.1- 8.0 
1.8- 3.3 

Probation Officers 
Only 

39.0-43.5% 
14.5-17.7 
23.8-28.2 
2.4- 4.4 
4.6- 6.8 
6.5- 8.8 

11.0-14.3 
3.8- 5.8 
6.2- 9.1 

27.1-32.8 
16.7-21. 8 

.9- 1.9 
7.7-10.8 

23.3-28.0 
15.1-18.8 
4.7- 7.8 
1.6- 3.2 

The probation force as a whole devotes less than one-third of its 

time to investigation activities (26.0-31.4 percent). Again, this figure 

rises when administrative personnel are excluded (to 27.1-32.8 percent). 

Work on the presentence investigati~' accounts for a large share of the 

time devoted to investigation (15.3-20.1 percent, for the force as a 

whole, 16.7-21.8 percent for probation officers only). 

The amount of time given to non-case related activities is within 

the interval of 29.7-37.0 percent, however, this figure drops to 23.3-

28.0 percent when administrative staff are excluded. This difference can 

be explained by the large difference in amount of.time given to adminis-
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trative duties--20.9-27.7 percent for all personnel ~nd 15.1-18.8 percent 

for probation officers only. 

Carter conducted a time study for the Washington State Office of 

Probation and Parole in 1970.14 The study was designed to provide infor-

mation useful for administration, planning, budgeting, personnel matters, 

and training. All Office ~f Probation of Pa~ole personnel reported 

their activities in detail d~ing six separate weeks of recording. The 

activities were reported by the type of case, location of activity, kind 

of activity, and type of contact involved. It should be noted that this 

study was concerned with the activities of both probation and parole 

officers.. The results of the time study for prr'lat:ion and parole officers 

only (excluding administrative and supervisory personnel) are presented 

below. 

Type of Case 

Presentence 

Probation 

Parolel All Others 

Not for Specific Case 

TABLE 8.7 

ALLOCATION OF TIME15 
BY TYPE OF CASE 

% of Time 

7.7% 

24.5 

22.8 

45.0 

'1'hese findings show that almost half of the officers' time (45 percent) 

is not related to a specific case. The activities which fall into this 

category include group meetings, general correspondence, staff meetings, 
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etc. Probation cases and presentence investigations accbfjSt.~or less than 
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one-third (32.2 percent) of the officers' time. 

j ALLOCATION OF TIME 
BY LOCATION OF ACTIVITy16 

~-j 

Location % of Time 

Office 49.6% 

Field 28.5 

Court 3.0 

~ Jail/Other 18.9 

As Table 8.8 indicates, the probation or parole officer spends almost 

half of his working time (49.6 percent) in his office. Less than one-

third (28.5 percent) of his time is spent in the field. 

The findings presented in Table 8.9 show that officers spend a si8Oi-

ficant portion of their time (28.3 percent) on paperwork. This category 

inc1ud~s the organization, dictation, writing, and review of paperwork. 

Counseling activities, which account for 13 •. 9 percent of the officers' 

working time, include individual and group counseling and revocation 

matte~s. The process of information receipt and transmission takes up 

14.6 percent of the officers' time, ~nd receiving and giving professional 

training accounts for 13.0 percent of the officers' time. 
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TABLE 8.9 

ALLOCATION OF TIME 
BY TYPE OF ACTIVITY!7 

~. 

Activit'y 

Paperwork 

Counseling 

Travel 

Getting/Giving Information 

Getting/Giving Training 

Other 

Non-Work 

Contact 

Subject 

TABLE S.lO 

Au..OCATION OF TIME 
BY TYPE OF CONTACT1S 

Family/relatives/employer 

Criminal justice system officials 

Probation/parole staff 

Others 

Not in contact with anyone 

% of Time 

28.3% 

13.9 

8.7 

14.6 

13.0 

19.0 

2.5 

% of Time 

18.2% 

5.6 

9.5 

9.3 

17.3 

40.1 

As indicated by Table 8.10, probation and parole officers.~. are by 

themselves approximately two-fifths of their working time (40.1 percent). 
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Less than one-f:f.fth of their time (18.2 percent) is spent in direct 

contact with their clients. The remainder of their time is spent in 

contact with other probation and parole staff members, various criminal 

justice system officiw.~, such as police, prosecutors, judges, and state 

officials, and organized community groups. 

Carter also compiled data for administrative and supervisory person-

ne1 by type of function performed, location of activity, type of activity, 
. 19 

and type of contact. These data are presented below. 

Function 

Administration/Staff 
Supervisioll 

TABLE 8.11 

ALLOCATION OF TIME 
BY TYPE OF FUNCTION20 

Preparo1e, Interstate Cases, 
Community Coordination 

Training 

All Others 

% of Time (X) 

50.0% 

20.5 

9.3 

20.2 

These findings show that administrative and supervisory functions 

dominate, as would be expected. 

TABLE 8.12 

ALLOCATION OF TIME 
BY LOCATION OF ACTIVITy21 

Location % of Time d'{) 

Office 63.4% 

Field 19.5 

All Other .17.1 
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Administrative and supervisory personnel spend almost two-thirds of 

their working time (63.8 percent) in the office. In contrast, line 

officers spend slightly less than half of their time (49.6 percent) in 

the office. 

TABLE 8.13 

ALLOCATION OF TIME 
BY TYPE OF ACTIV'ITy22 

Activity 

Paperwork 

% of Time (X) 

26.2% 

Staff and Case SupE~rvision 

Plannirig/Waiting/Travel/Reading 

Formal Meetings 

Getting/Giving Information or 
Training/Public Relations/ 
Inform~l Meetings/Non-Work 

Table 8.13 indicates that administrative and supervisory 

9.4 

15.1 

10.4 

38.9 

personnel spend significant portions 0 f their working time on pap~rwork 

(26.2 percent), receiving and transmitting information and training, 

informal meetings, and public relations (38.9 percent). Comparatively 

little time (9.4 percent) is spent on staff or cas e supervision. 

As the data in Table 8.14 show, awministrative and supervisory person-

nel are by themselves more than two-fifths of their working time (42.0 

per.cent). This figure is very close to the 40.1 percent of the line 

officers' time when they were not in contact with anyone. The remainder 

of administrators' and supervisors' working time is spent primarily in 
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contact with other profe.ssir.mal probation and parole staff, and with 

representatives of other criminal justice system agencies. 

Type of Contact 

Probation and Parole 
Professional Staff 

TABLE 8.14 

ALLOCATION OF TIME 
BY TYPE OF CONTACT23 

== % of Time....QQ. 

Other Criminal Justice System 
Personnel, Others 25.2 

Not in contact with anyone 42.0 

In December of 1975, the Virginia Division of Probation and Parole 

Services conducted a time study of all probation and parole officers in 

the twenty-three district offices in the state. 24 All officers in 

Virginia serve both their local judges as probation officers aad the 

Virginia Parole Board as parole officers; consequently, parole-related 

activities were included in the findings. The officers reported all 

their activities, in fifteen-minute time intervals, for the month of 

December, 1975, by recording the activity code which corresponded to 

their actual activities. Time allotments were computed for the 

Division of Probation and Parole Services as a whole, and for area 

administrators separately, by collapsing the activities into major 

categorie.s. 

The results of the Virginia time study are presented below. 
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TABLE 8.15 

ALLOCATION OF TIME 
BY ACTIVITY 

DIVISIONAL AVERACE25 

Activity % of Time 26 

Investigation 19% 

(PSI) (15) 

Travel 12 

Supervision 26 

(Probation face-to-face) (6) 

(Probation other) (12) 

Other 43 

(Non~Working Time) (23) 

These findings show that almost ha,lf of th.e division staff's time 

(43 pert.:ent) was devoted to activities classified as "other." The 

activities include staff meetings, training, ad'ministrative duties, 

public relations duties s and non-w'orking time. Almost one-fourth of 

the total working time (23 percent) was spent in non-work related 

activities. Slightly more than one-fourth of the working time (26 per-

cent) was spent in supervision of cases, with the bulk of that time 

(18 percent of total time) devoted to probat.ion supervision. Investiga-

tory activities accounted for 19 percent of the total working time, with 

most of that time (15 percent of total time) spent on presentence 

investigations. 
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TABLE 8.16 

ALLOCATION OF TIME 
BY ACTIVITY 

AREA ADMINISTRATORS27 

Activity % of Time 

Inv~s tigation 

(Parole/Pardon) 

(PSI) 

Travel 

Supervision 

(Probation) 

Other 

(Non-Working Time) 

As indicated by these data, administrators devote almost three-

4% 

(2) 

(1) 

15.5 

6.5 

(4.5) 

74 

33 

fourths of their working time (74 percent) to staff meetings, training, 

administration, public relations, and non~ork related activities. These 

non-work related activities consume 33 percent of the administrators' 

total working time. Supervision and investigation take up relatively 

small portions (4 percent and 6.5 percent) of the administrators' time. 

The earliest time study located was conducted in 1956 by the Contra 

Costa County (California) Prll>bation Department. 28 The study was to 

provide information on the avera,ge time required to perform various 

probation tasks in order to devf~lop a workload system. 

The time study, done in March of 1956, required the completion of 

daily activity logs and time summary sheets. Thirty-one adult and 

juvenile probation officers participated in the study. Activities were 
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reco~dedin fifteen-minute intervals. The findings are shown below. 

Function 

Supervisi.on 

Inves tiga don 

(PSI) 

All Others 

Non-working Time) 

TABLE 8.17 

ALLOCATION OF TIME29 
BY MAJOR FUNCTION 

% of Time 

53.5% 

31.2 

(22.1) 

15.3 

( 3.9) 

These findings show that the majority of the probation officers' 

time (53.5 percent) is spent on supervision-related activities. 

Investigations account for less than one-third of the officers' time, 

with presentence investigations taking up a large portion of that time 

(22.1 percent of total working time). Activities in the "other" categ10ry 

include conferences, staff meetings, community service, and non-work 

related activities. This non-working time accounts for. 3.9 percent of 

the officers' total working time. 

The data presented in Table 8.18 indicate that slightly more than 

one-fourth of the probation officers' time (26.4 percen~)is spent in 

personal contacts. Routine office work accounts for 22.2 percent of the 

officers' working time, and 18.9 percent is taken up by travel. 
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Activity 

]~ersonal Con tac t 

Phone Contact 

Collateral Contact 

Conferences 

Court Hearings 

Office Work 

Travel 

Waiting 

Non-Working Time 

TABLE 8.18 

ALLOCATION OF TlME30 
BY ACTIVITY 

% of Time 

26.4% 

4.3 

10.3 

8.6 

1.9 

22.2 

18.9 

3.5 

3.9 

This 1956 study was replicated by the Contra Costa County Probation De

partment in 1959. 31 The replication study had a similar purpose and utilized 

a similar methodology. Again, data were gathered to measure the average 

amount of time necessary to complete 2m individual function and the amounts 

of time spent in the various activities performed for each function. 

Function 

Investigation 

Supervision 

All Others 

TABLE 8.19 

ALLOCATION OF TIME32 

BY !KAJOR FUNCtION 

% of Time 

34.3% 

50.5 

15.1 
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These data show that probation officers spend slightly more than half 

of their time (50.5 percent) on supervision activities and approximately 

one-third of their time (34.4 percent) on investigations. A comparison 

of time allocations between all probation officers and adult probation 

officers only reveals very little difference in the distribution of time 

among major functions. A comparison between these data and the 1956 data 

shows that there was almost no change in allocation of working time to 

major functional areas. 

Activity 

Personal Contact 

Phone Contact 

Collateral Contact 

Conferences 

Court Hearings 

Office Work 

Travel 

No Contact 

Miscellaneous 

TABLE 8.20 

ALLOCATION OF TIME33 
BY ACTIVITY 

% of Time 

26.6% 

3.3 

8 .. 6 

7.2 

1.7 

22.3 

14.1 

.9 

15.3 

A comparison of these activity time allocations with.the 1956 alloca-

tions shows that the time distributions remained remarkably constant. The 

amount of time spent in travel did decrease, from 18.9 percent in 1956 to 

14.1 percent in 1959, and the amount of time devoted to "miscellaneous" 
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activities increased from 7.4 percent (for waiting and non-working time) 

in 1956 to 15.3 percent in 1959. 

A time study was conducted in Oregon in 1972 to provide data to develop 

a case management system and to improve the syztem for budgeting probation 

and parole officers. 34 Data were gathered by a management analyst who 

observed, timed, and classified the probation and parole officer's activi-

ties. The study identified twenty-eight activities performed by the 

officers. These activities were then grouped into major function clusters. 

The findings of the study are presented below. 

Cluster 

Supervision 

Investigation 

Administration 

Revocations/Hearings 

TABLE 8.21 

ALLOCATION OF ACTIVITIES35 

BY FUNCTION CLUSTER 

% of Activities 

26% 

19 

52 

3 

As these findings show, more than half (52 percent) of the activities 

in which the officers were engaged were related to the performance of 

various administrative duties. Slightly more than one-fourth (26 percent) 

of the identifiled activities were related to the supervision, counseling, 

and surveillance of clients. 

The study also found that, by the total amount of time devoted by the 

officers to the tasks identified in the study, 27 percent of the field 

officers' time was spent in actual face-to·-face contact with either the 
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client or with others connected with nis case. One-fourth (25 percen80f 

the activities in which the officers were engaged were related to contacts 

with the client or with other individuals connected with the case. 

Al though time. studies presented j,n Table 8.22 varied widely in terms 

of design and data. presentation, a very rough comparison of their findings 

can be made. For the purposes of this comparison~ the findings of seven 

of the studies have been collapsed into five major activity categories! 

investigation, presentence investigation (which is frequently included in 

the total investigation figure), supervision, travel, and other. The 

activities included in each of these categories was roughly similar across 

the studies. 

As can be seen from Table 8.22, the percentages of time spent on 

investigations tend to cluster around the level of one-third of total 

working time, with the exception of the Washington State and Virginia 

figures. For purposes of this comparison, the figures which cover 

With respect to supervision time, the figures cluster around the two-I presentence investigations only ~nll be cOQ$idered as investigation time. 

fifths to one-half of working time level. The exceptions to this 

clusteri~g are the Federal Judicial Center study and the Virginia study. 

The category of "other" activities shows no clustering tendency, with 

figures ranging from 15.1 percent in the second Contra Costa County 

study to 45 percent in the Washington State study. 

~.- --,- -
_, •. ""'~:;--- •. "'.r. . .,~-.(' ,! ,,\ ': ...... ~~:.....~, 
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TABLE 8.22 

COl1PARlSON OF TIME ALLOCATIONS 

~thorl Wahl and Federal Administrative Carter Virginia Contra Contra 
Level Glaser Judicial Office of the Costa #1 Costa 112 

Center Courts 

Federal Federal Federal State Statt: CO\.tnty County 
% % % % % % % 

Activity 

Investigation 33 .. 4 21. 7-32. 8 19 31.2 34.4 

Presentence 
Invest.igation 33.7 (25.9) (16.7-21.8) 7.7 (15) (22.1) 

Supervision 43.5 28.6 39~0-45.3 47.3 26 53.5 50.5 

Travel 12 

-
Other 22.8 38.0 23.3-28.0 45.0 43 15.3 15.1 

TOTAL 100.0 100.0 100.0 100.0 100.0 100.0 
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P.ersonnel Bud,&et StudY,. 

A different type of time study was conducted in 1965 by the San 

Bernadino County (California) Probation Depart:ment. 36 The study was done 

to provide accurate management data which would allow the department to 

calculate the personnel necessary to cope with the probation workload 

assigned by the court. This research did not utilize the detailed re

porting of officers I actual time spent on an :i.dentified ac ti vi ty, but 

relied on computed "e:lCpected completion times" for each task. It is 

possible, however, for a department which hal; collected actual time 

distributions to substitute these values for the Itexpected completion 

times" in the f'ormu.las in order to utilize the. remainder of the 

design. 

The system used iu £an ~r~dit'..e Go-unty ccnsisl:;sol: six ele~nts: 

1. The various activities which comprise the work to be done 

must be analyzed and carefullY defined. 

2. The time necessary to complete the required work must be 

measured. 

3. The time actually available to the staff in which to do 

the required work must be measured. 

4. The required work, time necessary, and time available 

are translated into staffing needs for the department. 

5. Continuous up-dating of the system elements provides 

useful management information. 

6. This management information is used to generate and 

refine general staffing policies. 
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The definition of activities involves the preparation of a written 

statsUlent of the exact nature of the. tasks, presented in sufficient 

detail to permit accurate measurement of the time required to do the 

tasks. 

As mentioned above, the actual time allotments for various activities 

were not collected; rather, "expected completion time" figures were used. 

Using work units of .5 hours each as a base, expected completion times 

for each defined task were computed by means of the formula from IBM's 

Program Evaluation and Review Technique (PERT) and GE's critical path 

meth"d. '1'he formula is: 

T e 

T 
e 

a 

= a + 4m + b 
6 

= expected completion time 

= shortest time required by a competent, 
experienced person to complete the task 

b = longest time required by a competent, 
experienced person to complete the task 

m = probable amount of time required to 
complete the task 

Once the expected completion times are computed, or the actual time 

allotments are discovered, for each activity, the relevant activities 

are then grouped into majo~ functions. For example, all the activities 

relevant to adult investigations are presented below, along with tlle 

expected completion time for each activity. 

Activity 

1. Conference with supervisor 
at initial assignment 

2. Reading arrest report, 
transcript, contact with 
prosecuting attorney 
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Activity 
T e 

3. Seard1ing prior record 1.0 

4. Initial interview with 
client 3.0 

5. Interview with attorney 1.0 

6. Collateral interview 3.0 

7. Secondary client interview 1.0 

8. Conference with supervisor 
before dictating report 1.0 

9. Notes, dictation, financial 
orders 5.0 

10. Emergency interviews, etc. -1.& 
TOTAL 2C1 .. 0 

Adding the expected completion times for each activity Yields an ex-

pected completion time of twenty work units (ten hours) for each adult 

investigation. Similar computations can be done for supervision and other 

activities which probation officers need to perform. However, bec;ause 

all cases do not require the same level of probation officer time. and 

attention, they cannot be considered equal in their effect on the 

department's caseload. Therefore, cases can be classified by the amount 

of effort which must be devoted to each type of case (e.g., minimum, 

regular, and maximum supervision), and the expected completion times 

for each activity cav be weighted according to the type of case involved. 

It is necessary also to compute the time actually available to the 

staff in which to do the wo'.~~ ," iuired of the probation department. The 

San Bernadino Cou~ty Department used a base figure of 150 hours per month 

per of£i~er. Thin figure allows fUr non-working days, holidays, vacation 

and sick leavef and lunch hours. Using the work unit formula. this 
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figare is translated into 300 available work units per month per officer. 

Once the determination r~s been made of the tasks to be accomplished, 

the time required to perform the tasks, and the time available to the 

staff, these values can be utilized with the following staffing formula: 

s = T x ut 
NP 

S ::: Staff needed 

T ::: total number of like tasks 

ut = number of work units allowed for each task 

NP = normal production capability (available 
work units) of one officer 

This formula can be used in several ways. It can compute the number 

of officers required to perform a given number of tasks, or it can cal-

culate the number of similar tasks which one officer can perform in a 

given time period, or it can figure the combination of different tasks 

which one officer can perform in a given time period. For example, using 

the twenty-unit figure for one adult investigation as computed above, the 

formula shows the following: 

1 officer = 15 investigations x 20 work units per investigation 
300 units per officer 

= 300 
300 

... 1 

The total workload of the department can be calculated by summing 

the products of the T x ut values for all activities performed by the 

department. The staff time available to perform these tasks is computed 

by multiplying the number of probation officers by 300. The San 
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Bernadino County Probation Department also uses Probationary Officers (who 

have less than three months experience) and Trainees. Probationary 

Officers are expected to handle 200 units per month and Trainees 150 

units per month. For caseload management purposes, supervisors are ex-

pected to handlE~ 260 units of case-connected time per month. 

The determination of the total department wClrkload shows the total 

staff necessary to cope with the amount of work which must be done. Com-

parison of necessary staff and available staff may show a perfect 1:1 

ratio, indicating that the available staff can adequa~e!y cope with the 

department's workload. However, the number of work units of required wo:rk 

may exceed the number of work units available given the current number of 

staff members. If, for example, the number of workload units exceeds the 

available work units by 1200 units, there are a number of possible options 

which can be used to increase the number of available work units by 1200. 

First, four regular probation officers can be added to the staff (4 

officers x 300 units per officer = 1200 units). Second, six probationary 

officers can be added (6 probationary officers x 200 units per officer = 

1200 units). Third, two regular officers and four trainees can be added 

(2 regular officers x 300 units per officer plus 4 trainees x 150 units 

per trainee = 1200 units). Obviously, any combination of officers which 

adds 1200 more work units to the department's production capability can 

be used. 

The San Bernadino County Probation Department developed staff and 

budget planning policies from these workload computations. In order to 

add a staff member to any section of the department, the difference be-

tween necessary work units ana available work units in that section had 

to exceed 300 units for three consecutive months. One regular officer 
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could be added for every 300 unit overload. A base of 260 units of over

load was used to add one supervisor. If the available work units in any 

section exceeded the necessary work units by 300 units or more for three 

consecutive months, the staff of t:hat section could be reduced. Staff 

reductions were handled by reassi&~ment to another section of the depart

ment or by not filling the next position vacancy. The proposed annual 

budget for the department was prepared by current staff positions and pro

jected expected positions. Once the nev1 total staff position figure had 

been determined and approved in the department's final budget, it became 

the maximum figure for use in considering adding additional staff members. 

Continuous up-dating of the data elements of the San Bernadino County 

system provided the department with useful and accurate management infor

mation. According to that department, such information is designed to 

answer the following crucial questions: 

1. What have we accomplished? 

2. What are we doing now? 

3. What should be do in the future? 

4. How fast should we do it? 

5. What do we need to get:: it done? 

In 1974, Hughes conducted a review of literature concerning probation 

and parnle workload projects. 37 ~he review, done for the Wisconsin 

Bureau of Probation and Paro/le, examined the research literature regarding 

caseload size, speciali~ed caseloads, offender classification, workloads, 

and time studies. Three till1.e studies (the 1973 Federal Judicial Center 

study, Carter's 1970 study of the Washington State Office of Probation 

and Parole, and the 1972 Oregon study) which concerned probation were 

located. These studies have been repor~ed in detail above. In order to 
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determine the uses to which the time studies had been put, Hughes 

contacted officials of each probation agency which had conducted tl time 

study and fOWid " ••• !!2. examples of Time Studies or Experimental Models 

that have res\l\lted in operationalized workload systems ... 38 He not~\s that 

the time studies which had been done prior to 1974, not limited to the 

three studies mentioned above, tended to be vietrl'ed as non-productive and 

showed only" ••• the different ways Probation and Parole Officers elq1end 

their time on tasks or activities in certain places, under given circ,~ 

stances, and the data collected was [sic] not considered to be either 

evaluative or predictive.,,39 Hf~ further discovered, from his discussio.ns 

with probation officials, that laome agencies are preferrilllf! to abandon 

time studies as a way of gathering data on workload distribution in favor 

of ot~~r approaches which attempt to analyze the functional characteristics 

of an individual's job rather than fOCUSing on the way in which the indi

vidual spends his time. 
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CHAPTER VIII 
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19These data were presented in three categories! Regional Administrators, 

District Superv/isors, and Central Office Staff. The means for these 
three groups were combined by the research staff into grand means for 
all administrative and supervisory staff. There are, however, wide 
variations among the three groups for individual functions. The 
grand means were computed as follows: 

(X x n ) + (~ x n
b

) + (X x n ) 
X a a c c 

= ,-
N 

20 h' T J.a table is a modification of Table 2, ibid. , Part II, p. 5. 

2lThis table is a modification of Table 1, ibid. , Part II, p. 3. 

22This table is a modification of Table 4, ibid., Part II, p. 9. 

23This table is a modification of Table 3, ibid. , Part II, p. 7. 

24Virginia Division of Probation and Parole Services. Results of 
Probation/Parole Officers Time Study (Richmond, Virginia: Department 
of Corrections, Division of Probation and Parole Services, June 1976). 

25This table is a modification of Table 26, ibid., n.p. In this and 
succeeding tables, the non-working time category includes non-wcrk 
related discussions with officials, coffee breaks, and all missing 
values. 

26Data were presented by mean number of hours per day and per month 
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hours per month of 190.5 hours for the Division as a whole, and 
193.0 hours for the area ~dministrators. These activity means 
have been converted to percentages by the research staff. 

27This table is a modification of Table 25, ibid., n.p. 

28Contra Costa County (California) Probation Department. An Approach to 
Performance Budgeting for Probation Services (Martinez ~ Californi.a: 
Contra Costa County Probation Department, 1956). 

29This table is a modification of Appendix H, ibid., p. 21. 

30This table is a modifi~ation of Appendix I, ibid., p. 22. 

3lContra Costa County (California) Probatiort Department. ~e Study of 
Probation Services (Martinez, California: Contra Costa County 
Probation Department, 1960). 
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CHAPTER IX 

INFORMATION SYSTEMS 

In 1973, the National Advisory Commission on Criminal Justice 

Standards and Goals strongly emphasized the need for the development of 

an information system within the context of corrections in general. 1 A 

series of operational standards were also established to assist in the 

implementation of such a system (see appendix for a reproduction of 

standards 15.2 - 15.5). Our review of the literature has identified two 

distinct information system models. The first section of this chapter 

will focus UpCIQ Administrative Management Information Systems, wMre 

information is utilized for administrative decision making within the 

agency. The next section will focus upon Caseload Management Information 

Systems~ where information is utilized for line level decision making. 

Administrative Management Information Systems 

During the spring of 1977, the probation department in a midwest 

city demoted its chief probation officer and eighteen subordinate 

probation officers for the falsification of over 3500 case reports 

spanning nearly three years. How had these men managed to escape 

detection so long before being caught? These men had apparently 

developed a method of beating the system. Thus, the probation depart

ment lost control over the activities of these men. 

lYhi1e this particular story is purely fictional, the literature 

concerning Administrative Management Inforn~tion Systems (AMIS) accounting 
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and auditing is full of many factual documentations of the ineffectiveness 

of information and control systems. 2 An Administrative Management Infor

mation Systems model in the context of probation, or of any system, 

serves a vital function in the maintenance of operational control. There 

is a large body of literature, located to a large extent in the business 

administration field, which is concerned with this top~.3 When this 

literature is reviewed, it reveals a three-pronged function for AMIS 

models, which includes: 

1. to control and coordinate employee behavior, 

2. to provide information for long-term planning, and 

3. to provide information to external groups. 

A collection of individuals constitutes an organization only if 

there is some coordination among the activities they perform. TIle 

coordination and order created, on both a long and short term basis, out 

of the diverse interests and potentially different behaviors of members 

of agencies is largely a function of control. And control is impossible 

without information about what is occuring in the agency. Thus, infor

mation systems must be developed. 

Argyris has pointed out that the need for an effective AMIS 

model is founded upon the following assumptions: 4 

1. Man is rational and motivated to maximize his economic gain. 

2. Man is not a social animal. 

3. ~~n can be treated in a standardized manner. 

4. Man needs to be stimulated by management if he is to work. 

While this set of assumptions about human behavior may not always 

precisely describe behavior known to exist, they are correct frequently 

enough to justify the need for an AMIS. The fact that they are not 
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always correct merely complicates control systeru adoption by giving 

rise to dysfunctional operational impacts. 

All agencies are not inter~sted in the same information, although 

they may be legally required to collect certain types of data. An 

effective AMIS model ciepends upon the collection and transmission of 

information with respect to ?roduction, personnel, and finances, received 

from both line and staff personnel. The information should be reviewed 

in the context of both short term control and coordination and long term 

planning. Consider the following clarification of data needs for a full 

AMIS model: 

FIGURE 9.1 

DATA ANALYSIS 

DA'£A REGIONS Short Term Long Term 
Control & Coordination Planning 

Production Data: Line .Personnal 

Production Data: Staff Personnel 

Personnel Data: Line Personrtel·· 

Personnel Data: Staff Pereon~el 

Fiscal. Data: Line Personnel 

Fiscal Da.ta: Staff Personnel 

The exact nature of the data to be collected and considered within 

the framework of the above twelve data categories is a function of 

management and administrative attitudes at a particular point in time. 
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While Lawler and Rhode have recognized a great diversity among AMIS 

models, they do identify three important common denominators of all AMIS 

models, as follows: 5 

1. Similar Structural Characteristics - they all collect, store, 
and transmit informati.on in a specific form and with a specific 
frequency to specific, usually predetermined individuals. 

2. Influence Behavior - they are all designed in a way that at 
least attempts to assist, guide and motivate line personnel and 
management to make decisions and act in ways that are consi.stent 
with the overall objectives of the agency. 

3. Founded Upon a Set of Assumptions - these assumptions, which 
were previously explored, are implicit in the design of any 
AMIS model. 

In summary, AMIS models are instituted in organizations because 

managers and others feel they need information about what is going on in 

the organization, so they can control and coordinate both the long and 

short range activities of others. The need is felt most severely by 

managers of large agencies, since they are often far from what is going 

on and large agencies have the most severe coordination problems. Shutts 

identified such models as a means of i.ncreasing the effective delivery 

of probation services. He states, 

Traditional management in probation has been a disparate 
collection of procedure$ which are only loosely organized into 
a system. The Administrative Management System was developed 
in response to a need for a single, comprehensive and systematic 
approach to administering and managing probation services. The 
subsystem components of the Administrative Management System 
operate independently to accomplish specific organizational 
functions which, when united, provide a single integrated system 
to increase the effectiveness of a probation agency.6 

While the benefits of an AMIS model have been developed briefly 

here~ we must recognize the dysfunctional effects of operationalizing 

such a system. A large body of research suggests that information and 

control systems often fail to accomplish their purpose. The many cases 

of AMIS models causing dysfunctional behavior raises some crucial issues 
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about the effectiveness of such a system. Numerous studies have documented 

the kinds of dysfunctional behavior that typically occur. Four types have 

received the most attention: rigid bureaucratic behavior, strategic 

behavior, invalid information production, and re:sistance. 

A number of authors have identifie.d a phenoMenon t referred to as 

rigid bureaucratic behavior, where employees behave in ways that are 

appropriate in terms of ~tIS model measures, but that are dysfunctional 

as far as the generally agreed-upon goals of the agency are concerned. 7 

Consider, for example, the work of BIau. 8 He examined a social agency 

whose reM~onsibility it was to serve workers seeking employment and 

employers seeking workers. To evaluate the line personnel, management 

kept records of such things as how many interviews a particular emplo'yee 

conduct.ed. Management saw this activity, among others, as an instrument 

for the accomplishment of its objectives, and j.nstituted a control 

system to be sure the interviews were being p,erformed. As a result, the 

system motivated employees to perform large numbers of interviews, 

which did not always contribute to the organizational goal of placing 

workers in jobs. On the other hahd, if the linkage of the required 

activity as an instrument for the accomp,lishment of agency goals is 

sound, the system can assure the evaluation of goal achievement and 

progress. In sum, emploYI~es will follow rules rigidly, oblivious to 

the impact upon tha agenc;y in the larger sense. 

Strategic behavior 'involves actions designed solely to influence 

control system results s,o that they will look good for a certain short

term period. 9 

All control systeml; need valid data. 
10 

Yet Argyris has pointed out 

that AMIS models tend tC) produce valid information only for the unimportant 
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and progrannned problems. Evidence suggests that control systems produce 

two kinds of invalid data: invalid data about what can be done and 

invalid data about what has been done. The first kind of invalid data 

makes planning difficult, while the second makes the control of employee 

activities difficult. One reason for such information falsification 

seems to be to cover up errors or poor performance. Employees also 

feed invalid data to the system to make the system look bad and to 

discourage management from using it. Invalid data are also fed into a 

system simply because the system demands data that are not or cannot be 

>:'Dl1e~ted. 

Every discussion of the behavioral problems associated with AMIS 

models points out that they often meet stron.g resistance from the people 

who are measured and controlled, because of the perceived threat of the 

system. Whyte has shown how the imposition of an AMIS model can threaten 

11 individual social esteem and job security needs. Pettigrew has pointed 

out that AMIS models can significantly change the power and status 

relationships in an organization. 12 Mumford and Banks have shown how 

such a system can alter the social structure in an agency, and with it 

the formal and informal communication line, status and authority 

hierarchy, and performance criteria.13 Lawler arld Rhode have pointed 

out that control systems tend to threaten intrinsic job performance 

satisfaction. However, while AMIS model implementation will threaten 

some job displacement and power loss, others favor the installation of 

such systems. 14 This is due, as Pettigrew found, to the fact that infor-

mation control can be a source of great power in an organization. 

Regardless of the nature of the AMIS model of acceptance~ some will gain 

as a result of its installation and others will lose. 1S 
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We must realize that a system, by definition, is a stable entity, 

established to standardize procedures and operations. To adjust the 

procedure and amend behavior is to attack the foundation of the concept 

of a system. Thus, resistance to any control system or AMIS model 

development is inevitable, and must be dealt with continually in any 

attempt to operationalize such a reform" 

Having laid the theoretical foundation of an AMIS model or a control 

system, 1'1e must report that our review ()f the operationalization of such 

systems in a probation framework is dishearte~ing. Only sporadic, 

incomplete attempts have been made to date to institute AMIS models. 

For example, in 1973 the Morris County, New Jersey Probation Department 

developed a prototype AMIS model for ev,entual adoption throughout the 

state~ Unfortunately, the model was severely limited in scope, concerning 

itself with only one of the twelve data areas previously explored (see 

Figure 9.1), namely the short run control and coordination of line 

personnel production. Nevertheless, a laudable attempt was made to 

operationalize the basic feedback concept of the AMIS model. 16 

While the:re exists ~ deep concern for the availability and use of 

accurate data, by line personnel, there seems to be little concern for 

the flow of information to and from ~~nagement. A 1968 National Council 

on Crime and Delinquency report recognized the need for nan on-going 

evaluation of probation programs and practices. u17 Unfortunately, 

further development of this concept within the report focused solely 

upon production measures within an AMIS model and omitted the personnel 

and financial data needs. In a recent work, Hill has recognized the 

need for the development and institutionalization of a solid AMIS model. 
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The following is a summary of the basic capabilities of an AMIS model 

designed by Hill for correctional programs:18 

1. Point in Time Reports - At any point in time, the systeo should 

be able to deliver routine analyses of progr~~ status. Such 

analyses depend on having such information in the data bank as 

basic population characteristica of the clientele, program 

definition and participants, organizational units and fiscal 

data. The point in time report freezes the datCl\ at some 

specific time so the manager will know the status of the 

activities under his jurisdiction. 

2. Period in Time Reports - The period iu time report provides a 

statement of flow and change over a specific period. The 

movements of clientele population, the amount and flow of 

expenditures, and occurrence rates of actions or events can 

be delivered periodically for review and analysis by manage-

mente Few attempt ~o manage operations without such reports. 

An AMIS model assures that the reports will be current, 

statistically correlated as required, and delivered on demand. 

3. Notification Process - As suggested previously, an !MIS model 

should generate data reports for both regular and irregular 

delivery to management. Irregular reports are initiated auto-

matically by conditions that vary from standards previou~ly 

establishe,l for the system. Four kinds of irregular reports 

are of particular value: volume of assignment to programs or 

units varying from standard capacity, movement of any type that 

varies ~rom planned movement, noncompliance with established 

decision crj.teria, and excessive process time for clientele. 
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The technology necessary for a system such as the oue outlined above 

is and has been available. The National Advisory Commission cites lack 

of funds and a failure to perceive the usefulness of an AMIS model as the 

twa main obstacles to its implementation to date. The National Advisory 

Commission does suggest, however, that the benefits to management and 

research easily justify the capital outlay for initiating such a system. l9 

Without adequate information, agencies cannot be expected to increase 

their operational efficiency or effectiveness, plan intelligently, or 

base innovations on anything more than intuition. 

In 1973, Simon noted, lithe major problems of government organizations 

today are ••• problel~ of organizing information storage and information 

processing, not problems of the division of labor, but problems of the 

factorization of decision making. These organizational problems are 

best attacked at least to a first approximation, by examining the infor

mation system in abstraction from agency and departmental structure. Of 

course, to understand problems is not necessarily to solve them. But 

it is the essential first step. The new information technology that we 

are creating enables us to take that step."20 

In conclusion, there appears to be a need for the installation of 

the AMIS model within probation administration. Such a model would 

facilitate increased short-term control and coordination of behavior 

and provide a more solid foundation with which to make long-term 

administrative decisions. Of course, the AMIS model itself does not 

guarantee success, but is rather a tool of immense value. As Shutts 

has not~d, the personnel who operate the model are the key to its 

performance. "The extend of its application and success in a given 

agency is restricted only by the limitations of tha people it serves.,,2l 
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Caseload ~agement Information Systems 

As previously mentioned, a Caseload Management Information System 

(CMIS) model involves the utilization of information for line level 

decision making. Its existence is vital to the maintenance of operational 

co'ntrol over the c .ip···~ele. Its structural characteristics are similar 

to those of an AMIS model, namely to collect, store, and transmit infor-

mation in a specific form with a specific frequency to specific 

individuals. The functional effects of the CMlS model are to control and 

coordinate clientele behavior, pro1Jride information for individual line 

worker planning, and provide inforlnation for management use. While an 

AMlS model is concerned with data rega.rding agency level operations of 

production, personnel, and finances, a CMIS model focuses solely on line 

level operations of producti()P. 

A CMlS model musIc supply data for a critical set of individual 

decisions. For example, information is necessary for making decisions 

as to initial disposj.tion of a defendant, revocation of probation, service 

needs of probationers, etc. As in nearly all areas of corrections, 

including probation, determinations are made on the basis of information 

from cumbersome files and records, which studies show are under-utilized 

and rarely read. 22 

The National Advisory Cowilldssion on Criminal Justice Standards and 

Goals notes several benef:tts gained from the use of a CMlS model. "An 

information system can assure compliance with standards projected by 

agency plans and budget. Processing rates can be established for 

significant periods. For example, the number of presentence investiga

tions in a probation office ••• can be projected as norms."23 Once norms 
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are established, routinization of the reporting system can develop 

indicators which will highlight the unacceptable variances and bring 

them to the manager's attention for further inquiry. While a CMIS-type 

information system cannot necessarily tell him to what extent his agency 

is achieving its goals, the manager will know whether the agency is 

performing the tasks and ar,tivities desiS'ned to contribute to the 

achievement of those goals. If the linkage of the activity as an 

instrument for the accomplishment of agency goals is sound, one will be 

a good indicator of the other, and the system can be used to assure the 

accurate evaluation of goal achievement. A CMIS model can and should be 

designed to provide data as to who participates in which program and to 

what extent, as well as whether all program activities are available and 

functional. It should also provide outcome measures which are indicators 

of a program's value. 

As with the A}1IS model, implementation of a CMIS model also haa the 

tendency of causing dysfunctional behavior among agency employees. The 

same four types of dysfunctional behavior associated with AMIS models -

rigid bureaucra~ic behavior, strategic behavior) invalid information 

production, and resistance - are common problems in the impll~~entation of 

a CMIS model A brief explanation of each has been given in the previous 

section. Five additional major problems currently confront national or 

even statewide CMIS model development: 

1. The lack of uniform intra-agency statistics. 

2. The lack of a ~niform intra-agency data collection format. 

3. The lack of uniform intra-justice system statistics. 

4. The lack of a uniform intra-justice system data collection format. 

5. The lack of a macro-justice system data bank. 
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The National Advisory Commission has observed that much would be gained 

flby standardizing correct:i.onal infonnation techniques for the entire 

nation, with suitable provision for the special characteristics of local 

legislation and practiee.,,24 eMIS models live or die on the basis of 

the timely receipt of valid inform,stion. Yet at this point there is a 

total lack of uniform intra-agency statistics and data collection 

formats. For example, statistics collected by one probation department 

are often totally incompatible with the statistics utilized by another 

probation department. In add'ition, an efficient CMIS model demands 

interface with other criminal justice agencies within the state, as 

well as with criminal justice agencies in other states and regions for 

exchange of clientele information. Yet at this point there is, again, 

lack of uniform statistics that can be exchanged across agencies, let 

alone a central data bank. The National Advi.sory Commission, among 

others, has long recognized the need for the standardization of the 

criminal justice statistics and data collection techniques on a nation

wide basis as a first step toward the establishment of a nationwide data 

bank of criminal justice information. 25 tbe operationalization of this 

concept was undertaken by at least one LEAA-funded program, Project 

Search, which sought to develop and test prototype systems on a multi

state basis. 26 The realization of this goal on a de facto basis, of 

course, is far from complete and, at this point, seems unattainable 

within the forseeable future. 

A 1968 multi-state study by Rector found the information being 

collected and utiliz~d by probation agencies to be insufficient for an 

intra-agency information system and often irtelevant to external criminal 
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justice agencies. 21 A study of probation departments in Arizona reported 

finding a sfmilar situation: 

There is a general lack of information available on almost 
any aspect of probation services. The fet" statistics that area 
kept by any of the counties are related more to the needs of the 
individual court than to any standard type of..1nformation required 
for the proper management of probation services. In fact. it may 
well be said that in raw form, the statistics of one pror,ation 
department will probably be incompatible with the statistics of 
another department within the same county, or in other counties. 
This general lack of basic statistical information makes it 
difficult to assess the extent to which probatio~t is used in 
Arizona, including the c~a~~cteristics of population receiving 
or being denied probation. 

The report recommended the immediate establishment of a uniform state

wide data collection format within the context of probation. 29 A 

multi-state study which examined information system needs within probation 

departmEmts also identified the lack of relevant data and the profusion 

of irrelevant information as a major stumbling block to the establish

ment of a solid CMIS model. 30 

The feasibility of a national uniform information system was tested 

in 1968 when twenty-twa city, county, and state probation depart~nts 

from various regions of the country collected and subeequently transmitted 

data in a unifo~ map~er to the National Council on Crime artd Delinquency 

Research Centei:' for analysis. The project found that "uniform data can 

be collected s~dltaneously from a number of probation agencies, 8ftd 

that information useful to the field can be generated from these data.,,3l 

In 1973, the Dallas County, Texas Probation Department operationa11zed 

a CMIS model, and has since attempted to interface this system not only 

with all local criminal justice agencies, but with the Uniform Cri~~ 

Report system and the Texas State Criminal Justice information ays~ea. 

In addition, it has the capability of interfacing with other caunty 

probation information systems as they are developed in the state. In 
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1971, the Bay Area Counties in California developed a 01IS model. An 

in-house analysis of the success of the project to date states, "Based 

upon the variations in size, program emphasis and client population of 

the participating agencies, this model provides a base sufficient for 

statewide and probably nationwide, application.,,32 

A 1970 Project Search grant undertaken in New York produced a 

manual which outlines the rudiments of a complete CMIS model and the 

procedures necessary fo~ -the model's implementation. 33 Particular 

attention is given to the intra-criminal justice system data exchange 

necessary for a solid aHS model. While the document focused upon New 

York state, it is-of sufficient quality and comprehensiveness that it 

deserves the consideration of all probation agenciE~s that desire to 

implement a full CMIS model. Unfortunately, the Division of Probation in 

the State of New York has not operatio1.1alized these recommendations, and 

to date relies upon county operated probation agencies to manually 

collect and transmit various pieces of probation data. Limited caseload 

statistics are sent to Albany and New York City for entry into a 

computerized central data bank. Officials are currently planning for 

a 1979 implementation of the Offender Based Transaction Statistics 

Project, where uniform crimina.l justice data from all relevant criminal 

justice agencies will be fed into a computerized data bank. 

Even on the assumption that a uniform data collection system can 

be implemented on a nationwide basis t it would still be vulnerable to 

misinformation, since some data dre drawn from unreliable sources, while 

other data are susceptible to incorrect coding. The human fallibility 

variable must be minimized as much as possible. To reduce this error 
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potential beyond the collection and coding phase and to facilitate 

accurate information storage a~d prompt information transfer, the National 

Advisory Council has suggested the adoption of computer teclul0logy.34 

A 1963 study by the state of Wisconsin underscored the advantage of 

record computerization, finding that the preparation, maintenance, and 

use of case records to conduct analyses placed a tremendous burden upon 

the staff workload. The study concluded that while agencies could 

benefit from caseload analyses, such scrutiny demanded a "streamlining 

of the r~cords.1I35 Of course, computerization of caseload records 

would also lend itself to the ultimate goal of a nationwide data bank of 

standardized data, since computerized information could be fed into a 

central system on a regular basis by way of the telephone. In advancing 

this computerization concept, however, the National Advisory Commission 

cautions, "Administrators must protect the system from unauthorized 

access. Interfaces with other criminal justice data banks ~ust be 

maintained. But maintenance of security in handling sensitive materials 

should discourage interfaces with systems outside criminal justice or 

responses to queries from any but specifically authorized persons and 

agencies. Precaution should be taken to protect files and equipment 

from lntrusion.,,36 

While the realization of a uniform criminal justice system data 

collection format and macro information system is still a dist&nt 

probability, individual agencies would do well to concentrate on the 

development of such a system on a local level. This is to suggest an 

internal evaluation of intra-agency data collection uniformitys and the 

development of a computerized information storage and transfer system. 

Of course, the CMIS model itself does not guarantee success, but is 
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rather a tool of immense value. As Shutts has noted, the personnel ~ho 

operate the model are fiche key to its performance. 1I The extent of its 

application and success in a given agenr.y is restricted only by the 

limitations of the people it serve:s. 37 

SutnmatY. 

In our review of information systems, we have seen that there are 

at least two identifiable types ot systems which can be used simulta-

neously by a single probation agency. The most comprehensive type of 

system is the Administrative Management Information System. The AMIS 

model serves three important functions for administrative decision-

making within the agency: control and coordination of employee behavior, 

supply of information crucial to long-range planning, and provision of 

information about the agency to external groups. The AMIS model collects 

information regarding production, personnel, and finances on an agency 

level. Ideally, the information gathered and the collection format used 

by a local probation agency would be compatible with other local pro-

bat ion agencies within a given jurisdiction and with other criminal 

justice agencies. 

The Caseload Management Information System utilizes information for 

internal line level decision-making. The functions served by the CMIS 

are: control a~d coordination of the clients served by the agency, 

proviSion of information for line level decisions and planning, and 

provision of information for management use. The information gathered 

and the collection format should be standardized throughout the agency 

so that the information obtained through the CMIS can become part of the 

information base used in the AMIS. 

363 

I 
J 



- G. 

Several research reports have indicated that the information 

currently being collected by probation agencies is not sufficient for 

tWe development of an intra-agency information system and is not 

compatible with information collected by other probation agencies or 

other criminal justice agencies. Furthermore, the prototype inform .. ~tion 

systems which have been developed for statewide ~nd nationwide use~ 

while demonstrably feasible, have not been implemented. One of the 

most significant results of the inadequacy of currently-used information 

systems is the total lack of probation statistics for the nation as 

a whole, and frequently on a statewide lev~l as well. Consequently, 

we have no way of knowing such important things as how many individuals 

are currently on probation in the United States (or, for that matter, 

how many individuals are on probation in some states or counties), What 

the differences are (on a national, state, or local basis) between 

offenders sentenced to probation and offenders sentenced to prison, or 

how successful probation supervision is with respect to reducing 

criminal behavior when compared to alternative sentencing dispositions. 

A systematic effort designed to collect nationwide probation statistics 

comparable to the Federal Bureau of Investigation's uniform crime 

statistics or the Department of Justice's prisoner statistics would appear 

to be necessary, valuable, and feasible. 
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Appendix 9A 

State Correctional Information Systems: Standards 15.2-15.5 

National Advisory Commission (1973) 

Criminal Justice Standards and Goals: Corrections 

Standard 15.2 

Staffing for Correctional Research and Information Systems 

Each State, in the implementation of Standard 15.1, should provide 

minimum capabilities for analysis and interpr'etation of information. For 

all but the largest components (facilities, branch offices, programs) a 

small information and statistics section capable of periodic reports on 

the consequences of policy and decision-making will suffice. Larger 

components t-dll benefit from having a professional s.taff capabl.e of 

designing and executing special assessment studies to amplify and 

explicate reports generated by the information system. Staffing for 

research and info-rmation funct::tons should -reflect these consi.derations: 

1.. Where the component's size is sufficient to support one or more 

full-time positions, priority should be given to assigning an information 

manager who should have minimum qualifications as a statistician. The 

manager should have full rp.sponsibility for coordination and supervision 

of inputs into the system. He also should edIt, .analyze, and interpret 

all output material, preparing tables and interpretive reports as 

indicated. 

2. Where the size of the component does not warrant the allocation 

of full-time positions to information and statistics, one professional 

staff member should be designated to perform the functions outlined 

above on a part-time basis. 

365 

.. ,,' , 



I 
........... - .. ----,----~--~-~.-------

_________ ""--__ ...... ,""""",,» __ '~~' -'IIUJ 



,_ .. , 

l 

I 
l 

I 
r 
I 

I 
I 

{-== 

3. l~e manager of the State information system should use members 

of his staff as training officers and technical consultants. In states 

where unification has not been achieved, these persons should be 

responsible for familiarizing county and local correctional administrative 

and information staff with system requirements and the advantageous use 

of output. 

4. Other steps to achieve effe~tive communication of information 

include the following: 

2. Researchers and analysts should be given formal training in 

communication of results to administrators. Such training should 

include both oral and written communications. 

b. The training program of the National Institute of Corrections 

should include a session for administrators that covers new techniques 

in the use of computers, information, and statistics. 

c. Where feasible, management display centers should be 

con~tructed for communication of information to administrators. The 

center should have faciliti€!s for graphic presentation of analyses 

and other information. 

Sectj,vll 15. ~. 
~---' 

Design Characteristics of a Correctional Information System 

Each State, in the establishment of its information system under 

Standard 15.5, should design it to facilitate four distinct functions~ 

1. Offender accounting. 

2. Administrative-management decision-making. 

3. Ongoing departmental research. 

4. Rapid response to ad hoc inquiries. 
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The des:i~gn of the correctional information system should insure 

capability for provision of the following kinds of information and 

analysis: 

1. Point-in-time net results--routine analysis of program status, 

such as: 

a. Basic population characteristics. 

b. Program definition and participants. 

c. Organizational units, if any. 

d. Personnel characteristics. 

e. Fiscal data. 

2. Pilriod-in-time reports--a statement of flow and change over a 

apecified period for the same items available in the point-in-time net 

results report. The following kinds of data should be stored: 

a. Summary of offender events and results of events. 

h. Per~nel summaries. 

c. Event summaries by population characteristics. 

d. Event summaries by personnel characteristics. 

e. Fiscal events summarized by programs. 

3. Automatic notifications--the system should be designed to 

generate exception y~ports for immediate delivery. Four kinds of 

exception report' are basic: 

a. Volume of assignments to programs or units varying from 

_a standard capacity. 

b. Movement of any type that varies from planned movement. 

c. Noncompliance with established decision criteria. 

d. Excessive time in process. 
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4. Statistical-analytical relationships'''-reports of correlations 

between certain variables and outcomes, analysis of statistical results 

for a particular program or group of offender., etc. 

Standard 15.4 

Development of Correctional Data Base 

Each State, in the establishment of its information system under 

Standard IS.I i should design its data base to satisfy the following 

requirements: 

1. The information-statistics functions of offender accounting, 

administrative decision-making, ongoing research, and rapi.d response to 

questions should be reflected in the design. 

2. The data base should allow easy compilation 0'£ an annual 

statistical report, including sections on population characteri.tics 

tabulated for given points in time, a recapitulation of population aove-

ment for the full year, and an analysis of recidivism by offense and 

other characteristics. 

3. The data· base should include all data required at decision 

pOints. The information useful to cor~ections personnel at each decision 

point in the corrections system should be ascertained in designing the 

I 
data base. 

4. The requirements of other criminal justice information systems 

for cort"ections data should be considered in t.he dellign, and au interface 

between the corrections syst.em and other criminal justice information 

systems developed, including support of offender-based tran8action 

systems. 
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5. All data base records should be individualized and contain 

elements that are objectively codab1e by a clerk. The procedures for 

coding data should be es~ab1ished uniformly. 

6. The integrity and quality of data in each record is the respon

sibility of the information group. Pe7tiodi.c audits should be made and 

quality control procedures established. 

7. The corrections information-statistics system should be designed 

and implemented modularity to accomfJdate expansion of the data base. 

Techniques should be established for pilot testing new modules without 

disrupting ongoing operations of the system. Interactions with planners 

and administrators should occur before introduction and innovations. 

8. Data bases should be designed for future analyses, recognizing 

the lag between program implementation and evaluation. 

9. The results of policies (in terms of evaluation) should be 

reported to administrators, and data base contE:u.t should be responsive 

to the needs of changing practices and policies to guarantee that the 

all-important feedback loop will not be broken. 

10. The initial d'esign of the corrections data base should recognize 

that change will be continual. Procedures to assure smooth transitions 

should be established. 

Standard 15.5 

State Correctional Information Systems 

Each State by 1978 should develop and maintain, or cooperate with 

other States in the development and maintenance of, a correctional infor

macion system to collect, store, analyze, and display information for 

planning, operational control, offel.der tracing, and program review for 

all State and county correlctional programs and agencies. 
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1. Statewide information systems should be feasible for the larger 

States. Local and central correctional components (facilities, branch 

offices, programs) of all sizes should be included in such systems. 

Regional (multistate) sy:£tems should be feasible for smaller States. 

2. In all cases, the State or regional system should store local 

data, with access provided through terminals at various points throughout 

the State. Control of the system should be in the hands of participating 

agency representatives. Until unified correctional systems are 

established~ admission to ithe system should be voluntary, but benefits 

should be clear enough to encourage membership. A share of the develop

ment costs should be borne by the State or regional consortium. 

3. In States where data processing for the department of corrections 

must be done on a shared computer facility under the administration of 

some other agency, the programmers and analysts for the department should 

be assigned full-time to it and should be under the complete adminis

trative control of the department of corrections. 

4. The department of corrections should be responsible for main

taining the security and privacy of records in its data base and should 

allow data processing of its records only under its guidance and adminis

trative authority. This should not be construed as prohibitive, as the 

department of corrections should encourage research in the correctional 

system and provide easy access to authorized social science researchers. 

(Only information that would identify individuals should be withheld.) 

5. The information-statistics function should be placed organiza

tionally so as to have direct access to the top administrators of the 

department. The director of the information group should report directly 

to the agency administrator. 
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6. The mission of the information-statistics function should be 

broad enough to assume informational and research support to all divisions 

within the department of corrections and to support development of an 

offender-based transaction system. Priorities of activity undertaken 

should be established by the top administrators in consultation with 

the director of the information system. 
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CHAPTER X 

COST ANALYSES 

Like other components of the criminal justice system, probation 

departments in recent years have turned to cost-benefit ~nalysis in an 

effo~t to document the fiscal effectiveness of their pr~grams. The 

reports which are reviewed in this chapter originated in Tennessee, 

Texas, New'Mexico, and New York O1onroe County). Hgwever, before the 
..... J.';. 

findings of these studies are analyzed, a review of the general goals and 

purposes of cost-benefit analysis is in order. 

analysis represents a broad genet:'al approach, not a specific set of 

procedures, ~hich encompasses a ~1ide variety of methods. l Chapman writes 

that the basic idea of ~his approach is the attempt to decide upon the 

worth of a public project by adding up all the advantages to the public 

which accrue because of the project and then subtracting ~).l of the 

disadvantages. 2 Its chief focus, therefore, is one of evaluation and 

the provision of decision-making information regarding the net worth of 

a project. Qv~rall, cost-benefit analysis should be capable of demon-

atrating where society's limited resources are being dir:~cted and what 

can be expected in return. 3 Since the public sector can be seen as an 

instrumentality which enables citizens to do for themselves what they 

... cannot do priv,ately, cost-benefit analysis can establish some comparability 

between competing alternatives, and serve as an apparatus to inform 

society abo~t desirable courses of action. A~ Rothenberg indicates~ 
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this method should enable the decision-maker to make rational choices 

between mutually exclusive alternatives. 4 In this case, probation 

might be considered as an alternative to incarceration and, thert-:rore, 

the cost-benefit analysis could compare these two alternatives regarding 

their cost-effectiveness. As we shall see~ the studies summarized in 

this report compare the costs of probation to either incarceration or 

a "specialu form of probation~ 

However, as Nelson stresses, the researcher must be aware that the 

common denominator of cost-benefit analysis is dollars and cents, not 

recidivism, rehabilitation, or other sociological measures. Thus, this 

method can only give us the means of seeing the economic impl~.cations of 

correctional reform operations which are otherwise all too often unknown. 5 

Nelson also feels that cost-benefit analysis is a very pertinent 

method of analyzing alternatives to incarceration in that it att~pts to 

combine the governmental (flow of funds to th~ local~ state or federal 

governments), societal (costs and benefj,ts affeCt lug the personal income 

or accumulated wealth of society) and individual (affecting personal 

income or accumulated wealth of the convicted criminal and his family) 

points of view. 6 Nelson's summary of his model is presented in 

Tabla 10.1. 
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TABLE 10.1 

NELSON'S CLASSIFICATION AND SPECIFICATION OF COSTS 
7 

AND BENEFITS 

============:============-=-==--============ 
1. Governmental Point of View - those costs and benefits which affect 

the f~wof funds of local; State, and Federal governments. 

A. Costs 

1. Primary - those present and 
expected future fiscal budget 
doll~~ outlays directly 
attributable to a given 
criminal justi.ce progr.am. 

2. Secondary - those measurable 
and expected future direct or 
opportunity costs not appea~
ing in reported fiscal budgets 
but directly attributable to a 
given criminal justice program. 

3. Tertiary - those unmeasurable 
present and expected future 
costs directly attributable 
to a given criminal justice 
program. 

B. Benefits 

1. Primary - those present and 
expected future fiscal budget 
cost reductions directly 
attributable to a given 
cr.imina;t justice program. 

2. Secondary - those measurable 
and expected futu~e economic 
gains I> other tr&3n cost 
reductions, directly attri
butable to a given criminal 
justice program. 

3. Tertiary - those pres(~nt and 
expected future gains directly 
attributable to a given 
criminal justice program. 

II. Societal Point of View - those costs and benefits which affect 
national income or accumulated wealth of society. 

A. Costs 
1. Primary - those present and 

expected future fiscal budget 
dollar outlays which repre
sent a diversion of national 
income (wealth or services) ,. 

2. Secondary - those measurable 
present and expected future 
direct or opportunity costs 
not appearing in t'e\ported 
fiscal budgets. 

3. Tertiary - those lJtur,leasurable 
present and eJq)ected future 
costs directly attrilbutable 
to a g"lven criminal :justice 
program. 
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B. Benefits 
1. Primary - those present and 

mtpected future fiscal hudget 
d.ollar gains of national 
income (wealth or servit;~es). 

2. Slacondoary- tnQS~:fu~~~ur'able 
p17ee;ent:alitfexpected future 
edjllomic gains, other than 
co'st reductions, directly 
attributable to a given 
criminal justice program. 

3. Teittiary - those unmeasurable 
gains d~rectly attributable 
to a given criminal justice 
program. 
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Table 10.1 

Continued 

III. Individual Point of View - thGsecosts ai),d benefits which affect 
the personal income or the accumulated w~alth of the convicted ' 
criminal or his or her family. 

A. Costs 
1. Primary - those present and 

expected future personal or 
family expenditures that 
are increased bypartici
pat ion in a given criminal 
justice program. 

2. Secondary - those meaf.:l'lrable 
present and expel(:ted ftlture 
opportunity cost.s to the 
convicted criminal or his 
or her family. 

3. Tertiary - those unmeasurable 
present and expected future 
costs to the~QP,Y.i'~t,~crimi
Jl~l err bis" or her family 
directly attributable to a 
given criminal justice prog!t~. 

B •. Benefits 
I..Primary - those present and 

expe.cted future personal or,' 
• family expenditure reduc--=-'-·_· 
Uons directly attributable 
to a given criminal justice 
program" 

2. S~condary - those'measurable 
present and e~~ected future 
economic gains to the 
convictedi!r.iminal or his or 
her ram:t1y, other tha.n cost 
reducti:ons, directly attri
butable to a given criminal 
jQf.7tice program. 

3. Tertiary, - those unll'1easurable 
gains to the convicted (.!rimi.·. 
nal or his or her familY 
directly attributable' to a 
given criminaljustic~ 

r ~-' '_ L.' 

progratll. 

.....u:o ._1 

Chapman provides several examples of the W!f.ys in which the costs and 

benefits of an alternative to incarceration can be estimated. The follow"', 

ing outline presents how cost~ could be estimated. 

1. Project Outlays: 

A. Research and development costs of instituting the project. 
B. Iuvestment/implementation costs. 
C. Administrative/operational costs. 

2. Opportunity nosts: 
things. 

the value of the missed chances to do other 

3. 

4. 

Associated Costs: costs involve4!n utilizing a service 
provided by a project. 

Alternative Costs:.' -the minimum costs of obtaining the output, 
of a project by alternative means. 8 
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Benefits generated by a criminal justice program could include: 

1. Savings to society through the use of diversion. 
2. Wages and taxes generated by the participant. 
3. The participant'a gain in human capital - i.e., enrollment in 

a remedial education program. 
4 d 1 ·d· i 9 • Re ucea reC1 1V sm. 

In this fashion, a well-rounded prills~ntation of the cost-effectiveness 

of a program can be ascertained. 

In spite of its many strengths, cost-benefit analysis is not 

without problems. Cost-benefit analyses can encounter some of the problems 

listed below which, as a result, put the conclusions of the analysis in 

doubt. 10 

1. Inco~~lete Cost or Benefit Identifj~ation: Often, this problem 
involves the omission of a direct expenditure or an. opportunity 
cost. Explicit expenditures are only a segment of total cost. 
The costs of incarceration include more than the costs of 
the facility, sustenance, maintenance, staff and special programs. 
One must also consider that incarcerated individuals are not 
fully productive members of the lo\bor force. Incarceration 
represents a cost to them in terms of foregone production and 
tax contributions. 

2. Unidentified or Distant Data Source: Data presented in the 
report should be identified by source and, ideally, these sources 
should be generated by the proj~ct itself. An identified data 
source is no guarantee of credibility~ but it is a step in the 
right direction. Data sources which are not geographically close 
to the source of the study should be avoided. For example, 
national statistics are not the best source of information on . 
local costs and benefits. 

3. Failure to Consider the Discount Rate: As Chapman states, most 
projects incur costs and produce benefits over a period of time. 
Alternative projects must also be seen as generating streams of 
costs and benefits over time. In order to compare these streams 
both within and between projects, the flow must be telescoped 
into a single point in time for both the cost and the benefit 
sides. These discouttted values are then used in the final 
analysis. II 

4. Lack of a Description of the Program, its Components, and 
'component Costs: A desc'ription of this kind enables the 
research~r to identify and include costs which may not be 
obvious and do not enter into the budget explicitly. 
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5. Inadequate Identification of Cost Bearers: The sponsoring 

agency, the various levels of government, and/or the privatle 
bearers of the cost should be identified along with their 
respective proportional burdens. 

6,. Lack of Multiple Outcome Effectiveness Measures: For example, 
a probation counseling program may accomplish not only a red\\lc
tion in probation recidivism, but also increase the educational 
level, employability, and general welfare of its clientele. In 
other words, Bocial benefits should also be considered. 

7. Inadequate Evaluation of the Recipients of Program Benefits: The 
effect of the programu~cn all subcategories and cross classifi
cations of its clientele should be reported. 

These problems could serve to limit the value of any cost-benefit analysis. 

The studies reviewed in this report can be roughly classified as: 

1) reports which treated the cost-benefit analysis as their primary 

focus and 2) evaluations of specific programs which added cost-benefit 

analysis to their methodology. As might be expected, the second category 

of reports is plagued by various shortcomings and errors of omission. As 

we shall see~ cost-benefit analysis is a demanding, time-consuming tech-

nique and, if adequate information is the goal of the report, it cannot 

be added as an afterthought. 

In their study of the costs of incarceration versus probation in 

Texas, Frazier and his colleagues attempted to develop realistic cost 

information on probation and incarceration for the purpose of comparison, 

and to outline elements on which future cost studies could be based. 12 

Taken as a whole, this monograph represents what can be accomplished when 

cost-benefit analysis is the focal point of the research undertaking. 

The report provides an excellent example of how the indirect costs 

of incarceration can be computed. The research team collected data by 

means of interviews of a representative sample of 115 inmates at the 
,,' . 

Diagnostic Unit of the Texas D~~artment of Corrections. Since all inmates 

are initially assigned to the Diag~~stic Unit, this sample was judged 
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to be representa.tive of the entire 1970 Texas prison population. The 

concept of indirect costs of incarceration was defined as the costs to 

the state associated with the loss of a breadwinner. Inmates were asked 

a total of twenty-six questions, six of which were used to compute the 

indirect cost figure. Table 10.2 summarizes the factors used to compute 

indirect cost. 

TABLE 10.2 
13 

FACTORS USED TO COMPUTE INDIRECT COST 

Total average inmate population in 1970 

Inmates in the sample 

Average wage per year $ 

13,001 

115 

5,928.00 

8.34 Average months employed per year 

Unit cost of State Home (year) 

Number of children in State Home 

Average taxes paid on gross wages 

$ 2,634.00 

3 

2% 
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The total indirect cost of incarcer.ation was calculated in the 

following fashion: 

TABLE 10.3 

TOTAL INDIRECT COST OF INCARCERATION IN 1970
JL4 

AFDC cost 

Tax loss 

Cost of State Home for children 

Total indirect cost 

Cost per man per year 

Cost per man per day 

$ 3,516,557.00 

1,541,598.00 

880,292.00 

5,938,447.00 

457.00 

1.25 

The items used in Table 10.3 were clearly defined in the report. The 

AFeD cost (Aid for Dependent Children) was computed using the average 

caseload size, average grant, percent with father in prison (3.9%) and 

number of families. 15 The cost of the State Home for children was 

estimated through the use of the inmate survey. Two inmates reported 

that a total of tl~ee children were in the State Home as a result of their 

incarceration. Projected to the entire inmate population, this figure 

would expand to 121 inmates and 338 children.16 This figure was then 

multiplied by the average cost of housing a child in the State Home for 

one year ($2,634.00). The tax loss was computed by determining the average 

number of months worked per year and the months available for work (to 

arrive at a percent of time employed), determining the gross wages paid 

per month when employed, and relating this infor.mation to the taxes 

normally paid to the state.17 
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Table 10.4 provides a summary of the exte~~al costs of incarceration, 

defined as all costs that were not included in the yearly budget of the 

Department of Corrections - including the co~ts of agencies in direct 

support of the Department and the indirect costs associated with the 

loss of the breadwinner. 

TABLE 10.4 
18 

SUMMARY OF THE EXTERNAL COST OF INCARCERATION 

Cost of Direct Support $ 1,547,980.00 

Indirect Cost 5,938.)447.00 

Total External Cost 7,486,427.00 

Cost per man per year 575.00 

Cost per man per day 1.58 

Table 10.5, the total cost of incarceration, was computed as the sum 

of the cost of operations for the Texas Department of Corrections and 

total external costs of incarceration. The average cost per man per year 

was computed by dividing the total for the year by the average inmate 

population and the cost per man per day was calculated by dividing the 

cost per man per year by 365. 

383 

k .. · __________________________________________________________ ~ __________________ __ 

J 
,I 



TABLE 10.5 

TOTAL COST OF INCARCERATION IN 1970
19 

Texas Department of Corrections Cost 

External Cost of Incarceration 

Total Cost 

Cost per man per year 

Cost per man per day 

$ 20,845,275~00 

7,486,427.00 

28,331,702.00 

2,179.00 

5.97 

It seems that the only apparent flaw in this presentation of the 

external costs of incarceration is the failure to calculate the opportunity 

costs of incarceration to the inmate. At its simplest level, this 

opportunity cost could have been calculated by multiplying the average 

wage per year per inmate by the average length of sentence. This calcu

lation would still fail to address the issue o,f psychological damage of 

incarceration to the inmate and his family. Yet, as the Frazier study 

demonstrates, a survey method can be used to calculate the external costs 

of incarceration. This technique should be replicated in other states. 

Frazier and his associates then turn to the derivation of a Probation 

Cost Model. In the course of their estimate, the authors used fifty 

cases per officer as the standard caseload size. Table 10.6 presents a 

summary of the probation cost elements derived by the authors. 
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TABLE 10.6 
20 

SUMMARY OF PROBATION COST ELEMENTS 

1. Ratio 

a. one officer for every 20,000 (± 10,000) of population 
b. maximum caseload of 300 under each supervisor 

2. Staffing Pattern 

a. one supervisor for every six officers 
b. one clerk for every three officers 
c. one secretary for each supervisor and director/assistant 

director 
d. one director for every two supervisors 

3. Salary (average) and allowances 

Salary Allowance* 
Officers $10,200 $1,200 
Clerks 5,000 
Secretaries 6,000 
Supervisors 12,000 1,200 
Directors 14,000 1,200 

*Counties with large area of maximum caseload should pay $1,800 
per year. 

4. Facility - 165 square feet per person @ $4.80 pe~ square foot 
per year - $792 

5. Telephone - $100 per employee per year 

6. Operating expenses - $200 per employee per year 

7. County paid benefits - 15 percent of salary 

8. Equipment depreciation - $600 per person each 5 years equals 
$120 per employee per year 

9. Payments by prabationers'- $10 per month per probation times 
12 months times sixty-five percent 
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The estimates used in Table 10.6 wera arrived at in the following 

manner: 

1. Staffing Pattern: Based upon California recommendations, one 
supervisor for six officers, one clerical position for each 
three officers and one full-time secretary for each supervisor 
position. 

2. Salaries: Based upon actual salaries paid in SOID(c counties 
in Texas and an evaluation of pay scales in government and 
industry. 

3. Travel Allowances: Based upon current levels, $100 per 
month per officer. 

4. 90st of Facility: Each office was charged a portion of the 
cost to the taxpayer of the total outlay for construction. 
Cost of depreciation could not be determined. Cost of 
office space per square foot was obtained from the Chamber 
of Commerce in three cities. The number of square feet of 
office space per individual (165) was determined by measur
ing the space available in Austin, Bryan, and Dallas and 
dividing by the number of people. 

5. Telephone and Operating Supplies: Based upon actual expendi
tures. 

6. County Paid Benefits: 15 percent of salary. 

7. Equip~;nt Costs: Based on depreciation and it was assumed 
that office equipment would have to be replaced every 
five years. 

8. Payments by Probationers: Most counties collect a fee of 
$10.00 per month per probationer. It was determined that 
probation offices can expect to collect 65 percent of the 
total fee assessed to all probationers. 2l 

Tables 10.7 through 10.9 represent the author's calculations of 

the costs of probation. 
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TABLE 10.7 
_ 22 

COST OF A MODEL PROBATION SYSTEM FOR TEXAS 

Estimated average number of probationers* 28,000 

Cost per man per year** $ 274.00 

Total estimated cost for one year 7,672,000.00 

Cost per man per day .75 

*1970 population of Texas (11,200,000) divided by 1,000 and 
multiplied by 2.5 (the number of probationers per 1,000 
population). 

**Based on the cost of a county with 40,000 population (the 
mean of the populations of all counties is 44,085). 

TABLE 10.8 

COST OF PROBATION EXCLUDING FACILITY AND 

EQUIPMENT COST 

Estimated average number of probationers 28,000 

Cost perman per year* $ 274.00 

Total estimated cost for one year 6,916,000.00 

Cost per man per day .68 

*Based on the mean population of all Texas counties. 
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TABLE 10.9 
2.3 

COMPARISON OF PROBATION AND INCARCERATION COST 

-

... -

".,.. 
-======================================~== 

Average inmate population in 1970 

Estimated probation population 

Total cost of incarceration in 1970 

Total cost of model probation system 
for one year 

Difference in cost 

Cost per man per year (Probation) 

Cost per man per year (Incarceration) 

Difference in cost per year 

Cost per man per day (Probation) 

Cost per man per day (Incarceration) 

Difference in cost per day 

*Inc1udes facility and equipment cost. 

13,000 . 

28,000 

$28,331,702.0D 

7,672,000.00* 

20~659,702.00 

274,,00 

2,179.00 

1,905.00 

.75 

5.97 

5.22 

-" 

The savings generated by probation were also illustrated through the 

use of an example. If a felon were convicted, given a five year sentehce~ 

incarcerated three years, and then placed on parole for two years, the 

total cost would be $6,921. If the same felon were placed on probation, 

however, the cost would only equal $1,370 - a savings of $5,557 over the 

five year period •.. Thus the authors concluded that if tbe model probation 

system was adopted, 3,000 inmates would be diverted and generate a one 

year savings of $5,715,000. 24 Based upon t.J:tQflec.find~ngs, the authors 

concluded that the model probation service should be adopted by the state. 
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In sum, the Texas study is an excellent example of the high quality 

of information which can be generated by a cost-benefit analysis. The 

...... ~.,!'fl' ..... ,..QDly·shortcoming apparent in the analysis is the failure to consider a 

discount rate for the costs and benefits of the model probation system. 

Yet, the report gives meaningful cost-benefit figures which demonstrate 

the cost advantages of the model program. 

A study of the Monroe County Pilot Program (MCPP) for the Vocatj.onal 

Upgrading of Probationers attempted to demonstrate the cost-effectiveness 

of this particulaJ; project. 'I'he MCPP assumes that c'riminal behavior is 

related to unemployment and attempts to reduce recidivism through a 

program of academic upgrading, vocational assessment, job placement, and 

job coaching. The program was evaluated by comparing the net costs and 

benefits accruing to an experimental group of probationers (N~202) and 

a control group of 42 probationers Wh9 did not participate in the program. 

Data were collected over a 25 month period. 25 Members of the control 

group were eligible for (unemployed and underemployed) but did not enter 

the program. 

The cost benefit model utilized in this study was divided into three 

parts: (1) 'community not including the probationers, (2) the probationers, 

and (3) community as a whole including the probationers. The authors 

found that, at the end of the data co11~tion period, the average weekly 

wages for the experimental group were $187.93, compared to $139.81 for 

the control group - a differ~nce of $48.02 0 However, by using a multiple 

regression model, they found that the difference in weekly wages which 

was actually attributable to participation in the MCPP program was even 

larger - $53.41. 26 Thus, if members of the control group had participated 

in the program, their wages would have totaled $193.22. per week ($139.81 

. 27 
plus $53.41). However, in the analysis, the authors chose to use the 
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lower figure ($48.02) as the difference between the groups - understating 

benefits for the ex.perimental group bi approximately $19,,000 for the first 

year following MCPP. No reason was g:l.ven for this methodological choice. 

Tables 10.0 and 10.11 sunnnarize the cost-benefits o:f this special 

program. 

TABLE 10;.10 
28 

COSTS/BENEFITS FOR THE CO~u~ITY EXCLUDING PROBATIONERS 

Costs --
1. Costs of Project l.ess stipend* 

Sala~ies and Benefits 
Equipment** 
Supplies 
Ren~'laticn 
Misce11ahebu~ 
Indirect Costs 
Fee to Singer 

Total 

2. Recidivism Costs 

$159,995 
6,700 

17,512 
11!93t;' 
23,953 
32,511 
43,S!! 

$296,178 

Since there was no change in 
the recidivism rates between 
the two groups, the associated 
costs are assumed to be equal 
and offsetting. 

3. Stipend $115,261 

'fatal Costs $411,438 

Benefits 

4. Reduced welfare 
and" Unemployment 
Insurance 

Total 
($5,846 per year) 

5. Increased taxes paid 
by probationers 
(Estimated at 10% of 
inctease in wages; 
$17~287 per year) 

Total Benefi"ts 
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Table lO~10 

Continued 

Net Costs to the Community excluding the Probationers 
Net Cost. ::a Tcttal Costs - Total Benefits " 
$376,738 = $4l1~438 $34,700 

*These costs are np~ budget figures but actv.al expenditures for the 
calendar year 19'11. Excluded are costs associated with the NCCD study 
and in-kind costs used by the C:ity of RClchester to justify federal 
A!ontributions. 

**Initial equipment costs of $21+,157 were amortized over a five year 
period with a 20% salvage rate using the following formula: 

Rent/Year Salvage Value where r::: .10 
Initial Equipment = (1 + r)1- + (1 + r)l. i := 4.00 

'1:ABLE 10.11 
29 

COSTS/BENEFITS AT1~RIBUTABLE TO THE PROBATIONERS 

1. Wages foregone while in project 
$15,287 

2. toss of welfare and nIB 
($5, 846 pe~r year) 8,769 

3. Increased taxes paid after 
completion of the program 
($17,287 per year) 25,931 

Total Costs 

Benefits 

1. Stipend wr~le in project 
$115,261 

2. Increase in wages per year 
following completion of 
project ($172,872 per year) 

259,308 

Total Benefits $374,569 

Net Benefit: to the Probationers 
Net Benefit = Total Benefit - Total Cost 
$324,582 = $374,569 $49,987 

Net Cases/Benefits to "Soc:(..~lj}ty Including the Probationers' 
Net CClst as of December 1972 = Total Cost "" Total Benefits 
Net Cc)staa of December 1~72 "" $46;l;~425 $40~,269"" $52 t 156 

,----------------------------------,~-"----------------------
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Unlike the Texas study, the MCCP report considers the rate of benefit 

return over time. Chitren and Reynolds theorized that~ at some point in 

the future, all effects of the program would wash out, that :la, at some 

point in time the income advantages of the program participants woyld be 

lrist. All future values were discounted at a rate of ten percent. 

In Table 10.12~ the authors assumed that the differential income 

generated by th~ program would remain at $172,872, but would disappear 

after the year indicated. Thus if prog_am benefits only last one year the 

present value of the program is a negative $52,156; however, if benefits 

last ,two of' more years the program generates a positive net present value. 

TABLE 10.12 
30 

PRESENT VALUE OF PROGRAM I 

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

Last year of ~enefit Following 
Group Ex~t from Pro~ram Net ~resent Value of Pr~gr~ 

1 - 52,156 

2 + lOS,OOO 

3 + 247,869 

4 + 377,750 

5 + 495~823 

III ~able 10.13, the authors assumed that the differential decreases 

linearly from $172,872 to $0 at the end of the year indicated. 
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TABLE 10.13 
31 

PRESENT VALUE OF PROGRAM II 

Last Year of Benefit Following 
Group Exit from Program Net Present Value of Program 

1 52,156 

2 + 26,422 

3 + 88,466 

4 + 139,658 

5 + 211,721 

In Table 10.14, the a~thors assumed that the differential grows ten 

percent and then terminates the year after thE! one indicated. 

Last Year 
Group 

TABLE 10.14 
32 

PRESENT VALUE OF PROGRAM III 

of Benefit Following 
Exit from Program Net Present Value of 

1 52,156 

2 + 120,706 

3 + 303,578 

4 + 476,450 

5 + 649,322 

Program 

In this fashion, Chitren and Reynolds attempted to analyze the wash-

out question - an aspect that could not have otherwise been addressed in 

the absence of a lon~itudinal study. These data indicate that the length 
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of the effect of the benefit generated by the program is critical to its 

discounted net value and suggests that further research on long term 

effects of employment related programs is appropriate. 

The sole weakness of this study was its failure to address the 

indirect cost and benefits generated by the program. In the place of 

some researched estimcites, the authors simply provided lists of "non-

quantifiable" benefits to clients, family and friends, and the community. 

As the following list indicates, it seems that some of these benefits 

could have been estimated in some way. 

Benefits to Clients: 

1$ Increased self-esteem. 
2. Maturation as evidenced by! independence. 
3. Improved and stren~thened family ties. 
4. Sense of belonging in the job market. 
5. Loss of antagonism toward the "establi~lhed system .. " 
6. Non-real wages, i.e., employment benef:i.ts such as hospitali

zation, social security, retirement benefits, etc., all of 
which increase the security of the probationers~ 

Benefj!s to Family and Fri~: 

1. Higher standard of living. 
2. Decreased family humiliation. 
3. Increased social acceptance within the community. 
4. Improved and strengthened family ties 
5. Increased self-esteem. 

Benefits to the Community: 

1. Increased psychic well-being for all. 
2. Decreased requirement for future rehabilitation services. 
3. Increased community prosperity. 
4. Because of benefits such as retirement, social security, and 

hospitalization available to the employed probationer, society 
will not continue to provide for him in his illness or old age 
without him hav.ing made a contribution toward that care. 33 

In addition, the authors failed to compare the cost of the program 

to alternative programs (i.e., regular probation) or to the cost of incar-

ceration. TIluS, their findings are limited to this particular progr.am 

and are not as generalized as those presented in the Texas study. 
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The second category of probation cost studies cannot be considered 

as true cost-benefit analyses, since they do little else than compare 

the costs of various forms of supervision to the program in question. 

This type of information, although important, is of limited value when 

compared to the Texas and Monroe Counl..Y studies. This lack of development 

is no doubt a function of the fact that these studies do not consider cost 

analysis as their primary focus. 

In the first report, the Albuquerque Municipal Court studied the 

effectiveness of traditional, volunteer, and team supervision in probation, 

and cost-comparison was one aspect ;i -th~'t-Jindings. 

TABLE 10.15 

34 
ALBUQUERQUE PROJECT COST COMPARISONS 

Type of Supervision Ratio Cost per Contact 

1. Traditional $16 2°76.95 = $29.50 
545 

2. Team $17 2828.86 = 14.88 
1198 

3. Volunteer $ 52 232.20 = 5 .. 46 
959 

The authors of the report were well aware of the limitations of these 

findings and presented them solely for the determination of the compara-

tive cost of each probation service method.) 

The Tennessee Department of Corrections made a similar cost analysis 

in an attempt to demonstrate the cost effectiveness of field services 

over incarceration. Using fiscal year 1973-74 as a basis, the authors 
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compared the costs of probation services for offenders who would other-

wise have been incarcerated for eighteen months and the costs attributed 

to another one hundred people released six months early and placed on 

parole. 

TABLE 10.16 
35 

TENNESSEE COST ANALYSIS 

I. Correctional Institution Alternative 

$ 13.00 
x 100 

$ 1,300.00 
x 547 

$711,000.00 

$ 13.00 
x 100 

$ 1,300 .. 00 
x 182 

$236,600. !)O 

aver/age per day institutional cost 
offenders 

per day for 100 inmates 
eighteen month average length of stay 

cost of maintaining 100 inmates for 18 months 

average pay day institutional cost 
eligible parolees 

per day cost of maintenance 
six months length of stay 

cost of maintaining 100 eligible parolees in an 
institution for an extra 182 days 

Total cost of Alternative I = $711,000.00 
236,600.00 

$947,600.00 

NOTE: An additional societal cost under Alternative I is the costs 
associated with maintaining an incarcerated personts family on welfare, as 
well as the losses in tax revenue. 
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Table 10.16 

Continued 

II. Probation and Parole Alternative 

$ 1.05 
__ ~ 100 

$ 105.00 
x 547 

$57,435.00 

$ 105.00 
x·182 

--..;:.: 

$19,110.00 

client per diem cost for probation supervision 
probationers (not sent to an institution) 

per day cost of maintaining 100 probationers 
eighteen month probation period 

cost of maintaining 100 probationers for 18 months 

cost of maintaining 100 parolees for six months 
six months parole period 

cost of maintaining 100 parolees for six months 

Total Cost of Alternative II = $57 s 435.00 
19,110.00 

$76,545.00 

NOTE: Total cost of Alternative II does not include the benefits accruing 
from a probationer or parolee being able to support their familY and 
dependents as well as the taxes generated by being allowed to continue 
employment. 

Cost differential between Alternatives I and II = $947,60n.OO 
76,454.00 

$871,055800 Total cost 
differential 

The TGnnessee researchers also cited the need to consider other 
/ 

benefits attributable to field services ~ i.e., wages and taxes generated 

by probationers and parolees. 

In sum, case-benefit analysis is a rigorous procedure which demands 

a certain level of effort in o~der to generate useful information. Cost-

benefit estimates must be thoroughly defined and researched to have any 

meaning. On the surface, however, it appears that the research findings 

summarized in this paper provide a strollg basis supporting the cost 

effectiveness of probation over incarceration. 
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ClI.Al'TER. XI 

STANDARDS FOR PROBATION 

Introduction 

The setting of standards for probation is an outgrowth of earlier 

standard-setting activity for correctional institutions. This move has 

been fueled by the concerns of corrections professionals, the courts, 

funding agencies, politicians, and citizens who expect corrections to 

serve the public efficiently ani effectively. These persons believe, 

correctly or incorrectly, that standards "which set minimum leve.ls of 

p·erformance can lead to the upgrading of corrections and the entire 

criminal justice system. Standards for specialized services such as 

probation and parole can serve as substitutes for output-oriented 

obje'ctives. Several sections of this report stress that the difficulty 

of assessing the effectiveness of certain probation activities is directly 

related to a lack of clear, agreed-upon objectives (particularly in the 

areas of the "proper" roles of probation officers, education and training 

of probation officers, and the provision of probation services). 

Standards such as the examples presented here can serve as prox~~s for 

objectives and thus offer some direction to the administratively 

fractured world of probation. 

There is some danger that standards which a~e not related to per

formance will become so widely accepted that they harm rather than help 

the development of an effective probation service. This may well have 
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occuX'X'ed with the ~ssue o~ ca.seload size.,whe1;'e "mag:i.c n~bet:s" such 

as thit:ty-five oX' fifty probat:i.oners l?er case10ad wet:e accepted on faith. 

However, we choose to adopt the rather optimistic position that the 

unquestioning acceptance of unsupported standards has been an artifact 

of an administratively and professionally immature probation system. 

The increased visibility of probation, the profeesionalization of its 

personnel, and the increasing positive attitude toward research in the 

field indicate that naive and unreasonable standards are not likely to 

survive. 

Research on the application and effectiveness of standards for 

probation is non-existent. It will come, we believe, as an outgrowth of 

research into the other criticel issues highlighted in this study. 

Indeed, it may be that standards which are developed from future 

research will be the key to implementing an effective and ~fficient 

probation aervice. 

Standards 

The following excerpts represent a collection of standards which 

addressse1e~ted aspects of probatl,on.-'rhese: examples have been drawn 

from the three most recent: sources: t£he Ameri.can Bar Association (ABA) 

Standards R~lating to Probation (1970)1 and Sta:ndards Relating to 

Sen~encing (1968),2 the National Advisory Commission's (NAC) Standards 
3 

and Goals: Cot:rections (1973), and the American Cot:rectional Association's 

(ACA) Manual of Stand·ards ·for Adult Probation and Pax-ole F:i.e1d Services 

(19]7).4 Model 1ei'g~slation, such as the Model penal Code (1961)5 and the 

Standard PrQ~ation and Parole. Act (1955)6, is not included in this 
. - ~. 

summat~~,,:j 
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Standards from each source are grouped by topics for ComI)arison. 

It is evident that, while all have drawn heavily from Ptior standards 

and often compare favorably to each other, there are notable differences 

in scope, detail, and comprehensiveness. 

Definition of Probation 

"P.robation as a court disposition was first used as a suspension 

of sentence. Under probation, a convicted offender's freedom in the 

community was continued, subject to supervision and certain conditions 

established by the court. A shift now is occurring and probation is 

being used increasingly as a sentence in itself.,,7 This statement from 

the NAC commentary on its standards for probation reflects the NAC's 

acceptance of the current interpretation of probation as defined in 

the ABA standards: 

1.1 (b) In this report the term "probation" means a sentence 
not involving confinement which imposes conditions 
and retains authority in the sentencing court to 
modify the conditions of the sentence or to resentence 
the offender if he violates the conditions. Such a 
sentence should not involve or require suspension of 
the imposition or the execution of any other sentence. 
A sentence to probation should be treated a.s a final 
judgment for purposes of appeal and similar procedural 
purposes: 

The ABA standards delete any references to "suspended sentences" 

and incorporate under this definition of probation even those statuses 

8 
where no probation agency supervision is req~~~ed. 

In addition to establishing probation as a sentence, the ABA 

standards develop justifications for probation which establishes its 

theoretical context: 

1.2 Desi:rabil,ity of Probation. 
Probation is a desirable disposition in appropriate 
cases because: 

(i) it maximizes the liberty of the individual while 
at the same time vindicating the authority of the law 
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and effectively protecting the public from further 
violations of law; 

(ii) it affirmatively promotes the rehabilitation of 
the offender by continuing normal community contacts; 

(iii) it avoids the negative and frequently stultifying 
effects of confinement which often severely and unnecessa~ily 
complicate the reintegration of the offender into the 
connnunity; 

(iv) it greatly reduces the financial costs to the public 
treasury of an effective correctional system; 

(v) it min,1mIzes"the: impact of the conviction upon 
innocent dependents of the offende':r. 

While the definition of probation is not specifically addressed in 

its standards, the ACA's Manual observes that lfprobatitm offers the 

courts a reasonable alternative for caseS not requiring confinement.; 

that probation may offer a general deterrent and control for a number 

o~'·Sselect offenders ••• and that, in the main, probation is viewed as an 

integral function of the correctional proces:s which contributes to the 

9 public interest and to the management of offenders." 

Administration and Organization ~f Probation 

that: 

NAC Standard 10.1 concerning the organizatiffu of probation states 

Each State with locally or judicially administered 
probation should take action, in imple~?-nting Standard 
16.4, Unifying Correctional Programs, to place probation 
organizationally in the execut:1.ve branch of state 
government o:-The State correctional agency should be 
given resp6nsibility for: 

1 •.. g'stablishing statet-1ide goals, policies, and 
priorities that can be translated into measurable 
objectives by those delivering services. 

2. Program planning and development of innovative 
service strategies. 

3. Staff development and training. 
4. Planning for manpower needs and recruitment. 
5. Collecting statistics, monitox'ing services, and 

conducting research and evaluation. 
6. Offering consultation to courts, legislative 

bodies, and local executives. 
7. Coo1:dinating the- clcr.iil'itiesof separate systems 

for delivery of services to the courts and to probationers 
until separate staffs to perform services to the courts 
are established within the courts system. 
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During the period when probation is being placed ur&er 
direct State operation, the State correctional agency 
should be given authority to supervise local probation 
and to operate regional units in rural areas where 
population does! not justify creation or continuation of 
local pr~bation. In addition to the responsibilities 
previously listed, the State correctional agency should 
be givei'!. responsibility for: 

1. Establishing standards relating to personnel, 
services to coutts, services to probationers, and records 
to be maintained, including,-format of reports to courts, 
statistics, and fiscal controls. 

2. Consultation to local probation agencies, including 
<evaluation of services '(-dth recommendations for improve
ment; assisting local systems to develop uniform record 
and statistical repol;'ting prOCed1.11:es conforming to State 
standards; and aidil1g in local staff development efforts. 

3. Assistance in evaluating the number ~d types of 
staff needed in each jurisdiction. 

4; Financial assistance through reimbursement or 
subsidy to those probation agencies meeting standards 
set forth in this chapter. 

American Bar Association, Standard 61. (b): 

It is appropriate for probation services to be administered 
at either the state or local level, but in no event shottld 
corttrol be vested in an agency having prosecutorial 
functions. 

There is obvious support for a unified state probation system 

witr,in the NAC standards, while the ABA takes a more neutia.l position: 

The ACA's Manual focuses on service. delivery systems rather than where 

or how the probation agency should be constituted within the govern-

10 mental structure. They define administrative standards only on 

. the agency. level: 

3003 The assagnment of organizational responsibility 
for agency field superyl.sion sen'ices- Within the govern
mental structure is specified by statute. 

Discussion: Statutory specitica~iun F~Gviqes unquestionable 
definition of the role of fi~ld supervision services 
within the governmental st~ucture. 

3004 Responsibilities and functions of the agency are 
specified by statute. or administratively by the parent 
gover~ental organization. I 
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DiscussiQn: Prooation and parole ~ggncies can bes~ 
achieve their goals and objectives when responsibilities 
and functions ara articulated either by a parent organi
zation or by statute. Vague definitions of responsibilities 
and functions hinder both individual and organizational 
effectiveness, resulting in a loss of understanding and 
s'npport from criminal justice an~ other agenc~i.es and the 
general public. 

3006 The authority t responsibility and function of the, ~'. 
position of agency administrator are specif;ies.-by statute 
or adtninistrat1:.,ely by the parent govertWlfintal \')rganizat.iun. 

--:.".-

Discussion: Effective bsaaership cannot evolve o~be 
maintained in thc:abs®ce of a cJ.ear definitign of the 
autb.o~:!.t:} and responsibilities of the ad1]l.;!nistrator. The 
functions specified by stat'ute snould-include plallning, 
organizing~ Bt.aff'ing, coordina~j.;ag, directing, and 
controlling the l'robationjparole. services. Statutory 
specification also aegists in the recruitment and r.etention 
of 11 qualifiedcz"cnninistrator. 

3001 The agency and its programs are managed by a single 
administrative officer. 

Discussion: Each agency should beheaded by a single 
administrative officer, appointed by and responsible only 
to the govern,ing authority of the agency. There should 
be no employe\es or units of management within th~f!getity' 
that are not LtccotUltab1e to the administratt~fa officer. 
Whet'e there are persons (usually~{!lU'ye~s of other public 
and private aglancies) wtii;J~1:~--pcroviding a service to the 
agency, writte~ B~1~ies and procedures should be developed 
and l:eyJ&~d,at least annually, to describe thei-r roles 

--.ai'id'fun.ctions alS they relate to the authority an.d 
responsibility of the administrator. 

3041 The ch;!..ef 15!xecutiv2 and/or 30verning board of the 
level of gove~rnt at which the probation/parole services 
are constituted has the responsibi1:tty for appointing the 
agency administra.i~ar. 

Discussion; Be~ause the chief executive and/~r governing 
board of thg, ~i:ob;a~ion/llarole agency's .l>ar~ntg~vt:filinental 
organizatit)'U :f.s r.eslpollsible _fol: the (,r~·efa.l1 functiQning 
~£the e~iional as,lancy ~ -th.at individual or. group should 
select the administ~atoror prob~ion/parole services. 

~./ -...... 
In additton to statewide concerns, the ABA standards address 

.. ' 
~9Cal administrative concerns. Their approach is toveat adrllinis:trative 

authority in the courts: 
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6.4 Appointment of probation personnel. 
(a) Responsibility for appointing chief probation 

officers in local probation departments should reside 
'. solely in the chief judge of the court OJ: an appropriate 
judicial body. Consideration should be given to the . 
creationcf an agency or committee to advise in recruiting 
and screening chief probation officers. Such a committee 
should consist of repreaetitatives of government~ the 
judiciary~ the bar~ arid the community. 

(b) Chtat-probation officers should make all 
appointm~iits of probation personnel in accordance with a 
merit system. After a probationary period~ tenure should 
be gra!~ted and removal permitted only after a hearing 
conducted by a civil servic_~,(;,$~tl$.s-ibn or other career 
service organizatio~.~~,-:c'···'::'-" 

6.1 Leg:i.sl~t'i'V~;re~ponsibility; administrative structure. 
(a) t'egislative bodies should appropriate sufficient 

funds, :fib that all trial courts administering c:::iminal 
justice ~rlll have adequate probation services and personnel 

;;1n order to implement properly the standards developed in 
this Report. 

The standards cited here provide no guidance for the proper 

placement of probation in the criminal justice system. They point 

both to the executive branch and the judiciary. They do, however, 

emphasize unity of administration and clear statutory authoJ:ity for 

probation. 

Criteria for Probation 

There are several standards which address this topic and, for the 
...... ~- -- ..- . . ~. 

moat part) they differ very little. Both the ABA and the NAC recommend 

l;hat the length of the probation sentence should not exceed the maximum 

incarceration sentence prescribed by law; however, in the case of 

misdemeanants, the NAC recommends a one year limit, while the ABA 

suggests a two year limit. 

NAC Standard 5.4: 
Each sentencing court immediately should revise Its 

policies, procedures, and prac~:i,ees concerning probation, 
and where necessary, enabling legislation should be enacted, 
as follows: 

1. A sentence to probation should be for a specific 
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term not exceeding the maximum sentence a~thorized 
by law, except that probation for misdemeanants may be 
for a period not exceeding one year. 

NAC Standard 5.2: 
State penal code revisions should include a provision 

that the maximum sentence for any offender not specifically 
found to represent a substantial danger to others should 
not exceed 5 years for felonies other than murder. No 
minimum sentence should be authorized by the legislature. 

The sentencing court should be authorized to impose a 
maximum sentence less than that provided by statute. 

ABA Standard 1.1 (d): 

The court should specify at the time of sentencing the 
length of any term during which the defendant is to be 
supervised and during which the court will retain power 
to revoke the sentence for the violation of specified 
conditions. Neither supervision nor the power to revoke 
should be permitted to extend beyond a legislatively fixed 
time, which should in no evenL exceed two years for a 
misdemeanor or five years for a felony. 

Both the NAC and the ABA standards indicate that probation is the 

preferred sentence unless exceptio~a1 circumstances are present. 

NAC Standard 16.11: 

Each state should enact by 1975 probation legislation 
(1) providing probation as an alternative for all offenders; 
and (2) establishing criteria for (a) the granting of 
probation, (b) probation conditions, (c) the revocation 
of probation, and (d) the length af probation. 

Criteria for the granting of probation should be 
patterned after Sec. 7.01 of the 'Hodel Penal Code and 
should: 

1. Require probation over confinement unless specified 
conditions exist. 

2. State factors that should be considered in favor of 
granting probation. 

3. Direct the decision on granting probation toward 
factors relating to the individual offender rather than 
to the offense. 

NAC Standard 5.2 (Non-Dangerous Offenders): 

Criteria should be established for sentencing offenders. 
Such criteria should include: 

1. A requirement that the least drastic sentencing 
alternative be imposed that is consistent wit;h public 
safety. The court should impose the first oiE the following 
alternatives that will reasonably protect thle public safety: 
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a. Unconditional release. 
b. Conditional release. 
c. A fine. 
d. Release under supervision in the community. 
e. Sentence to a halfway house or other residential 

facility located in the community. 
f. Sentence to partial confinement with liberty to 

work or participate in training or education during all 
but leisure time. 

g. Total confinement in a correctional facility. 

2. A provision against the use of confinement as an 
appropriate disposition unless affirmative justification 
is shown on the record. Factors that would justify 
confinement may include: 

a. There is undue risk that the offender will commit 
another crime of not ~onfined. 

b. The offender is in need of correctional services 
that can be provided effectively only in an institutional 
setting, and such services are reasonably available. 

c. Any other alternative will depreciate the 
seriousness of the offense. 

3. Weighting of ~~e following in favor of withholding 
a disposition of incarceration: 

a. The offender's criminal conduct neither caused 
nor actually threatened serious harm~ 

b. The offender did not contemplate or intend that 
his criminal conduct would cause or threaten serious harm. 

c. The offender acted under strong provocation. 
d. There were substantial grounds tending to excuse 

or justify the offender's criminal conduct, though failing 
to establish defense. 

e. The offender had led a law-abiding life for a 
substan.tial period of time before commission of the present 
crime. 

f.. The offender is likely to respond affirmatively 
to probationary supervision. 

g. The victim of the crime induced or facilitated 
its commission. 

h. The offender has made or will make restitution 
or reparation to the victim of ·his crime for the' damage 
or injury which was sustained. 

i. The offender's conduct was the result of circum
stances not likely to recur. 

j. The character, history, and attitudes of the 
offender indicate that he is unlikely to commit another 
crime. 

k. Imprisonment of the offender would entail undue 
hardship to dependents. 

1. The offender is elderly or in poor health. 
m. The correctional ~rograms within the institutions 

to which the offender would be sent are inappropriate to 
his particular needs or would not likely be of benefit 
to him. 
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ABA Standard 1.1: 

(a) The legislature should authorize the sentencing 
court in every case to impose a sentence of probation. 
Exceptions to this principle are not favored and, if made, 
should be limited to the most serious offenses • 

. ABA Standard 1.3: 

(a) The probation decision should not turn upon 
generalizations about types of offenses or the existence 
of a prior criminal record, but should be rooted in the 
facts and circumstances of each case. The court should 
consider the nature and circumstances of the crime, the 
history and character of the offender, and available 
institutional and community resources. Probation should 
be the sentence unless the sentencing court finds that: 

(i) confinement is necessary to protect the public 
from further criminal activity by the offender; or 

(ii) the offender is in need of correctional treat
ment which can most effectively be provided if he is 
confined; or 

(iii) it would unduly depreciate the seriousness of 
the offense if a sentence of probation were imposed. 

(b) Whether the defendant pleads guilty, pleads not guilty 
or intends to appeal is not relevant to the issue of 
whether probation is an appropriate sentence. 

While the ACA standards do not specifically address sentencing 

criteria, they do speak to the related area of the extent of misdemeanant 

probation services. 

ACA Standard 3180: 

3180 The supervision of misdemeanant offenders is 
governed by standards, policies and practices comparable 
to those available to felony offenders. 

Discussion: Misdemeanants placed on probation should 
receive the same priority and quality of service as those 
accorded felony probationers. The agencies responsible 
for felony probation also should have responsibility for 
misdf!meanant probation. 

In the same vein is the NAC's Standard 10.3: 

Each State should develop additional probation manpower 
and resources to assure that the courts may use probation 
for persons convicted of misdemeanors in all cases for which 
this disposition may be appropriate. All standards of this 
report that apply to probation are intended to cover both 
misdemeanant and felony probation. Other than the possible 
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length ot probat~on terms, there should be no d~stinction 
between misdemeanant at,d felony probation as to organi
zation, manpower, or services~ 

From these standards, probation appears to be the disposition of 

choice, particularly for non-danger()us offenders. Probation should be 

limited to a certain maximum time period, and the services of probation 

should be extended to misdemeanants ,as well as felons. 

Revocation Procedures 

The following NAC and ABA standards relating to revocation pro-

cedures and revocation criteria are quite similar. Both outline a 

system of due process appropriate to pre-revocation circumstances 

(e.g., informal alternatives to revocation) as well as guidelines for 

revocation proceedings. 

The ABA standards include the justif:1.cation for probation revo-

cation under certain circumstances. Both the NAC and the ABA hold that 

a decision to revoke probation, based on the commission of another 

crime, should not occur prior to a find.ing of guilt in the new case. 

However, the ABA suggests that the judge should have the right to 

detain the suspected probationer ~~thout bail, if he decides that there 

is probable cause. 

NAC Standard 5.4: 

Procedures should be adopted authorizing the revocation 
of a sentence of probat.ion for violation of specific con
dif;ions imposed, such procedures to include: 

a. Authorization for the prompt confinement of pro
bation.ers who exhibit behavior that is a serious threat to 
themselves or others and for allowing probationers suspected 
of vi,olations of a less serious nature to remain iu the 
commu.nity unti.l further proceedings are completed. 

b. A requirement that for those probationers whQ are 
arrested for violations of probation, a. preliminary hearing 
be held promptly by a neutral official other than his pro
bation officer to determitle whether there i~ probable 
cause to bel:!.eve the probationer violated bisprobation. 
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At this hearing the probationer should be accorded the 
following rights; 

(1) Xo be given notice of the hearing and of the 
alleged violations. 

(2) To be heard and to present evidence. 
(3) To confront and cross-~xamine adverse witnesses 

unless there is substantial evidence that the witness will 
be placed in danger of serious harm by so testifying. 

(4) To be represented by counsel and to have counsel 
appointed for him if he is indigent. 

(5) To have the decisionmaker state his reasons for 
his decision and the evidence relied on. 

c. Authorization of informal alternatives to formal 
revocation proceedings for handling alleged violations of 
minor conditions of probation. Such alternatives to revo
cation should include: 

(1) A formal or informal conference with the pro
bationer to reemphasize the necessity of compliance with 
the conditions. 

(2) A formal or informal warning that further vio
lations could result in revocation. 

d. A requirement that, unless waived by the probationer 
after due notification of his rights, a hearing be held on 
all alleged violations of probation where revocation is a 
possibility to determine whether there is substantial 
evidence to indicate a violation has occurred and if such 
a violation has occurred, the appropriate disposition. 

e. A requirement that at the probation revocation 
hearing the probationer should have notice of the alleged 
violation, access to official records regarding his case, 
the right to be represented by counsel including the right 
to appointed counsel if he is indigent, the right to 
subpena witnesses in his own behalf, and the right to 
confront and cross-examine witnesses against him. 

f. A requirement that before probation is revoked the 
court make written findings of fact based upon substantial 
evidence of a violation of a condition of probation. 

g. Authorization for the court, upon finding a vio
lation of conditions of probation, to continue the existing 
sentence with or without modification, to enlarge the con
ditions, or to impose any other sentence that was available 
to the court at the time of initial sentencing. In resen
tencing a probation violator, the following rules should 
be applicable: 

(1) Criteria and procedures governing initial 
sentencing dp~1Bions should govern resentencing decisions. 

(2) Failure to comply with conditions of a sentence 
that impose financial obligations upon the offender should 
not result in confinement unless such failure is due to a 
willful refusal to pay. 

(3) Time served under probation supervision from 
initial sentencing to the date of violation should be 
credited against the sentence imposed on resentencing. 
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Probation should not be revoked for the commission 
of a new crime until the offender has been tried and con
victed of that crime. At this time criteria and procedures 
governing initial sentencing decisions should govern re
sentencing decisions. 

NAC Standard 16.11: 

Criteria and procedures for revocation of probation 
should provid~ that probation should not be revoked 
unless: 

1. There is substantial evidence of a violation of one 
of the conditions of probation; 

2. The probationer is granted notice of the alleged 
violation, access to official records regarding his case, 
the right to be represented by counsel including the right 
to appointed counsel if he is indigent, the right to sub
pena witnesses in his own behalf, and the right to confront 
and cross-examine witnesses against him; and 

3. The court provides the probatione~ a written state
ment of the findings of fact, the reasons for the revo
cation, and the evidence relied upon. 

In defining the term for which probation may be granted, 
the legislation should require a specific term not to 
exceed the maximum sentence alltharized by law, except 
that probation for misdem~anants should not exceed one year. 
The court should. be authorized to discharge a person from 
probation at any time. 

ABA Standards 5.1, 5.2, 5.3, and 5.4: 

5.1 Grounds for and alternatives to probation revocation. 
(a) Violation ofa condition is both a necessary and a 

sufficient ground for the revocation of probation. Revo
cation followed by imprisonment should not be the dispo
sition, however., unless the court finds on the basis of 
the original offense and the intervening conduct of the 
offender that: 

(i) confinement is necessary to protect the public from 
further criminal activity by the offender; or 

(ii) the offender is in need of correctional treatment 
which can most effectively be provided if he is confined; 
or 

(iii) it would unduly depreciate the seriousness of 
the violation if probation were not revoked. 

(b) It lvould be appropriate for standards to be formu
lated as a guide to probation departments and courts in 
processing the violation of conditions. In any event, 
the following intermediate steps should be considered in 
every case as possible alternatives to revocation: 

(i) a review of the conditions, followed by changes 
where necessary or desirable; 

(ii) a formal or informal conference with t~e probationer 
to reemphasize the necessity of compliance with the conditions; 
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(ii1) a formal or informal warning that further vio
lations could result in revocation. 

5.2 Arrest of probationers. 
(a) Formal arrests of probationers for the alleged vio

lation of conditions of their probation should be preceded 
by the issuance of an arrest warrant based upon probable 
cause that a violation has occurred. Ar~ests without a 
warrant should be permitted only when the violation involves 
the commission of another crime and when the normal standards 
for arrests without a warrant have otherwise been met. 

(b) Probation officers should not be authorized to arrest 
probationers. 

5.3 Proceedings following commission of another crime. 
A revocation proceeding based solely upon commission of 

another crime ordinarily should not be initiated prior to 
the disposition of that charge. How~ver, upon a showing of 
probable cause that another crime has been committed by 
the probationer, the probation court should have discre
tionary authority to detain the probationer without bail 
pending a determination of the new criminal charge. 

5.4 Nature of revocation p~Qc~eding~. 
(a) The court should not revoke probation without an 

open court proceeding attended by the following incidents: 
(i) a prior written notice of the alleged violation; 
(ii) representation by retained or appointed counsel; and 
(iii) where the violation is contested, establishment of 

the violation by the government by a preponderance of the 
evidence. 

Sentence should be imposed following a revocation according 
to the same procedures as are appliclable to original sen
tencing proceedings. 

(b) The government is entitled to, be represented by 
counsel in a contested revocation pt:oceeding. 

(c) As in the case of all other proceedings in open 
court, a record of the revocation proceeding should be 
made and preserved in such a manner' that it can be trans
cribed as needed. 

(d) An order revoking probation. should be appealable 
after the offender has been resentenced. 

ABA Standards Relating to Sentencing 6.4 and 6.5: 

6.4 Modification of sentence: sentence not involving 
confinement or sentence to partial confinement. 

(a) The sentencing court should be authorized to terminate 
at any time continued supervision or the power to revoke 
either a sentence not involving confinement or a sentence 
involving partial confinement. The court should also be 
authorized to lessen the conditions on which such sentences 
were imposed at any time, and similarly to shorten the time 
during which the power to revoke will exist. 
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(b) The CQurt shall be authorized to X'evoke a sentence 
not involving confinement or a sentence to partial C!(In

finement upon the violation of specified co-nditions or to 
increase the conditions under which such a sentence tv.lll 
be permitted to continue in effect. The sentencing alter
natives which should be available upon a ~evocation should 
be the same as were available at the time of initial sen
tencing. Specifically, such alternatives should include 
the imposition of a fine or the imposition of a sentence to 
partial or total confinement. 

(c) The court should not impose a sentence of total 
confinement upon revocation unless: 

(i) the defendant has been convicted of another crime. 
The sentence in such a case should respect the limitations 
on consecutive sentences expressed in section 3.4; or 

(ii) the defendant's conduct indicates that it is likely 
that he will commit another crime if he is not imprisoned; or 

(iii) such a sentence is essential to vindicate the 
authority of the court. 

6.5 If the revocation of a sentence to partial confinement 
results in sentence to total confinement, credit should be 
given for all time spent in custody during the sentence to 
partial confinement. 

ABA Standards Relating to Probation 1.1 (f): 

Upon revocation of probation the court should have available 
the same sentencing alternatives that were available at 
the time of initial sentencing. The court should not 
foreclose any of these alternatives before revocation. 

ACA Standards 3186, 3187, 3188, 3189, and 3190: 

3186 The" probation agency reports all alleged m~jor 
violations of the conditions of probation to the statu
torily defined revoking authority. 

Discussion: Because violations of probation are adjudicated 
by the court or the revoking authority, it is essential 
that the proper authority be advised promptly of alleged 
violations. A recommendation as to disposition of the case 
should accompany all violation reports. 

3187 Written policy and procedure specify the types of 
alleged violations that should be reported to the revoking 
authority and the reporting methods to be used~ 

Discussion: Equity and consistency require that written 
guidelines specify those types of alleged violations that 
should be reported. Consistency, equity and efficiency 
are important considerations in these guidelines. 
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3188 Written policy and procedure ensure that a proba
tioner cannot be arrested for alleged violations of the 
conditions of probation without a written order of arrest 
and/or an arrest warrant based on probable cause that a 
violation has occurred. Warrantless arrests are permiited 
only when the violation involves commission of another 
crime and current legal standards for warrantless arrests 
have been met. 

Discussion: To maximize the legal protection of both the 
probation agency and the probationer, it is essential that 
an arrest warrant be obtained except in those cases in 
which the alleged violation involves another crime. In 
this case, even though a warrant may not be required, all 
current legal standards for warrantless arrests must be met. 

3189 Written policy provides that a violation of a condition 
of probation does not automatically result in recommendation 
for revocation of probation and imprisonment. 

DiscussiQn: Such recommendation should be made only if the 
staff determines, on the basis of the original offense and 
the offender's subsequent conduct, that confinement is 
necessary to protect the community from further criminal 
activity or that the offender requires assistance that can 
best be provided in confinement. 

3190 Probation is revoked only after a review by the 
statutorily defined revoking authority. 

Discussion: Before probation can be revoked it is essential 
that the probationer receive a fair and impartial hearing 
by a designated revoking authority which is independent of 
the field office supervising the probationer. The following 
procedural safeguards should apply to the revocation hearing: 
the probationer should have notice of the alleged violation, 
access to official records regarding the case, the right to 
confront and cross-examine witnesses, and a statement of 
the written findings of fact. 

Finally, mention is made of the need to assure that decisions to 

revoke probation are subject to review. 

NAC Standard 16.11: 

The legislation should authorize an appellate court on the 
initiation of the defendant to review decisions that deny 
probation, impose conditions, or revoke probation. Such 
review should include determination of the following: 

1. Whether the decision is consistent with statutory 
criteria. 

2. Whether the decision is unjustifiably disparate in 
comparison with cases of a similar nature. 
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3. Whether the decision is excessive or inappropriate. 
4. Whether the manner in which the decision was arrived 

at is consistent with statutory and constitutional require
ments. 

Termination and Discharge 

Both the ABA and the ACA recommend the desirability of early 

termination from probation supervision. The ABA places this decision 

with the courts, while the ACA suggests that the probation agency make 

the determination of eligibility for early release, based on annual 

case review. 

ABA Standards 41. and 4.2: 

4.1 Satisfactory completion of probation term. 
It should be provided that probation automatically 

terminates upon the successful completion of the term 
set by the court at the time of sentencing. It is never
the less desirable that the fact of termination be recorded 
in an order of the court, a copy of which should be fur
nished to the probationer. 

4.2 Early termination. 
The sentencing court should have the authority to ter

minate probation at any time. Such authority should be 
exercised prior to the term fixed in the original sen
tence if it appears that the offender has made a good 
adjustment and that further supervision or enforced 
compliance with other conditions is no longer necessary. 

ACA Standards 3182, 3183, and 3184: 

3182 The agency seeks early termination of probation 
when it is clear that delivery of services to the pro
bationer is no longer required to protect the community 
or enhance the probationer's overall performance. 

Discussion: It is important that the probation agency 
advise the court of those individuals whom it believes 
meet the criteria for early termination of probationo 
The courts rarely will have firsthand knowledge of cases 
that warrant termination; th.e probation agency should be 
active in identifying such individu~ls. 

3183 Written policy and procedure provide for early 
termination of probation. 



Condit:t~ 

Discussion: The agency should develop, in collaboration 
with the courts, criteria for early termination of pro
bation. These may include demonstrated successful adjust
ment in terms of nonarrest and nonconviction, and demon
strated stability in terms of residence, employment, family 
relationsntps, etc e Procedure may include case review by 
peers, supervisors and administrators or their representa
tives. Reduced intensity of supervision may be an appro
priate step prior to early termination of probation. 

3184 Written policy and procedure require at least an 
annual review of the probation period. 

Discussion: Although unnecessary supervision is wasteful 
of resources, termination of probation when supervision 
is still required is also not in the public interest. An 
annual review should be conducted to ascertain whether 
continued probation is necessary. The results of this 
review should be documented in the case file. 

Both the NAC and the ABA recommend that the courts, not the pro-

bation officer', prescribe-the conditions of probation. The ACA, on 

the other hand, seems to imply that more responsibility for this 

determination should be vested with the probation agency. 

The ABA and the ACA advise that any condition of probation which 

requires payment by the probationer (restitution or fines) be based on 

his ability to pay, and that the costs of probation should not be 

borne by the probationer. The ACA suggests that supervision costs be 

borne by the jurisdiction establishing the probation agency. 

NAC Standard 16.11: 

Criteria for probation conditions should be patterned 
after Sec. 301.1 of the ~iodel Penal Code and should: 

1. Authorize but not require the im.position of a range 
of specified conditions. 

2. Require that any condition imposed in an individual 
case be reasonably related to. the corre.ctional program 
of the defendant and not unduly restrictive of his liberty, 
or incompatible with his constitutional rights. 

3. Direct that conditions be fashioned on the basis of 
factors relating to the individual offender rather than 
to the offense committed. 
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NAC Standard 5~4: 

2. The court should be authorized to impose such con
ditions as are necessary to provide a benefit to the 
offender and protection to 1;hepublic safety. The court i· 
also should'be authoi'~zed to modify or en1:arge the con
ditions of probation at any time prior to expiration or 
termination ~f sentence. The conditions imposed in an 
individual case p~ould be tailored to meet the needs of the 
defendant and society~ and mechanical imposition of uniform 
conditions on all defendants should be avoided. 

3. The offender should be prd,vided wit.h a written staf:~
ment of the conditions imposed and should be granted an 
explanation of such conditions. The offender should be 
authorized to request clarification of· any condition from 
the sentencing judge. The offender should also be authorized 
on his own initiative to petition the sentencing judge for 
a modification of the cnnditinns imposed. 

ABA Standard 1.1 (c): 

Upon a sentence to probation, the court should not be 
required to attach a condition of super'i7ision by the pro
bation department if in i~, ~udgment supervision is not 
appropriate for the particular case. 

ABA Standards 3.1, 3.2 and 3.3: 

3.1 Imposition and implementation of conditions. 
(a) All conditions of probation should be prescribed 

by the sentencing court and presented to the probationer 
in writing. Their purpose and scope and the possible 
consequences of any violations should be explained to 
him by the sentencing court or at an early conference 
with a probation officer. 

(b) Probation officers must have authority to imple
ment judicially prescribed conditions; but the conditions 
should be sufficiently precise so that probation officers 
do not in fact establish them. 

(c) The probationer should have the right to apply to 
the sentencing court for a clarification or change of 
conditions. 

3.2 Nature and determination of conditions. 
(a) It ahould be a condition of every sentence to pro

bation that the probationer lead a law-abiding life during 
the period of his probation. No other conditions should be 
required by statute; but the sentencing court should be 
authorized to prescribe additional conditions to fit the 
circumstances of each case. Development of standard con
ditions as a guide to sentencing courts is appropriate so 
long as such conditions are not routinely imposed. 
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(b) Conditions iJnposedbi:~a~'t~ou;t't should be designed 
to assist thepl'obationer 1n leading '~,la.~,""abiding life. 
They should be reasonable related to his" reh~bil,itat;ion and 
not uriduly restrictive of his liberty or incompatible "', " " 
with his freedom of religion. They should not be so vague 
or ambiguous as to sive no real guidance. 

(c) Conditions may app~opriat~ly deal with matters such as 
the following; , 

(i) co~perating with a program of supervision; 
(ii) meeting family responsibilities; 
(iii) maintaining steady emplay,ment or engaging or 

refraining ftO'ja engaging in a specific employment or 
occupation; , , . 

(1v) ~ursuing prescribed educational or voeational 
'tr,aining; 

. (v) u1;ldergoing available medical or psychiatric 
t:r,eatment; 

(vi) maintaitd.ng residence in c~ prescribed area or 
in a sp~ial facility eSfca~ishe:d t:or or available to 
persons on probation; . 

(vii) refraining from consol'tin.g with certain types 
.. o.t 'people of frequ~ilting certain types of places; 

(viii) making restitution of the fruits of crime or 
reparatj~n for loss of da~ge caused thereby. 

Cd) Conditions requiring payment, Qf f:tnes J restitution, 
reparation, or fcrtll,1.1y su,pport should not; go beyond the 
probationer's ability to pay. 

(e) The performance bond now authorized in some juris
dictions should liot be employed as a condition of pro-
bation. ' 

(f) Probationers should not be required to pay the costs 
of probation. 

3.3 l-todificatioll and termination of conditions. 
Conditions should be SUbj2Ct to modification Ole termi

nation by the court. tJl changes in conditions ~hould be 
present£d to the probationer in the manner prescribed in 
section 3.1 of this Report. Where the proposgd modifi
cations t10uld result in a form of confinement as a con
dition of continued probation, the probationer should be 
afforded the procedural rights set forth in Part V of 
this Report. 

ACA Standards 3191 and 3192: 

3191 Staff recommendations regarding conditions of pro
bation which require payment of fines, restitution, family 
support and the like are based on th~ probationer's ability 
to pay. 

Discussion: Unrealistic and excessive payment schedules 
add impossible burdens to the probation organization and 
the probationer. The probation supervision plan should 
include provision for payment of all legalde~t.-S and 
obligations. 
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3192 l,>l;'obationers are not required tOI pay the costs of 
probation. 

Discussion: The costs of probation should be borne by 
the jurisdiction that established the probation a~ency. 

qualifi,~tiG1"'~ fbr :-P~rsons Providing Probation -2,ervices 

Both the ABA and NAC standards call for a minimum educational 

requirement of a bachelor's degree for probation officers. The ABA 

expands the requirement, suggesting the nee.~-for post-graduate work 

in related disciplines, or a year's work experience in a related field. 

The ABA standa~ds ~~Q ~ecommend uniform state standards for all 

probation officers. The ACA expands its standards to include the 

recruitment of ex-offenders and paraprofessionals. They also call 

for continuing in-service tl:aining and education for employees. 

ABA Standards 6.5 and 6.6: 

6.5 Qualifications for probation officers; other personnel. 
(a) The educational and occupational requirements for 

probation officers should be possession of a bachelor's 
degree supplemented by: 

(i) a year of graduate study in social work¥ corrections, 
counseling, law, criminology, psychology, sociology, or 
related fields; or 

(ii) -a year of full-time casework, counseling, community 
or group work experience in a recognized social, community, 
correctional or juvenile agency dealing with offenders or 
disadvantaged persons, or its equivalent as determined by 
the hiring agency. 

(b) A significant number of proDation officers in a 
department should have graduate degrees in one of the 
subjects enumerated in this section. 

(c) While the core of any probation department should 
be professionally educated and trained personnel, it is 
desirable that the staff ~nclude individuals who may lack 
such professional qualifications but have backgrounds 
similar to those of the probationers themselves. In 
addition, in appropriate cases citizen volunteers should 
be used to assist probation officers. 

6.6 Education and training. 
(a) Fellowships for graduate study should be made 

available to probation officers and college graduates 
interested in probation. In addition, probation officer 
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trainee programs combining work and education should be 
establi.shed fOt' high school graduate.s and college students. 

(b) In-service education and trauling programs should 
be jointly planned and developed by appropriate state 
agencies, universities, and local prob,ation departments. 
In state and larger local probation departments, imple
mentation of these programs should be made a full-time 
responsibility. 

NAC Standard 10.4: 

Each State immediately should develop a comprehensive 
manpower development and training program to recruit, 
screen, utilize, train, educate, and evaluate a ful: range 
of probation personnel, including volunteers, women, and 
ex-offenders. The program should range from entry 1ev~1 
to top level positions and should include the fo11owing= 

1. Provision should be made for effective utilization 
of a range of manpower on a ful1- or part-time basis by 
using a systems approach to identify service objectives 
and by specifying job tasks and range of personnel 
necessary to meet the objectives. .lobs should be rli!
examined periodically to insure that organizational 
objectiveH are being met. 

2. In addition to probation officers, there should be 
new career lines in probation, all built into career 
ladders. 

3. Advancement (salary and status) should be along two 
tracks: service delivery and administration. 

4. Educational qualification for probation officers 
should be graduation from an accredited 4-year college. 

ACA Standards 3042, 3043, 3048-3052, and 3066-3068: 

3042 The qualifications, authority, tenure and 
responsibilities of the admi1,istrator are specified by 
statute or by the parent governmental organization. 

Discussion: Explicit definition is necessary to ensure 
both that minimum standards are met and that opportunities 
for political interference with administrator appoint..: 
ments are reduced. 

3043 The educational, operational and administrative 
qualifications of the agency administrator are specified 
:I.n writing by the appointing authority and include, at a 
minimum, a baccalaureate degree in one of the &ocia1 or 
behavioral sciences or a related field, iive years of 
related administrative experience, and demonstrated 
administrative ability and leadership. 

Discussion: To ensure that only qualified persons are 
recruited and apply for the position of administrator, 
the apPointing authority should e~tablish high qualifi
cations, disseminate them widely, and recruit and hire on 
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the basis of these qualifications. 

3048 An entry level probation or parole officer possesses 
a baccalaureate degree in one of the social or behav.ioral 
sciences or a related field. 

Discussion: Probation/parole officers must be able to 
think logically and make informed decisions, express them
selves orally and in writing, understand relevant legis
lation and case law, learn organizational procedures, and 
work with community officials and agencies. A college 
education develops these aptitudes. Many jurisdictions 
require education beyond the baccalaureate degree, and 
graduate work in the social or behavioral sciences is 
encouraged to secure and develop competent staff. 

3049 Written policy outlines experience and education 
substitutes for position qualifications. 

Discussion: In cases where a person is higbly qualified 
by reason of experience but does not possess the academic 
training required by the job description, a substitution 
of experience should bepermitced. The experience must be 
directly related to the position sought. Similarly, there 
are cases where education may be substituted for experience. 

3050 Where the agency uses paraprofessionals, written 
policy and procedure exist for their recruitment and the 
establishment of career lines for their advancement in the 
organization. Such policy and procedure govern staff 
superVision of paraprofessional personnel. 

Discussion: Many tasks can be accomplished by persons not 
having previous professional training or experience. Agency 
training programs and adequate supervision can ensure that 
these tasks are accomplished competently. The use of 
paraprofessionals conserves resources and allows pro
fessional personnel more time to accomplish tasks for 
which they are best qualified. 

3051 There is pro'lrision for the recruitment and employment 
of ex-offenders. 

Discussion~ Ex-offenders seeying employmer with an agency 
should not be discriminated against. A pru~ram of selecti~n, 
orientation, in-service training, constructive supervision, 
and opportunity for advancement will bring a valuable man
power resource to field services. 

3066 All staff members receive a minimum of 40 hours of 
relevant training and education annually. 

Discussion: A continuing and formal in-service t~aining 
program is essential. The program should be continuous 
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from orientation through management development. The 
program should have a high administrative priority and 
be adequately staffed and financed. Training goals and 
objectives should be articulated. 

3067 In-service education and training programs are 
planned and developed jointly by the agency and appropriate 
city, county, state and federal agencies, colleges, and 
universities, and community organizations. 

Discussion: The in-service education and training program 
should be related to goals and objectives and should be 
sufficiently diverse to meet varying staff needs. It 
should be available for all levels of staff and should be 
reviewed regularly for relevance and timeliness. 

3068 Written policy and procedure encourage and pr~vide 
for employees to continue their education and training. 

Discussion: An agency can help its employees continue 
their education and training by allowing official time 
to attend college classes, staggering work hours to 
encourage school attendance, participating in the cost of 
the education or training program, and helping employees 
secure financial assistance. 

By providi~g selected employees new job experiences on 
an assignment or rotation basis, the anegcy enables 
employees to fill more responsible roles while providing 
itself a source of qualified backup personnel and potential 
supervisors and managers. 

Services to Probationers 

The ABA standards relevant to probation services offer general 

guidelines concerning supervision and collateral services. They stress, 

however, that minimum standards for the delivery of services be uniform 

within a state. The ACA's standards are more specific with respect to 

agency requirements and procedures relating to supervision. 

The ABA standards call for "sufficiently" low caseloads, while 

the ACA discusses the ''workload'' approach to determining the allo-

cation of work to staff~ 

ABA Standards 6.2 (i) and 6.3: 

6.2 Establishing minimum standards. 
Minimum standards for probation services should be 
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formulated. and enforced by an appropriate state agency and 
should be applicable to all probation departments within 
the state. In addition to the standards recommended in 
this report, the following general principles are important 
in developing minimum standards: 

(i) Supervision of probationers. 
There should be a sufficiently low average case10ad to 

provide adequate supervision for probationers and to encourage 
the development of variable case10ads for different types 
of offenders and assignment techniques which will maximize 
the benefit of offered supervision. In appropriate cases, 
supervision should be supplemented by group counseling and 
therapy programs. Where feasible, branch probation offices 
should be located in the community in which probationers 
live so as to meet more effectively the demands of super
vision. To complement supervision, helping. services should 
be obtained from community facilities in appropriate cases 
and, where necessary, probation personnel should actively 
intervene with SUCll facilities on behalf of their probationers. 

6.3 Collateral services. 
In appropriate cases, probation departments should be 

prepared to provide additional services which may be foreign 
to the traditional conceptions of providing presentence reports 
and supervising convicted offenders. Examples of such 
additional services include the preparation of reports to 
assist courts in making pretrial release decisions and 
assistance to prosecutors in diverting selected charged 
individuals to appropriate noncriminal alternatives. 

NAC Standard 10.2: 

Each probation system should develop by 1975 a goa1-
oriented service de~ivery system that seeks to remove or 
reduce barriers confronting probationers. The needs of 
probationers should be identified, priorities established, 
and resources allocated based on established goals of the 
probation system ••• -

1. Services\ provided directly should be limited to 
activities defined as belonging distinctly to probation. 
Other needed services should be procured from other agencies 
that have primary responsibility for them. It is essential 
that funds be provided for purchase of services. 

2. The staff delivering services to probationers in 
urban areas should be separate and distinct from the staff 
delivering services to the courts, although they may be 
part of the same agency. The staff delivering services to 
probationers should be located in the communities where 
probationers live and in service centers with access to 
programs of allied human services. 

3. The probation system should be organized to deliver to 
probationers a range of servic~s by a range of staff. 
Various modules should be used for organizing staff and 
probationers into workloads or task groups, not case1oads. 
The modules should include staff teams related to groups of 
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probationers and differentiated programs based on 
offender typologies. 

4. The primary function of the probation officer should 
be that of community resource manager for probationers. 

ACA Standards 3112 to 3157: 

3112 The agency's statement of purpose affirms that the 
supervision program is to provide necessary services to 
the offender with the goal of reducing the probability of 
continued crimin~l behavior on the part of the offender. 

Discussion: Supervision should be intended for the pro
tection of the community and for the provision of services 
to the offender that will reduce the probability of 
continued criminal behavior. Provision of adequate 
assistance and services to the offender is the best 
insurance against harm to the community. 

3113 There exists a written workload formula which is 
used in the allocation of work to field staff. 

Discussion: The formula should consider factors such as 
legal requirements, goals, character and needs of offenders 
to be supervised, geographic area, administrative tasks 
required of the field staff, and types of personnel to be 
utilized. A workload rather than a caseload model is based 
on programs of differential supervision ranging from 
intensive to minimal. Supervision tasks must be identified, 
measured against a time requirement, and then translated 
into specific total time and staff requirements. 

3117 Written policy and procedure govern supervision and 
classificatiotl of probationers/parolees; ct'iteria exist 
to ensure that no more surveillance or services are pro
vided than are needed. 

Discussion: A classification program should be used in 
order to safeguard the community and meet the program needs 
of the offender. Offenders should be placed in the appro
priate supervision category immediately following the 
initial interview. Classification should be consistent with 
individual dignity and basic concepts of fairness, provide 
for maximwn involvement of the offender, and include the 
concept of diminishing field supervision. Specific criteria 
should be defined for placement or retention in intensive 
or close field supervision categories. The policy should 
also cover the development of community resources, purchase 
of services and use of volunteers and paraprofessionals. In 
addition, it should be reviewed regularly and understood 
by staff. 

3118 The field officer and the offender jointly develop 
objectives and a supervision plan, including its stated 
objectives. 
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Discussion: Planning that incorporates the needs, problems, 
capabilities, limitations and the participation of the 
offender provides a positive framework for the period of 
supervision. It is important that the goals and plans 
remain within the offender's capacity. The plan should 
incorporate those provisions necessary for proper super
vision, such as reporting and testing requirements, com
pliance with regular or special conditions of probation/ 
parole, etc. 

3119 The field supervision plan is reviewed with the 
offender on an as-needed basis and adjusted in accordance 
with the offende~'s performance in the community. 

Discussion: The agency's supervision system should include 
provision for the field officer to review with the offender 
the adjustment and/or progress the offender is making, and 
to revise the supervision plan and level of supervision as 
appropriate. This review should take place on an as-needed 
basis, but no less often than once every three months. 
Changes in the supervision plan are reviewed with the 
field officer's supervisor. 

3120 The supervision plan requires that the field officer 
maintain personal contact with the offender. 

Discussion: Supervision of the offender should include 
scheduled and unscheduled visits by the field officer to 
the offender's home and, when possible, place of employ
ment. Office interviews are a useful supplement to the 
field supervision and, at times, provide the best setting 
to resolve administrative questions regarding the offender's 
case. 

3121 .The supervision plan requires that the field officer 
contact persons and agencies in the community that are 
familiar with the offender. 

Discussion: It is essential that field officers monitor the 
progress of offenders in the community. Field officers 
should not depend solely upon their own insights, but should 
supplement them with information from others, so that a more 
accurate evaluation and assessment will emerge. These contacts 
(i.e., employment, residence, family, friends) should be 
according to a plan, have a specific purpose, and be adjusted 
as offender performance and behavior in the community change. 

3122 Supervision services are available 24 hours a day. 

Discussion: The needs of offenders do not emerge only 
during business houz.:s; it is necessary that services exist 
around-the-clock and on weekends. The 24-hour availability 
of ·field services should be made known to offenders, and staff 
should be advised of these hours by publication of formal 
schedules. Use should be made of split shifts, duty officers, 
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and all-night and weekend telephone numbers. 

3123 Community supervision procedures specify ~he minimum 
number of contacts with the offender per time perior, with 
provision at the local level to exce~d this minimum if 
warranted. 

Discussion: A specified minimum number of contacts with 
the offender helps ensure that the state, through the 
field officer, stays informed about the offender's location 
nad activities. This monitoring requirement also serves to 
remind offenders that they remain under legal jurisdiction 
and must meet certain obligations. Provision should be made 
for officers and their supervisors, in case conferences, 
to determine the case services to De provided and the number 
of case contacts included in this service. The range and 
nature of field and office contacts should be commensurate 
with the agency's classification program and supervision 
plan for each offender. Waiver of the minimum contacts 
should be permitted under circumstances such as extreme 
climactic conditions, unusual tension or violence potential 
in a neighborhood, etc. 

3126 Written policy and procedure provide for special 
case services for offenders with specific types of problems; 
these are reviewed at least annually. 

Discussion: Grouping offenders by problem and placing them 
under the supervision of a specially trained and experienced 
field officer can result in better supervision and improved 
services to the offenders. Types of offenders that could 
be placed in specialized caseloads include drug addicts, 
alcoholics, mentally ill, senile and physically halldicapped 
offenders, and individuals needing intensive or special 
surveillance, etc. There usually are field officers with 
interest in these areas who either have or would be willing 
to undergo additional training and education in order to 
handle such a specialized caseload. For the majority of 
these caseloads, it is adviasble, if not necessary, to 
reduce the size of the caseload because of the extra 
attention required. 

3127 The agency identifies the collective service needs of 
its probationers I parolees at least biennially. 

Discussj.,on: Although the service needs of individual 
offenders are important, the agency has a responsibility 
to assess periodically the collective needs of all its 
offenders to ensure that it is maximizing the delivery of 
services. The agency should concentrate on developing 
those community Lesources that will be of value to many 
offenders. Determination of collective needs will emerge 
from a careful screening of case files and discussions with 
staff, offenders and community agencies. 
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3128 Community resources are developed to provide services 
to offenders, and field staff actively support community 
efforts on behalf of offenders. 

Discussion: Probation and parole are community-oriented 
and community-centered. The agency should be a catalyst, 
mobilizer, and developer of community resources, so that 
offenders can benefit from a wide variety of these resources. 
Field officers should serve as community organizers in 
addition to their more traditional roles. The agency should 
include such activities in the assignment of designated 
field staff, and invest both money and top management 
effort to broaden the scope of community services for 
offenders. 

3129 The agency maintains an effective and cooperative working 
relationship with public and private service agencies. 

Discussion: The agency should maintain a list of the 
services that are available from public and private service . 
agencies, and should outline the procedures whereby offenders 
are referred for assistance. This document should be dis
tributed to all field staff. Designated field staff should 
serve as liaison with the larger service agencies, such as 
departments of employment, vocational rehabilitation, 
public assistance, etc. 

3130 The agency maintains. a qualitative and current inventory 
of functioning community agencies. 

Discussion: To ensure that parolees and probationers are 
receiving the help for which they are referred t.o community 
service agencies, the probation/parole agency should 
evaluate these resources periodically, and maintain and 
distribute to all field officers a current inventory of 
effective agencies. Community resources that are not 
proving effective should be informed in writing and offered 
whatever assistance possible in order to become fully 
functional. 

3131 The agency devotes specific resources to assisting 
employable offenders find suitable employment. 

Discussion. The agency should maintain close liaison with 
the state department of employment, both at the head
quarters and at local offices, in order to remain abreast of 
the changing labor market and to ensure that eligible 
offenders obtain job placement assistance. Field staff 
should solicit job placement assistance from labor unions, 
private sector businesses, and community action and self
help groups. 
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3132 The agency has provisions to assist offenders 
financially; field officers are instructed and trained in 
methods to obtain financial assistance for offenders from 
community resources. 

Discussion: Adequate financial support is essential for 
individuals beginning probation or parole with no income. 
Such offenders should have enough funds or resources to 
maintain themselves for at least three weeks, or until a 
first payday. The agency's budget should include funds for 
cash assistance so that offenders in crisis situations can 
obtain loans promptly. Public assistance and welfare 
officers increasingly are extending financial help to 
offenders in need, and field officers should know where 
and how this help is available. Other public and private 
agencies axtend financial assistance in selected cases, and 
field officers should know how to use these sources. Agencies 
should plan for some form of unemployment compensation for 
released offenders until they are gainfully employed. 

3133 Written policy and procedure provide for enrolling and 
supporting offenders in educational programs and vocational 
training. 

Discussion: Long considered part of the aftercare program 
for juveniles, educational and training programs are becoming 
significant resources for adult offenders. In recent years 
more federal funds have been made available to finance the 
academic education and vocational training of selected adult 
and juvenile offenders. Vocational rehabilitation agencies 
are also acti',e in providing services for eligible offenders. 
The agency should identify and support programs featuring 
education and training. Staff should be designated to serve 
as liaison with major program offices, and the agellcy should 
maintain close cooperative relationships with colleges and 
trade schools for purposes of developing suitable programs of 
learning for offenders. 

3134 The agency supports programs that provide offenders 
acceptable leisure time activities. 

Discussion: For th:.:>se offenders wb.o want to learn how to 
use their leisure t.ime in an accept(i1ble and satisfying 
manner, the agency should provide guidance on programs and 
activities available in the community. The agency should 
participate in the development of community programs that 
would provide offe:nders l~isure time activities. 

3136 Written policy and procedu7ce preclude offenders being 
confronted with possible probation/parole violations for 
failure. to meet finand,al oblig2ltions other than those which 
are conditions of probat.ion/par.,le. 

Discussion: The agency should not be placed in the position 
of collection agency for the c.)nDnunity. The agency and field 
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officer should not enforce the collection of civil obli
gations by threats of probation/parole violation. Court
ordered debts, scch as fines, restitution and child support, 
should be paid, and provision is made in the supervision 
plan for payment of such obligations. 

3145 Agency· taff can recommend that special conditions 
be added to th general conditions of probation/parole 
in individual c. .,ses when such conditions will enhance 
community protection and/or facilitate the offender's 
adjustment in the community. 

Discussion: One condition of probation/parole is applicable 
to all offenders - that they obey the law. Other conditions 
are added to this basic requirement to the extent that they 
add protection to the public and/or ensure the delivery of 
services to the offender. Conditions should be tailored 
to individual offenders, reviewed regularly, and amended if 
required. They should be realistic, few in number, and 
phrased in positive rather than negative terms. 

Presentence Activities 

The following compilation of ABA and NAC standards addressee the 

information which should be available to the court when it determines 

whether to sentence an offender to probation. These standards address 

topics such as requirements for presentence investigation'reports, 

tlUne of preparation, report content, and problems involved in disclosure. 

The ACA standards, while on a more technical level, closely follow the 

other two sets. All three preclude the initiation of a presentence 

i..'lvestigation prior to adjudication of guilt, except under specific 

circumstances. 

ABA Standards Relating to Probation 2.1, 2.2, 2.3, 2.4, and 2.S: 

2.1 Availability and use. 
(a) All courts trying criminal cases should be supplied 

with the resources and supporting staff to permit a pre
sentence investigation and a written report of its results 
in every case. 

(b) The court should explicitly be authorized by statute 
to ca.ll for such an investigat~~c~ report in every case • 

. ,--:-;::- ;J~~'1!. l$~~9t:~U;hQ~:.~~~-~vid~~f:~~% such an investigation 
.' - - - and' report'Snould be-made in every case where incarceration 

for one year or more is a possible disposition, where the 
defendant is less than [2lJ years old, or where the defendant 
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is a first offender, unless the court specifically orders 
to the contrary in a particular case. 

2.2 Purpose of the report. 
The primary purpose of the l)resentence report is to pro-

vide the sentencing court "With succinct and p'recise infor
mation upon which to base a rational sentencing decision. 
Potential use of the report by other agencies in the correc
tional process should be recognized as a factor in determining 
the content and length of the report, but should be sub
ordinated to its primary purpose. Where the presentence 
investigation discloses information useful to other correctional 
agencies, methods should be developed to assure that this 
data is made available for their use. 

2.3 Content, scope and length of the report. 
Presentence reports should be flexible in format, reflecting 

differences in the background of different offenders and 
making the best use of available resources and probation 
department capabiliti.es. Each probation department should 
develop gradations of reports between: 

(i) a short-form report for primary use in screening 
offenders in order to assist in a determination of when 
additional and more complete information is desirable. 
Short-form reports cOllld also be useful in courts which do 
not have adequate probation services; 

(ii) a full report, which normally should contain the 
following items: 

(A) a complete description of the offense and the 
circumstances surrounding it, not limited to aspects 
developed for the record as part of the determination of 
guilt; 

(5) a full description of any prior criminal record 
of the offender; 

(C) a description of the educational background of the 
offender; 

(D) a description of the employment background of the 
offender, including any military record and including his 
present employment status and capabilities; 

(E) the social history of the offender, including family 
relationships, marital status, interests and activities, 
residence history, and religious affiliations; 

(F) the offender's medical history and, if desirable, 
a psychological or psychiatric report; 

(G) information about environments to ,,'hich the offender 
might return or to which he could be sent should probation 
be granted; 

(H) supplementary reports from clinics, institutions 
and other social agencies with which the offender has been 
involved; 

(!) information about special resources which might be 
available to assist the offender, such as treatment centers; 
residential facilities, vocational training services, special 
educational facilities, rehabilitative programs of various 
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institutions to which the offender might be committed, 
special programs in the probation department, and other 
similar programs which are particularly relevant to the 
offend~r~s situation; 

(J) a summary of the most significant aspects of the 
report, including specific recommendations as to the 
sentence if the sentencing court has so requested. 

A special effort should be made in the preparation of 
presentence reports not tel burden the court with irrelevant 
and unconnected details. 

2.4 When prepared. 
(a) Except as authorized in subsection (b), the presentence 

investigation should not be initiated until there has been 
an adjudication of guilt. 

(b) It is appropriate to commence the presentence i,nves
tigation prior to an adjudication of guilt only if: 

(i) the defendant, with the advice of counsel if he so 
desires, has consented to such action; and 

(ii) adequate precautions are taken to assure that 
nothing disclosed by the: presentence investigation comes 
to the attention of the prosecution, the COUif"tt 0,1:' the jury 
prior to an adjudication of guilt. The court should be 
authorized, however, to examine the report prior to the 
entry of a plea on requlast of the defense and prosecution. 

2.5 Availability of report; challenge of its contents. 
Standards dealing with the disclosure of the presentence 

report and the resolutj,on of controversy as to its accuracy 
are developed in the sE~parate report of this Advisory 
Committee on Sentencing Alternatives and Procedures. 

ABA Standards Relating to Sentencing 4.1, 4.3, 4.4, 4.5, and 4.6: 

4.1 Presentence report: general principles. 
(a) The legislature should supply all courts trying 

criminal cases with the resource~ and supporting staff to 
permit a presentence investigation and a written report of 
its results in every case. 

(b) The court should explicitly be authorized by statute 
to call fot such an investigation and report in every case. 
The statute should provide that such an investigation, and 
report sh~~d be made in every case where incarceration for 
one year of more is a possible d~sposition, where the 
defendant is less than [21J years old, of where the defendant 
is a first offender, unless the court specifically orders to 
the contrary in a particular case. 

(c) Standards relating to the 1;lreparation a~1d contents 
of the presentence report will be developed in a separate 
report on probation. 

4.3 Presentence report; disclosure; g~Jleral principles. 
The presentence report should. not be a publ,ic record. 

It should be available only to the following persons or 
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agencies under the conditions stated: 
(i) The report should be available to th~ sentencing 

court for the purpose of assisting it in determining the 
sentence. The report should also be available to all judges 
who are to participate in a sentencing council discussion 
o~ the defendant (section 7.1); 

(ii) The report should be available to persons or 
agencies having a legitimate professional interest in the 
information likely to be contained therein. Examples of 
such persons or agencies would be a physician or psychiatrist 
appointed to assist the court in sentencing, an examining 
facility, a correctional institution, or a probation or 
parole department; 

(iii) The report should be available to reviewing courts 
where relevant to an issue on which an appeal has been 
taken; 

(iv) The report should be available to the parties 
under the conditions stated in section 4.4. 

4.4 Presentence report; disclosure; parties. 
(a) Fundamental fairness to the defendant requires that 

the substance of all derogatory information which adversely 
affects his interests and which has not otherwise been 
disclosed in open court should be called to the attention 
of the defendant, his attorney, and others who are acting 
on his benalf. 

(b) This principle should be implemented by requiring 
that the sentencing court permit the defendant's attorney, 
or the defendant himself if he has no attorney, to inspect 
the report. The prosecution should also be shown the report 
if it is shown to the defense. In extraordinary cases, the 
court should be permitted to except from disclosure parts 
of the report which are not relevant to a proper sentence 
diagnostic opinion which might seriously disrupt a program 
of rehabilitation, or sources of information which has been 
obtained on a 'promise of confidenti,ality. In all cases 
where parts of the report are not disclosed under such 
authority, the court should be required to state for the 
record its action and to inform the defendant and his 
attorney that information has not been disclosed. The 
action of the court in excepting information from disclosure 
should be siubject to appellate r4aview. 

(c) The resolution of any controversy as to the accuracy 
of the preJsentence report should be governed by the principles 
stated in sections 4.5(b), 5.3(f), and 5.4(a). 

4.5 Presentence report; time of disclosure; presentence 
conference. 

(a) The information made available to the parties under 
section 4.4 should be disclosed sufficiently prior to the 
imposition of sentence as to afford a reasonable opportunity 
for. verif:l.cation. 

(6) In cases where the presentence report has been open 
to inspection, each party should be required prior to the 
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sentencing proceeding to notify the opposing party and the 
court of any part of the report which he intends to contro
vert by the production of evidence. It may then be 
advisable for the court and the parties to discuss the 
possibility of avoiding the reception of evidence by a 
stipulation as to the disputed part of the report. A 
record of the resolution of any issue at such conference 
should be preserved for inclusion in the record of the 
sentencing proceeding (section 5.7IaJIiii]). 

4.6 Additional services. 
(a) The sentencing decision is of such complexity that 

each sentencing court must have available to is a broad 
range of services and facilities from which it can ~btain 
more complete information about the deiend~t's mental, 
emotional and physical condition than can be afforded in 
the presentence report. The court should be able to 
employ such services in any case in which more detailed 
information of this type is desired as the basis for a 
sen.tence. 

(b) The need for such additional services can and should 
be met by a combination of local services or facilities, 
such as by authority to employ local physicians or clinics 
on a case-by-case basis and of regional, statewide or 
nationwide services or facilities such as a central reception 
and diagnostic center. 

(c) There is an urgent nee.d for the various disciplines 
which are in a position to provide such services to develop 
professional standards by which high quality can be assured. 

(d) Reports which result from the use of such services 
or facilities should be subject to the same disclosure end 
verification provisions as those which govern pr sentence 
reportB. 

NAC Standard 16.10: 

Each Btate should enact by 1975 legislation authorizing 
a presentence investigation in all cases and requ.1..ring it: 

1. In all felonies. 
2. In all cases where the offender is a minor. 
3. As a prerequisite to a sentence of confinement in 

any case. 
The legi~3lation should require disclosure of the pre

sentence report to the defendant, his counsel, and the 
prosecutor. 

NAC Standard 5.14: 

Sentencing courts immediately should develop standards 
for determining when a presentence report should be required 
and the kind and quantity of information needed to insure 
more equitable and correctionally appropriate dispositions. 
The guidelines should reflect the following: . 

1. A presentence report should be presented to the court 
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in every case where there is a potential sentencing dis
position involving incarceration and in all cases involving 
felonies or minors. 

2. Gradations of presentence reports should be developed 
between a full report and a short-form report for screening 
offenders to determine whether more informat.ion is desirable 
or for use when a full report is unnecessary. 

3. A full present,~nce report should be prepared where 
the court determi.nes it to be necessary, and without exception 
in every case where incarceration for more than 5 years is a 
possible disposition. A short-form report should be pre
pared for all other cases. 

4. In the event that an offender is sentenced, either 
initially or on re\rocation of a less confining sentence, 
to either community supervision or total incarceration, 
the presentence report should be made a part of his official 
file. 

5. The full presentence report should contain a complete 
file on the offender - his background, his prospects of 
reform, and details of the crime for which he has been 
convicte~. Specifically, the full report should contain 
at least the following items: 

a. Complete description of the situation surrounding 
the criminal activity with which the offender has been 
cna~ged, including a full synopsis of the trial transcipts, 
if any; the offender's version of the criminal act; and his 
explanation for the act. 

b. The offender's educational background. 
c. The oxfender's employment background, including 

any military record, his present employment status, and 
capabilities. 

d. The offender's social history, including family 
relationships, marital status, interests and activities. 

e. Residence history of the offender. 
f. The offender's medical history, and, if desirable, 

a psychological or psychiatric report. 
g. Information about environments to which the offender 

might return or to which he could be sent should a sentence 
of nonincarceration or community supervision be imposed. 

h. Information about any resources available to assist 
the offender, such as treatment centers, residential 
facilities, vocational training services, special educational 
facilities, rehabilitative programs of various institutions, 
and similar programs. 

i. Views of the person preparing the report as to the 
offender's motivations and ambitions, and an assessment of 
the offender's explanations for his criminal activity. 

j. A full description of defendant's criminal record, 
including his version of the offenses, and his explanation 
for them. 

k. A recommendation as to disposition. 
6. The short-form report should contain the information 

required in sections 5 a, c, d, e, h, i, and k. 
7. All information in the presentence report should be 

factual and verified to the extent possible by the preparer 
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of the report. On examination at the sentencing hearing, 
the preparer of the report, if challenged on the issue of 
verification, should bear the burden of explaining why it 
was impossible to verify the challenged information. 
Failure to do so should result in the refusal of the court 
to consider the information. 

NAC Standard 5.15: 

Sentencing courts immediately should adopt a procedure to 
inform the defendant of the basis for his sentence and afford 
him the opportunity to challenge it. 

1. The presentence report and all similar documents 
should be available to defense counsel and the prosecution. 

2. The presentence report should be made available to 
both parties within a reasonable time, fixed by the court, 
prior to the date set for the sentencing hearing. After 
receipt of the report, the defense counsel c .. :y request: 

2.. A presentence conference, to be hf'ld withi.n the 
time remaining before the sentencing hear~' n.~. 

b. A continuance of one week, to allow him further 
time to review the report and prepare for its reb11lttal. 
Either request may be made orally, with notice to the 
prosecutor. The request for a continuance should be 
granted only: 

(1) If defense counsel can demonstrate sUJcprise at 
information in the report; and 

(2) If the defendant presently is incarcer'ated, he 
CGu&~nts to the request. 

NAC Standard 5.16: 

Sentencing courts imID~diately shoulj develop guidelines 
as to the preparation,of presentence reports prior to 
adjudication, in order to prevent possible prejudice to 
the defendant's case and to avoid undue incarceration rrior 
to sentencing. The guidelines should reflect the following: 

1. No presentence report should be prepared until the 
defendant has been adjudicated guilty of the charged 
offense unless: 

a. The defendant on advice of counsel, has consented 
to allow the ~nvestigation to proceed before adjudication; 

b. The defendent is presently incarcerated pending 
tria.l; and 

c. Adequate precautions are taken to assure that 
nothing disclosed by the presentence investigation comes 
to the attention of the prosecution. the court, or the 
jury prior to adjudication. 

2. Upon a showing that the report has been available to 
the judge prior to adjudication of guilt, there should be 
a presumption of prejudice, which the State may rebut at 
the sentencing hearing. 
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ACA Standards 3193 through 3208: 

3193 Written policy specifies that the primary purpose of 
the presentence report is to provide the sentencing court 
with timely, relevant, and accurate dat~ so that it may 
select the most appropriate sentencing alternative and 
correctional disposition. 

Discussion: The potential use of the presentence report by 
other agencies in the correctional system may be a factor 
in determining the content and format of the ~eport, but 
the needs of the sentencing court should not be subordinated 
to those of other agencies. 

3194 The agency assigns the resources required to ensure 
the timely completion of investigations and reports. 

Discussion: Sufficient staff, time, space and equipment 
should be assigned to all presentence functions. Although 
the resources assigned the presentence investigation and 
report function should not adversely affect the delivery of 
other probation services, a presentence investigation and 
preparation of a report should not exceed three weeks in 
genera1 7 or two weeks for an offender in custody. These 
time frames, however, must consider the nature of the 
offense, complexity of the offender's circumstances, 
possible dispositions, availability of prior reports, and 
nec!'flsity of delivering the report to the court in time 
for review and analysis. 

3195 Written policy and procedure govern the conduct of 
presentence investigations, preparation of reports, and 
provis·on of sentencing alternatives for the court. 

Discussion: Written guidelines help ensure high quality 
i~vestigations and reports and minimal disparities in the 
provision of sentencing alternatives. The guidelines should 
be developed in collaboration with the court and be reviewed 
J:egularly. 

3196. The agency administrator supervises and reviews, on 
a continuing basis, the conduct of presentence investi
gations, the preparation of reports, and the provision of 
of sentencing alternatives. 

D"iscussion: The fact that clearly defined policies exist 
in the agency does not lessen the need for supervision. 
Supervision ensures quality control of the probation 
process. 

3197. Written policy specifies that a presentence investi
gation is not conducted nor a presentence report prepared 
until the defendant has been adjudicated guilty of an 
offense, unless: 

the defendant, on advice of counsel, has consented to 
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allow the investigation to proceed before adjudication; 
the defendant is incarcerated pending trial; and 
adequa~e precautions are taken to ensure that information 

disclosed during the presentence investigation does not 
come to the attention of the prosecution, the court or 
the jury prior to adjudication. 

Discussion: The conduct of a presentence investigation and 
completion of a report prior to adjudication of the charges 
are unnecessary and should be used only under exceptional 
circumstanc,es. Inadvertent dh,closure of the fi:'ldings 
could compromise the defendant's rights, and findings of 
not guilty could waste resources. 

3198 Written policy and procedure permit the use of staff 
other than probation officers to collect information during 
the presentence investigation. 

Discussion: Some of the data required in an investigation 
and for the presentence report may be collected by non
professional staff (i.e., paraprofessionals, volunteers, 
students, clerical), thus freeing probation officers to use 
their skills for interpreting the data and developing a 
probation plan. 

3199 A potential supervision plan is developed during the 
presentence investigation and included as part of the 
presentence report. 

Discussion: It is necessary to ensure that, if probation 
is granted, a plan will be available on the first day of 
supervision. The plan should include such considerations as 
employment, residence, education, etc., and should be 
developed with the offenders. To the degree possible, the 
probation officer who will supervise the probationer should 
participate in the development of this plan. The plan 
should be realistic in that both the goals set and the 
resources required are attainable. 

3200 Written policy and procedure ensure that special 
attention is given to seeking innovative alternatives to 
traditional sentencing dispositions. 

Discussion: The traditional dispositions in adult courts 
are probation, confinement in a local facility, or con
finement in a state correctional 1nst1tutton. It is 
important to seek other alternatives that may permit a 
better balance between the dual needs of protecting the 
cOmnruk~ity and providing for the welfare of the defendant. 
The sppropriate time to search for alternatives is during 
the presentence investigation. The use of alternatives 
such as halfway houses~ detoxification centers, civil 
addict commj.tmen1: programs ~ and self-help groups may be 
appropriate. Attention also should be given to finding 
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resources that would permit use of individualized pro
bation supervision programs if probation is ord~red. 

3201 The probation agency promotes the use of and seeks 
the resources to process a presentence report in every 
case in which there is a potential sentencing disposition 
involving incarceration for one year or longer, and in 
every case involving first offenders and minors. 

Discussion: Presentence reports can furnish the sentencing 
court accurate, cdmplete, and relevant data that may 
indicate the advisability of an alternative to confinement. 
Sufficient time shall be provided to conduct a thorough 
presentence investigation and prepare a complete report. 

3202 Written pollcy and procedure provide for the use of 
different present~nce report formats to meet the specific 
needs of the courts and correctional agencies. 

Discussion: The information and analyses needed by the 
courts vary by offense, offender and sentencing options 
available. The agency should collaborate with the courts 
to determine which report format should be used for par
ticular cases. As a basic principle, enough data should 
be collected and analyzed so that the most appropriate 
sentencing alternative may be selected to protect the 
community and serve the needs of the offender. 

3203 If probation ,is one of the sentencing alternatives, 
the probation officer identifies the need for special 
conditions of probation, if any, and recommends that these 
special conditions be appended to the general conditions 
of probation. 

Discussion: In addition to those general conditions of 
proba.tion which are applicab'~.~ to all probationers s possible 
special conditions should be identified during the pre
sentence investigation, recommended to the court, and 
appended to the general conditions by the court if it 
appears that these additional conditions will enhance 
public safety or increase the probability of a successful 
community adjustment. Special conditions should be few 
in number, realistic, and phrased in positive rather than 
negative terms. 

3204 Where statutes permit, confinement, full or part-time, 
should be part of a probation grant only in selected cases, 
where circumstances clearly indicate need for confinement. 

Discussic~: Probation is a sentence in itself. Confinement 
as a condit~~~ of probation should be discouraged unless 
it clearly will contribute to public safety or the likelihood 
of better conununity adjustment. Localized confinement 
disrupts all aspects of the probationer's life and should be 
used sparingly and for particular purposes. The use of 
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"week-end" sentences may be more appropriate. as a con
dition of probation than continuous confinement. 

3205 The presentence report is submitted to the court 
for review and evaluation a minimum of two working days in 
advance of the date set for sentencing. 

Discussion: Preparation of quality reports is irrelevant 
1f the court does not have sufficient time to read and 
assess the document and perhaps discuss it with probation 
staff. A minimum of two full days is seen as essential for 
the court's review, but this generalized frame must be 
adjusted to judicial schedules and workloads. 

3206 All presentence reports and recommendations are subject 
to review by a supervisor prior to submission to the court. 

Discussion: Supervisory review of presentence reports and 
recommendations serves several purposes: ensures that 
functions are being properly implemented in accordance 
with policy, objectives and procedures; helps to determine 
that the court will get the needed information in the correct 
format; er~"'~lres that each recommendation is reasonable and 
supported by the information provided; and contributes to 
the training of personnel and the development of skills 
and knowledge. 

3207 Written policy and procedur.e protect the confidentiality 
of presentence reports and case records. 

Discussion: The issue of confidentiality extends beyond 
the courtroom and should permeate the entire investigation 
and report process from receipt of the case for investi
gation through final destruction of documents. Information 
about cases should not be discussed openly, and files and 
records should not be left unattended or given to persons 
who do not have a proper and legitimate interest in the case. 

3208 Wtitten procedure ensures the timely transmittal by 
the probation agency of presentence report data to insti
tutio~al personnel where confinement of the adjudicated 
offender is ordered. 

Discussion: In those instances in which the oj~fender is 
ordered confined, presentence materials should be provided 
the receiving institution to assist in its classification 
process. Written guidelines, developed in collaboration 
with agencies receiving committed offenders~ should be 
available and cover such matters as method and timing of 
transmittal of documents. 
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Case Records, Management Information Systems, and Research 

The following standards address the topics of case records, 

management information systems, and research. The ABA merely cites 

the rationale for research and statistics: 

ABA Standard 6.2 (ii.): 

Accurate and uniform records and statistics should be 
available as a foundation for research into sentencing 
criteria and probation department programs. Continuous 
research and evaluation, involving a cooperative effort 
among operations and research personnel, should be an 
integral part of probation departments. 

Doth the NAC and the ACA discuss the establishment of paramet.ers 

for these topics in gre~t detail. Emphasis is placed on administrative 

control of the information assembled, the necessity for keeping infor-

mation in a logical and coherent system, the promotion of research 

efforts, and the agreement upon definitions of terms such as recidivism. 

The NAC goes farther, however, strongly advising large state and even 

inter-state information systems. 

NAC Standard 15.1: 

Each State by 1978 should develop and maintain, or 
cooperate with other States in the development and 
maintenance of, a correctional information system to 
collect, store, analyze, and display information for 
planning, operational control, offender tracking, and 
program review for all State and county correctional 
programs and agencies. 

1. Statewide information systems should be feasible 
for the larger States. Local and central correctional 
components (facilities, branch offices, programs) of 
all sizes should be i~cluded in such systems. Regional 
(multistate) systems should be feasible for smaller 
States. 

2. In all cases, the State or regional system should 
store local data, with access provided through terminals 
at various points throughout the State. Control of the 
system should be in the hands of participating agency 
representatives. Until unified correctional systems are 
established, admission to the system should be voluntary, 
but benefits should be clear enough to encourage 
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membership. A share of the development costs should be 
borne by the State or regional consortium. 

3. In States where data processing for the department 
of corrections must be done on a shared computer facility 
under the administration of some other agency, the pro
gramers and analysts for the department should be assigned 
full time to it and should be under the complete adminis
trative control of the department of corrections. 

4. The department of corrections should be responsible 
for maintaining the security and privacy of records in its 
data base and should allow data processing of its records 
only under its guidance and administrative authority. This 
should not be construed as prohibitive, as the department 
of corrections should encourage research in the correctional 
system and provide easy access to authorized social science 
researchers. (Only information that would identify individuals 
should be withheld.) 

5. The information-statistics function should be placed 
organizationally so as to have direct access to the top 
administrators of the department. The director of the 
information group should report directly to the agency 
administrator. 

6. The mission of the information-statistics function 
should be broad enough to assume informational and research 
support to all divisions within the department of corrections 
and to support development of an offender-based transaction 
system. Priorities of activity undertaken should be 
established by the top administrators in consultation with 
the director of the information system. 

NAC Standard 15.2 

Each State, in the L~plementation of Standard 15.5 should 
provide minimum capabilities for analysis and interpretation 
of information. For all but the largest components (facilities, 
branch offices, programs) a small informati~n and statistics 
section capable of periodic reports on the consequences of 
policy and decisionmaking will suffice. Larger components 
will benefit from having a professional staff cap~ule of 
designing and executing special assessment studies to 
amplify and explicate reports generated by the information 
system. Staffing for research and information functions 
should reflect these considerations: 

1. Where the component's size is sufficient to support 
one or more full-time positions, priority should be given 
to assigning an information manager who should llave minimum 
qualifications as a statistician. The manager should have 
full responsibility for coordination and supervision of 
inputs into the system. He also should edit, analyze, and 
interpret all output material, preparing tables and 
interpretive reports as indicated. 

2. Where the size of the component does not warrant the 
allocation of full-time positions to info~tion and 
statistiCS$> one professional staff member should be designated 
to perform the functions outlined above on a part-time basis. 
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3. The manager of the State information system should 
use members of his staff as training officers and technical 
consultants. In States where unification has not been 
achieved, these persons should be responsible for familiar
izing county and local correctional administrative and 
information staff with system requirements and the advan
tageous use of output. 

4. Other steps to achieve effective communication of 
information include the following: 

a. Researchers and analysts should be given formal 
training in communication of results to administrators. 
Such training should include both oral and written 
communications. 

b. The training program of the National Institute 
of Corrections should include a session for administrators 
that covers new techniques in the use of computers, infor
mation, and statistics. 

c. Where feasible, management display centers should 
be constructed for communication of information to 
administrators. The center should have facilities for 
graphic presentation ()f analyses and other infol',1I1ation. 

NAC Standard 15.3: 

Each State, in the e'stab1.ishment of i,ts information 
system under Standard 15.1, should design it to facilitate 
four distinct functions: 

1. Offender accounting. 
2. Administrative-management decisionmliking. 
3. Ongoing qepartmental research. 
4. Rapid response to ad hoc inquiries. 
The design of the correctional information system should 

insure capability for provision of the following kinds of 
information and analysis: 

1. Point-in-time net results - routine analysis of 
program status, such as: 

a. Basic population characteristics. 
b. Program definition and participants. 
c. Personnel characteristics. 
d. Organizational units, if any. 
e. Fiscal data$ 

2. Period-in-time reports - a statement of flow and 
change over a specified period for the same items available 
in the point-in-time net results report. The following 
kinds of data should be stored: 

a. Summary of offender events and results of events. 
b. Personnel summaries. 
c. Event summaries by population rharacteristics. 
d. Event summaries by personnel characteristics. 
e. Fiscal events summarized by programs. 

3. Automatic notifications - the system should be designed 
to generate exception reports for immediate delivery. Four 
kinds of exceptiOl(l reports are basic: 

a. Volume of assignments to programs or unite varying 
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from a standard capacity. 
b. ~10vement of any type that varies from. planned 

movement. 
c. Noncompliance with established decision criteria. 
d. Excessive time in process. 

4. Statistical-analytical relationships - reports ~t 
correlations between certain variables and outcomes, analysis 
of statistical results for a particular program or group of 
offenders, etc. 

Ea~h State, in the establishment of its information 
system under Standard 15.1, should design its data base 
to satisfy the following requirem~nts: 

1. The information-statistics function of offender 
accounting, administratj~;e decisionmaking, ongoing research, 
and rapid response to questions should be reflected in the 
design. 

2. The data base should allow easy compilation of an 
annual statistical report, including sections on population 
characteristics tabulated for given points in time, a 
recapitulation of population movement for the full year, 
and an analysis of recidivism by offense and other charac
teristics. 

3. The data base should include all data required at 
decision points. The information useful to corrections 
personnel at each decision point in the corrections system 
should be ascertained in designing the data bastr:. 

4. The requirements of other criminal justice information 
systems for corrections data should be considered in the 
design, and an interface between the corrections system and 
other cr~inal justice information systems developed, 
including support of offender-based transaction systems. 

5. All data base records should be individual-based and 
contain elements that are objecti'vely codable by a clerk. 
The procedures for coding data should b,e established. 
uniformly. 

6. The integrity and quality of data in each record is 
the responsibility of the information group. Periodic 
audits should be made and quality control procedures 
established. 

7. The corrections information-statistics system should 
be designed and implemented modularly to accommodate 
expansion of the data base. Techniques should be established 
for pilot testing new modules without disrupting ongoing 
operations of the system. Interactions with planners and 
administrators should occur before introduction of innovations. 

8. Data bases should be designed for future analyses, 
recognizing the lag between program ~plementation and 
evaluation. 

9. The results of policies (in terms of evaluation) should 
be reported to administrators, and data base content should 
be responsive to the needs of changing practices and policies 
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to guarantee that the all-important feedback loop will not 
be broken. 

10. The initi,a1 design to the cor-rections data base 
should recognize that change will be continual. Procedures 
to assure smooth transitions should be established. 

NAC Standard 15~5: 

-

Each correctional agency immediately should begin to make 
performance measurements on two evaluative levels - overall 
performance or systems reviews as measured by recidivism, 
and program reviews that emphasize measurement of more 
immediate program goal a,chievement. Agencies allocating 
funds for correctional programs should requi~e such 
measurements. Measurement and review should reflect these 
considerations: 

1. For system reviews, measurement of recidivism should 
be the primary evaluative criterion. The following definition 
of recidivism should be adopted nationally by all correctional 
agencies to facilitate comparisons among jurisdictions and 
compilation of national figures: 

Recidivism is measured by (1) criminal acts that resulted 
in conviction by a court, when committed by individuals who 
are under correctional supervision or who have been released 
from correctional supervision within the previous three 
~rea,rs, and by (2) technical violations of probation or 
'paro1e in which a sentencing or paroling authority took 
action that resulted in an adverse change in the offender's 
l\egal status. 

Technical violations should be maintained separately from 
da\ta on reconvictions. Also, recidivism should be reported 
in a manner to discern patterns of change. At a minimum, 
statistical tables should be prepared every 6 months during 
the 3-year follow-up period, showing the number of recidivists. 
Discriminations by age, offense, length of sentence, and 
d:l.sposition should be provided. 

2. Program review is a more stlecific type of evaluation 
that sholud entail these five ct~~eria of measurement: 

a. Measuremenc of effort, in terms of cost, time, and 
types of personnel employed in the project in question. 

b. }leasurement of performance, in terms of whether 
immediate goals of the program have been achieved. 

c. Determination of adequacy of performance, in terms 
of the program's value .for offenders exposed to it as sho'Wll 
by individual followup. 

d. Determination of efficiency, assessing effort and 
performance for various progrruns to see which are most 
ef.fective with comparable groups and at what costs. 

e. Study of process, to determine the relative con
t-ributions of process to goal achievement, such as attributes 
of the program related to success or failure, recipients of 
the program who are more or less benefited, conditions 
affecting program de1ive-ry, and effects produced by the 
p-rogram. Program reviews shouldp-rovidefor classification 
of offenders by -relevant types (ag,e, offense catego-ry, base 
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expectancy rating, psychological state or type, etc.). 
Evaluative measurement should be applied to discrete and 
defined cohorts. Where recidivism data are to be used, 
classifications should be related to reconvict ions and 
technical violations of probation or parole as required in 
systems review. 

3. Assertions of system or program success should not be 
based on unprocessed percentages of offenders not reported 
in recidiviam figures. That is, for individuals to be 
claimed as successes, their success must be clearly related 
in some demonstrable way to the program to which they were 
exposed. 

The following ACA standards relate specifically to agency respon-

sibilities within the areas of case records, management information 

systems, and research. 

ACA Standa~ds 3084 and 3088: 

3084 The agency maintains written records of significant 
decisions and events regarding probationers/parolees. 

Discussion: Such records should include reasons for the 
offender's entry into the system, actions taken by the 
offender and officer, and rationales for significant 
decisions from entry until termination of Gupervision. 
Comprehensive case records expedite case reviews and 
conserve resources. 

3088 A written report is prepared that summarizes the 
performance of the offender during the entire period of 
supervision. 

Disctllss:f,on: At the conclusion of probation/parole 
supervision, a "summary of supervision"report should be 
prepared that indicates what occurred during supervision. 
The report should include unusual occurrences. the use or 
unavailab:Uity of cOllJ!lunityresources that affected the 
outcome of;:\the supervision, and the field officer's 
assessmentl)f the reasons for the success or failure of 
the outcome. These reports may provide guidance for the 
conduct of future cases. 

ACA Standards 3089 through 3096: 

3089 The agency has access to and uses an oz:'ganized system 
of information retrieval and review that is part of an 
overall research capacity. 

Discussion: Management information systems and research 
facilitate decisionmaking, research, and timely responses 
to offender needs and outside inquiries" These serv.lces 
often are provided by a diVision of a l.arge state-wide 
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correctional system. If the parent agency does not provide 
these functions, the agency should assign selected personnel 
to the data collection function. Adequate training should 
be provided these personnel. 

3090 Th~ agency administrator establishes or participates 
in the establishment of policies and procedures for collecting, 
recording, organizing, processing and reporting data developed 
for management information purposes; these policies are 
reviewed at least annually. 

Discussion: Although other agency personnel may be assigned 
to these tasks, the agency administration is ultimately 
responsible for their accomplishment. The administration 
should review, at least annually, all aspects of the mana
gement information system for relevance, completeness, 
effectiveness and efficiency. 

3091 The agency administrator has established a procedure 
for receiving regular reports from those individuals in 
charge of the information system and research program. 

Discussion: Those in charge of the agency's information 
system, related data collection and research program should 
report to the agency ad~inistrator at least monthly. 
Appointment of a single director to be responsible for the 
information system and research efforts may facilitate the 
reporting procedure. 

3092 Using agency goals and objectives as guidelines, agency 
staff identify information needs prior to the collection of 
data for the management information system. 

Discussion: The information system should have the capacity 
to deliver two basic types of information: (1) Standard 
information, consisting of the data required for management 
control, such as the probation or parole success rate, the 
numbers of offenders under supervision at a given time, 
case10ad levels, and payroll data; and (2) Demand information, 
consisting of information that can be generated when a report 
is required, such as the number of cases to be terminated 
during a 12~onth period by offense. type of disposition, 
and month of termination. The agency administrator should 
be aware of both the capabilities and limitations of the 
system and should ensure that the information r~quired for 
the successful operation of the agency is obtained. 

3093 Written policy and procedure govern the security of 
the information and data collection system, including 
verification, access to data, and protection of the privacy 
of offenders. 

Dbcussion: Procedures should be specified not only for 
verifying data before they are entered into the system, but 
also for determini.ng what data are required.. AI;. w:lth case 
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files and records, written policy should specify those 
persons who hav~ access to the information system. 

3094 The agency or parent governmental organiz.ation 
collaborates with criminal justice and human service 
agencies in information gathering, exchange and standardi
zation. 

Discussion: System-wide collaboration is critical to 
efficient and effective management. The key to effective 
collaboration is standardization and sharing of information. 
The needs of probation and parole agencies are very similar, 
particularly with respect to the type and capabilities of 
services available in the community. Duplication of efforts 
and costs often can be avoided or red~ced by exchange of 
information. While it is important that probation/parole 
agencies share information, it is also vital that they 
respect the confidentiality and privacy of parole records. 

3095 There exists a written, standardized definition of 
recidivism, which is understood by all agency personnel 
using recidivism data. 

Discussion: Recidi~~sm is a useful criteria for evaluating 
probation/parole agencies .and offender performance. The 
agency should develop a standard definition of recidivism 
that considers: the nature of events to be counted; the 
categories of beha~ior and degrees of seriousness to be 
included; the tj~e of release (use of cohorts); and, the 
duration of the follow-up period. 

3096 The agency measures performance on at least two 1ev~ls: 
overall performance and achievement of more immediate pro
gram goals. 

Discussion: A distinction is made here between system 
review and program review. In a system review, performance 
of the entire field organization in achieving its goals and 
objectives is the object of measurement. In a program 
review, effectiveness of a particular program in the 
achievement of an immediate objective is the object of 
measurement. Both types of review should be conducted at 
least biennially. 

ACA Standards 31.04 througu 3111: 

3104 Consistent with agency size, the agency supports and 
engages in research a~tivities relevant to its programs. 

Discussion: Research can assist the agency in establishing 
g.oa1s, objectives and p1an.s for the future. Controlled 
experiments, evaluations and policy research carl contribute 
to more efficient and effective superv~3ion, conservation of 
resources and increased public safety. The agency adminis
trator should solicit suggestions for research topics from 
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staff, other criminal justice agencies, the private sector 
and academic community. 

3105 The agency administrator and de~ignated staff par
ticipate with researchers in deciding what questions should 
be addressed, what data should be gathered, and how that 
data should be presented. 

Discussion: While it is important that the agency adminis
trator and staff be guided by the best research capacity 
they can obtain, they should play an important role in 
shaping the direction of that research. Cooperation among 
operational and research personnel is required for determining 
research needs, establishing priorities among needs, and 
collecting and interpreting data gathered. Ttis cooperation 
will ensure that the research is relevant and consistent 
with agency goals and objectives. 

3106 The agency permits, encourages and uses internal 
research, as well as research conducted by outside pro
fessionals. 

Discussion: Because of time or personnel constraints, 
agencies often cannot conduct internally all necessary 
research. They should, therefore, contract with responsible 
outside professionals. Often the agency will be asked to 
participate in research activities by other public agencies. 
To the extent that outside research activities do not 
interfere significantly with agency operations and useful 
results are anticipated, such activities should be encouraged. 

3107 Where changes in agency practice may significantly 
affect the public safety, demonstration programs are used 
to determine how changes will impact on public safety and 
agency operations. 

Discussion: Significant changes in agency practice should 
be supported by research evidence that public safety is 
undiminished and agency operations unimpaired. New programs 
should be initiated on a trial basis to permit scientific 
evaluation before they are expanded to the entire offender 
population. 

3108 To supplement the fiscal resources mad.e available by 
Us own jurisdiction, the agency seeks fiscal support for 
its research from national and private funding agencies. 

Discussion: Funds for research are available from a variety 
of public and private sources. Tb~se funds may supplement 
existing resources and increase xesearch capacity. 

3109 Written policy and procedure exist to ensure that the 
privacy of off:enders and other parties will be maintained. 
during all reEJearch. 
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Discussion: Although it is ilnportant that agencies 
facilitate research, it is essential that they safeguard 
the. privacy and interests of offendet's, offenders' families, 
and other persons. 

3110. Written policy and procedure specify the method for 
dissemination of research findings. 

Discussion: Written policies and guidelines tdll prevent 
misunderstanding~~ about the publication and dissemination of 
research results.. As a general rule, research findings 
should be published and distributed regardless of the nature 
of the findings. Their publication can avoid duplication of 
effort elsewhere and provide for the sharing of knowledge 
and experience throughout the corrections field. 

3111 Where the a.gency operates pretrial intervention 
services, these services are evaluated at least annually. 

Discussion: Staff pro'liding pretrial services should have 
the opportunity ~o participate in evaluating tn£se services 
and programs. The evaluation should assist in determining 
the extent to which the service has achieved specific 
objectives. An effort should be made to identify the 
factors, both individual and social~ which have a direct 
relationship to success in the program. 

The last excerpt under these related topics is not a standard, but 

a recommendation by the NAC calling for a national research strategy 

plar,. 

Federal granting agencies active in correctional research 
should join immediately in preparation of a coordinated 
research strategy in which general areas of interest and 
activity are delimited, objectives are specified, and research 
priorities declared. This strategy should be published and 
reviewed annu.ally. 

The national research strategy should include at least the 
following four kinds of research support: 

1. National Corrections Statistics. The National Institute 
of Law Enforcement and Criminal Justice or some other body 
should initiate a consolidated annual report including data 
on popUlation characteristics and movement of both adults 
and juveniles through detention and correctional facilities, 
probation, and parole. Exact dimensions of the report and the 
strategy required to achieve it should be developed by a 
representative group. 

2. Maintenance of Program Standards. Emphasis should be 
placed on monitoring the implementation of national per
formance standards as recommended in this report. Funding 
agencies should pay close attention to the degree to which 
agencies adopt performance standards derived from objective 
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statistical measurement and the extent to which they are 
validated and utilized. 

3. Study of Trends in Correctional Program Change. 
Leadership of funding agencies is ind1spensib1e to 
coordination of research. An effort should be made to 
coordinate research with changes occurring as new programs 
and policies develop_ 

4. Facilitation of Innovation. Supporting research 
should be planned and implemented at the same time program 
innovations are started. Funding agencies should require 
that the study (If process begin at the beginning, instead 
of tolerating scattered explorations after programs are 
operating. While not every project will warrant its own 
internal research and evs.1uation component, experimentation 
with spe(~ial evaluative teams to assist numerous agencies, 
special d~monGtration projects, and similar strategies 
should be explored. Funding agencies also should provide 
a continuing strategy for development. There should be 
a cycle in which review of the state of the art and develop
ment of research in relevant sciences are considered together 
so that specific areas for concentration in future research 
can be defined. 

Summarr 

As we have seen, the three most recent collections of standards 

for probation - the American Bar Association (1970), the National 

Advisory Commission on Criminal Justice Standards and Goals (1973), 

and the American Correctional Association (1977) - cover a wide range 

of topics. The standards of remarkably similar in many respects, 

alth9ugh there are differences among them particularly in terms of 

scope, detail, and comprehensiveness. 

Some of the major points of agreement and disagreement among the 

sets of standards are h1.gh1ighted below. 

• Both the ABA and the HAC recognize the trelld toward defining 

probation as a sentence in itself, not involving suspension 

of imposition or execution of any other sentence. 

• There is some disagreement on the proper placement of probation 

within the criminal justice system. The NAC argues for 

organizational placement within the executive branch of state 
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government. The ABA accepts either state or local adminis

tration but places probation in the judicial branch. All 

three sets of standards stress the importance of unity of 

administration and clear statutory authority for probation. 

• The NAC and the ABA consider probation to be the sentence of 

choice, particularly for non-dangerous offenders. The ACA 

joins the NAC and ABA in urging that fll.ll probation services 

be. extended to misdemeanants as well as felons. 

• Although both the NAC and ABA recol.'mnend that the length of ~ 

the pr.obation sentence for f'Blane should be specific and not 

exceed 'the maximum incarceration sentence prescribed by law ~ 

the NAC recommends a one-year probation period for misde

meanants, while the ABA suggests a two-yea~ period. 

• All three sets of standards propose systems of pre-revocation 

procedures to p~otect the probationer's right to due process. 

Both the NAC and ABA recommend that a revocation decision which 

is to be based upon the commission of a new crime should not be 

made before the probationer has been adjudged guilty of the 

new crime. The NAC also recommends that revocation decisions 

be subject to appellate review. 

• Early termination from probation supervision is suggested by 

both the ABA and the ACA. The ABA believes that the decision 

to terminate probation supervision should rest with the 

sentencing court; however, the ACA emphasizes that the respon

Sibility for recommending early termination should rest with 

the probation agency_ 

• Th~ NAC and ABA recommend that the conditions of probation be 

set by the sentencing court, and that the conditions be 
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reasonable and realistic. 

• A minimum 2ducational requirement ~f a bachelor's degree for 

probation offic~rs is recommended by the ABA, NAC, and ACA. 

The ABA also suggests the need for either post-graduate study 

or work experience in a related field. The ACA includes a 

rw~ommendation supporting the r~cruitment of paraprofessionals 

and lex-offenders. 

• All three sets of standards stress the importance of providing 

for the delivery of needed services to probationers. The 

concept of the probation officer as a community resource manager 

aud as an advocate for the needs of probationers is implicit 

in all the standards. 

e All of the standards agree on the importance of accurate and 

complete presentence investigation reports in all felony cases 

and in all cases in which the defendant is under twenty-one or 

is a minor. Similarly, all preclude the initiation of a pre

sentence investigation prior to adjudication of guilt, except 

under specific circumstances. The ABA and NAC support disclosure 

of the contents of the presentence report to the defendant, 

defense counsel, and prosecutor. 

• The importance of research in probation agencies is stressed 

by all three sets of standards. The NAC and ABA also recommend 

the development of agency and state level information systems. 

• The NAC recommends a national research strategy with four 

major areas of emphasis: compiling national corrections sta

tistics, monitoring the implementation of national performance 

standards, studying trends in correctional program change, and 

facilitating innovative correctional programs. 
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SljMMARY 

In the Introduction of this Technical Issue Paper, we briefly discussed 

two recent Reports to the Congress prepared by the Comptroller General of 

the United States. The first report, State and County Probation: Systems 

in Crisis, had a strong impact on policy-makers, particular.ly at the federal 

level, since the report stresses the need for positive leadership and assis

tance by the Law Enforcement Assistance Administration. It was apparent 

t~at a broad, comprehensive review of what is known about adult probation 

in the United States would be a necessary first step toward the development 

of the recommended federal leadership and assistance. Our entire study, 

with all of the Technical Issue Papers covering the various aspects of pro

bation, was begun as a direct response to the first Comptroller General's 

report, in an attempt to provide this knowledge base. 

The first Comptroller General's report focused on probation at the 

state and local levels. The second report, Probation and Parole Activities 

Need to Be Better Managed, dealt with the federal probation systeill. As the 

title of the second report indicates, the focal point of both reports was 

the management of probation services. In this Technical Issue Paper, we 

have concentrated on the available literature which addresses the various 

facets of probation management. In so doing, we have tried to present all 

of the research findings which are relevant to management issues, as well 

as confronting the specific problem areas highlighted in both reports of the 

Comptroller General. 

In our report, we have discussed both commonly-used and innovative 

techniques of probation management. For each area of our discussions, 
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I we have tried to explore the rational~ behind the management concern, the 

potential implications for the probation agency of alternative techniques, 

operational examples of various technl"'les, dnd research findings which 

assess the efficiency or effectiveness of the te('hniques. In this Summary, 

we will condense the material tvhich was pres~nted in detail above and will 

try, where appropriate, to draw out any conclusions which can be supported 

by available research. 

Locus of Probation Administration 

The question of the proper organizational placement of probation has 

two dimensions: 

1. To what extent should the provision of probation servic<;!s be 

centralized? Should probation services be completely central

ized at the state level, or should probation be de-centralized, 

with services provided entirely by ind~pendent county or munici

pal agencies? 

2. Should probation reside in the judicial branch of government 

under the control of the courts, or should it be pla~ed in the 

executive branch of government under the control of elected 

or appointed political officials? 

With respect to the centralization/decentralization question, we found 

many arguments supporting both positions. The most frequently-cited argu

ments in favor of centralization are: a state-admi.nistered system is free 

of local political conSideration; it can develop uniform policies and 

procedures, leading to a greater likelihood that the same level of services 

will be pt'ovided to all clients in all areas; it contributes to greater 

efficiency in the disposition of resources; and state administration 

historically has been in the forefront of developing innovative programs, 
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demonstration projects, and correctional research. On the other hand, 

numerous arguments are cited by those who favor the de-centralized arrange

ments: local programs can generally develop better support from local citi

zens and agencies; because local programs are smaller, they can be more 

flexible and less bound by bureaucratic rigidity and. are thus able to 

experiment with new methods and procedures; and staff members, working 

for a local agency, are more likely to be thoroughly familiar with the 

local community. 

Agencies which are highly decentralized are generally characterized 

by participation, access, and responsiveness; agencies which are central

ized are characterized by efficiency, professionalism, and the use of more 

advanced technologies. Although the current trend in corrections in general 

appears to be in the direction of centralization, as we saw, several states 

are attempting to take advantage of the benefits of both arrangements by 

the strategies of standard-setting at the state level, provision of and 

training for personnel by the state government, and direct financial sub

sidy payments by the state to local agencies who keep offenders in the 

community on probation rather than sending them to state-financed correc

tional institutions. 

The second dimension of the probation placement question deals with 

the location of probation administration in the judicial or executive 

branch of government. Arguments advanced in support of placement of pro

bation administration in the judicial branch include: probation can be 

more responsive to court c1irection; the court can acquire automatic feed

back on the effectiveness of probation as a sentencing alternative; and 

probation administration should reside with the courts, since the greatest 

flow of work for a probation agency comes fro~ the courts. On the other 
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hand, proponents of placement in the executive branch advance these argu

ments: since all other sub-systems which carry out court dispositions of 

offen&ers are in t~e executive branch, inclusion of probation could ensure 

closel: coordination of programs, more rational allocation. of staff, and 

increa',se access to the budget process and the establishment of priorities. 

Research by the Council of State Governments also recognized the trend 

toward centralization of p~obation administration. Administrators should 

be aware, however, that their placement in a unified corrections system 

will present both advantages and disadvantages. They may benefit from the 

overall increase in funding for corrections, from more ~optlisticated infor

mation systems, and from greater visibility to the state legislature. The 

price for these benefits, however, may be the loss of their independent 

status, a consequent limitation in policy-making discretion, escalating 

political pressure on controversial programs, and possi?le loss of finan

cial resources to institutional programs. 

Roles of Probation Officers 

Several very similar typologies describing the var.tous roles of 

probation officers have been developed. The roles generally included 

in these typologies are: 

1. The Punitive/Law Enforcement Officer, whose primary concern 

is the protection of the community through control of the 

probationer. 

2. The Welfare/Therapeutic Officer, whose primary concern is the 

improved welfare of the probationer. 

3. The Protective/Synthetic Officer, who attempts to effect a 

blend ,of treatmellt and law enforcement. 

'4. The Passive/Time SE\rver Officer, who has little concern for 
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the welfare of the community or the probat;ioller, but; sees 

his job mere~.y as a sinecure, requiring a minimum amount of 

effort. 

In addition to these typologies " quasi-j udicia1, integrati'va, and 

counseling ro1e3 have been identifiled. With respect to the self-image 

of probation officers, several rese~rch studies report similar findings. 

These studies found that Illost probation officers identify with the general 

field of corrections, and consider probation work to bt~ all autonomous 

entity. not to be c()nfused l¥ith other criminal justice agencies or func

tions. Another study of the appropriateness of probation activities sug

gested that probation officers believe that r<::t~:rT'a1, counseling, and 

guidance functions are the mos~ appropriate activities, '~hi1e detection 

and apprehension of probation violators and enforcing com.ffiu.ity sta.ndards 

of behavior were considered generally inappropriate. Finally. one study 

tested the hypothesis that probation officers who had different role per

ceptions (advocate, counselor, or enforcer) would also have different 

levels of job satisfaction; the results of the study refuted the hypothesis 

and also demonstrated that, even with a small sample of probation officers, 

there was a lack of consensus regarding which of th~ three possible roles 

was the most appropriate. 

Issues in Case10ad Management 

A number of issues in case10ad management were identified and dis

cussed separately, although in reality they are cll}se1y inter-rela.ted. 

These issues were: case10ad assignment techniques, differentiated levels 

of supervision, generalized vs. specialized caseloads, single officer 

caseloads vs. team caseloads, the casework vs. the brokerage approach, 

functional specialization, and the concept of workload. 
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We saw that there are five major case load assignment models: the 

conventional model, the numbers game model, the conventional model with 

geographic consideration, and single factor specialized model, and the 

vertical model. Each model has implications for the administration of the 

probation agency with respect to personnel, training, and selection of 

supervision strategies. 

Supervisirn strategies concern hO\o,f the individual case loads are 

handled after the probationer population has been assigned. One strategy 

involves varying the level of supervision of probationers. It is believed 

that while some probationers may actually need very minimal supervision, 

others will require intensive supervision. Assignment to the di.fferent 

levels of supervision is generally bas=d upon an assessment of risk or 

classiHcation by type of offense. The assumption behind intensive super

vision is that decreased caseload size will lead to increased contact be

tween the probation officer and the probationers, resulting in improved 

service delivery and more efficient treatment, which will effect a 

reduction in recidivism. We saw that, while reE", ~arch indicates that in

tt~nsive supervision does lead to increased conttct between the probation 

officer and the probationers, there has been r.A research which attempts 

to assess the quality of those contacts. For those probationers who 

require few or no special services and pose little threat to community 

safety, minimum supervision has been used. This type of supervision is 

seen as "crisis supervision,1t since the contact between the probation 

officer and the probationer may be limited to a monthly written report 

unless a specific request for services is made. One of the major problems 

attendant upon the development of a system of differentiated supervision is 

the determination of an adequate and accurate technique for risk or need 
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classif1~ation. There is also a need to isolate and identify the factors 

in the probation officer/probationer relationship which define the quality 

of contact. 

A seeond case load management issue concerns the use of generalized 

caseloads f where each probation officer supervises a heterogeneous c~seload, 

or specialized caseload, where caseloads are comprised of one specific type 

of offender. Since most probation departments follow the generalized case-

load model, only the research on specialized units or caseloads was examined. 

t~e lookQd at r~search directed at sp~..::ialized units dealing with drug abusers, 

ethnic group members, mentally deficient probationers, alcohol abusers, and 

sex offenders and assaultive offenders. The general conclusions from this 

research, much of which is descriptive, seen to be that specialized units 

can be relatively effective with target probationers, as long as the 

referrals to the speCial unit are appropriate, and that these probationers 

can be offered special services which they might not otherwise receive. 

Several studies~ however, raised the point that pre-planning is extremely 

important, along with the establishment of specific acceptance criteria 

and better communications with referral sources. 

Another type of case load management strategy is the use of single 

officer caseloads or team caseloads. The single officer caseload has been 

closely associated with the casework approach to supervision, in which the 

emphasis is on the development of a pers,onalized, one-to-one relationship 

with the individual members of his caselo~'\d. The team model, which is 

frequently associated with the brokerage approach, emphasizes both the 

diversity of needs of probationers and the diversity of probation officer 

skills which can be assembled in one team. Virtually no research comparing 

the effectiveness or efficiency of single officer and team caseloads was 

lucated. Community Resource Management Teams, which have emerged in the 
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past few years, have been widely publicized, but have not yet been eval~ated. 

Closely associated with the single officer vs. team caseload question 

is the issue of the proper approach to probation supervision and service 

provision. The two major approaches are casework and brokerage, which were 

briefly described above in connection with single officer caseloads and team 

caseloads. It should be noted, however, that the casework approach can also 

be used with a team model and the brokerage approach can be used by a single 

probation officer. As with the single officer and team models, we found a 

wealth of descriptive material covering the assumptions, rationales, and 

operations of both casework and brokerage, however, no research comparing 

the effectiveness, effici.ency, or cost of these approaches was available. 

The fifth management issue discussed was the question of specialization 

by function. Functional spe.cialization refers to the practice of grouping 

the tasks and activities of probation into relatively d.iscrete functions 

(such as investigation or supervision) and assigning each probatio~ officer 

to one or the other function. The only material available concerning fune-

tiona] specialization was a review of the arguments for and against the 

technique; the, assumptions behind the use .of the technique have yet to be 

evaluated. 

Finall~, we 6-"'xamined the c~mcept of workload. Th:ls concept is based 

on the tdea that not all offenders require the sarne amount or type of s up@r- I 
vision and that different probation functions, such as presentence investi-

gations or supervision, cannot be equated on a one-to-one basis. The work-

load concept, thus, shifts the focus from the raw number of cases in a 

caseload·and the numb~r of presentence investigations to be performed to 

the amount of time needed to perform each activity. All the activities 

are then we.ighted and added toge1:her to derive the maximum workload for 
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an individual officer. We examined six projects which have operationalized 

the workload system, with particular emphasis on the allotment of time tlO 

various activj~ties and the derivation of the workload standards. Unfor'~ 

tunately, we do not yet know about the impact of the workload concept em 

the probation agency, probation officers, or probation clients. 

Provision of Probation Services 

The provision of needed services to its probationers is one of the 

most improtant functions of any probation agency. Our review of the 

available literature revealed two dominant service provision strategies -

casework and brokerage through community resource management. The case~i1ork 

approach stresses the role of the probation officer in service provision; 

it is assumed that the probation officer will be the primary agent of 

treatment and is capable of handling all of the multi-faceted needs of a 

large number of offend~rs. The brokerage approach, on the other hand, 

emphasizes the assessment of client needs and the linkage of available 

community services with those needs. The primary task of the probation 

officer is to locate existing community resources which can benefit his 

probationers and to link the probationer with the community social service 

agency. 

Another emerging service provision strategy is cont~acting. Under 

this arrangement, the probation agency and another social service program 

enter into a laga1 contract which binds the probation agency to pay the 

social service agency for services provided to p~obationers. A wide 

variety of services, such as drug and alcohol abuse treatment, emplorment, 

education, and mental health services, can be provided to probationers 

under these contracts. 

Our review of research reports revealed several operational examples 
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of strategies designed for the purpose of service provision. One program 

which concentrated on securing employmeut~ education, and training oppor-

tunities for unemployed and underemployed probationers by intensive use of 

existing community resources reported achieving modest gains in the employ-

ment status of its experimental group members~ as opposed to a control 

group of comparable probationers, however, it appeared that the margin of 

1mprovem~nt exhibited by the experimental group over the control group 

diminished rapidly with time. 

A statf, Health and Social Services Department prepared a comprehensive 

assessment of probationer needs and developed guidelines for all local 

probation offices to use in providing services for those needs. The 

assessed needs were categorized as: academic/vocational skills, employment, 

financial management, marital/family relationships, companions, emotional 

stability, alcohol usage, drug abuse, mental ability, and health. Within 

each category, the department listed all community resources which could 

be utilized for a pa4ticular need and, where appropriate, presented infor-

mation concerning the exact type and range of services available, the name 

of the contact person in each comm'Unity resource program, and the referral 

procedure which must be followed. 

Finally, several Community Resource Management Teams have been opera-

tionalized. The Cfu~~fS combine the team supervision approach with a 

brokerage strategy for service provision. Under this arrangement, each 

probation officer in a tearo specializes in a specific area of probationer 

needs. and thol.~'Jughly familiarizes himself with all community resources 

which address that specific need. It is the responsibility of the probation 

officer to link the probationer with the community resource which can provide 

needed services and to ensure that the services are actually delivered. 
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Aside from preliminary descrj.ptive reports which discuss some of the 

implementation and operational problems of the CRMT's, evalu8cion of this 

service provision strategy has not yet become available. 

The Use of Paraprofessionals in Probation 

The use of paraprofessionals, including ex-offenders, in probation 

has develQped in response to the perceived need to establish more effec

tive relationships and communication with probation clients. It is believed 

that individuals who are similar to probationers in termls of social class, 

ethnic group membership, area of residence, and other characteristics would 

be better able to communicate with and understand the problems of probation 

clients than professional probation officers. The use of ex-offenders as 

paraprofessionals is justified on the grounds that a successful ex-offender 

can serve as a positive role model for the offender on probation. 

Paraprofessionals are generally used as a supplement to, rathet than 

a substitute for, regular professional probation officers. Initially, 

. they are ordinarily limited to the performance of surveillance-related 

tasks; ~~ they become more familiar with their roles, however, they widen 

the sc~pe of their tasks to include assisting the client in meeting concrete 

and emotional needs, participating in counseling actiVities, and performing 

investigations. 

The three research studies which attempted to asse$S the effectiveness 

of paraprofessionals in prohation presented quite similar findings. Keeping 

in mind the fact that paraprofessionals generally work with smaller caseloads 

than regular probation officers, thG studies reported that the paraprofes

sionals were at least as effective as regular'probation officers and tended 

to be somewhat more effective with high risk probationers. 
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One study noted that, since paraprofessionals were used to 

supplement regular probation officers, it was more expensive to provide 

supervision by a probation officer suppl~mented by a paraprofessional than 

simply to use probation officerG alone; no cost analyses dealing with 

paraprofessionals used as substitutes for probation officers \vere found. 

The Use of Volunteers in Probation 

There has been a great resurgence in recent years in the use of 

volunteers in probation. Volunteers have been used to amplify probation 

supervision, to broaden the scope of services offered to probationers, 

and to assist probation officers with routine administrative duties. 

The effectiveness of volunteers in probation projects has been. 

measured in several ways. Keeping in mind the fact that data collection 

methods and outcome definitions varied considerably, the research results 

which assessed recidivism rates or social adjustment appear to be mixed. 

We found eight studies which indicated that the volunteer projects were 

successful or had a positive impact on the success indicators and seven 

studies which found neutral or negative effects. There is, therefore, 

no clear-cut evidence that volunteer programs are any more successful than 

any other program in reducing recidivism or in having a positive effect 

on social adjustment. 

We found three studies which attempted to compute the cost/effective

ness of volunteer projects. Although non~ of the analyses considered all 

of the potential indirect costs of the projects, all three reported that 

large g~oss direct savings were indicated. There were very few studies 

which attempted to demonstrate that the use of volunteers effected a 

reduction in probation officer caseload. Of these studies, three indicated 
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marked reductions, one indicated no effect on case10ad size, and one indi-

cated that the vo1'Jnte,er proj ect increased the probation of fieer' s work-

10~d since the probation officer had to supervise volunteers as well as 

his own case10ad of probationers. 

Education and Training of Prob3tion Officers 

There are two major dimensions to the issue of education and training 

of probation officers. These dimensions are the educational backgrounds 

of the individuals who "rill become pt:ubation officers, and the appropriate 

nature of in-service training provided to probation officers. 

Very little research has been done in the area of the proper educational 

background for prospective probation officers. Not only do standards and 

state statutes vary considerably on this question, but there is also a 

lack of consensus regarding a definition of "probation officer competer,cy," 

which is necessary before attempting to ascertain what type, of educational 

background would have the 1l'IOSt positive impact on competency. There has 

been some exploratory work in this area, however, the results have been 

mixed. '~ile some research indicates that the type of educational back-

ground or area of study has no effect on probation officer attitudes and 

performance, othex research contradicts this position. Whatever the 

value of college or graduate level education, regardless of area of study, 

some res~arch do~s suggest that the attitudes and practices of officers 

with different educational backgrounds tend to become quite similar within 

a relatively short period of time. 

There is more research concerning the two major types of in-service 

t~aining which probation agencies offer their officers. Almost all pro-

bation departments require their new officer6 to attend orientation train-

ing but, at least in one instance, the orientation training was provided 
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long after the new officers had begun their duties. In-ser.vice develop-

mental training is offered less frequently than orientation t:raining and 

tends to concentrate on specialized treatment modalities or on management 

skil.ls. Several studies of'orientation and developmental training echoed 

a finding concerning education/al background that the effects of such train-

ing tended to wear off as time on the job increased. 

Time Studies in Probation 

A number of time studies of probation officers' activities have been 

conducted in order to determine just how probation officers spend their 

time. In a rough compar!son of the results of seven time studies (which 

covered the activities of federal, state, and county probation officers), 

the evidence suggests that probation officers devote approximately one-'" 

third of their workirig time to presentence investigations, from two-fifths 

to one-half of their working time to supervision, and the remainder of '.: 

their time to activities classified as "other,1I which includes, among 

other things, administrative duties. 

Several studies discovered that probation officers spend from one-

half to two-thirds of their time in their own office, and from one-fourth' 

to two-fifths of their time in the field. Significant portions of working 

time were classified as either "paperwork" or "non-case related" activities. 

It appears from a review of the available literature that very little 

use has been made of time studi'es. Some agencies report that other approaches 

which attempt to analyse the functional characteristics of an individual's 

job would be more productive. 

Information Systems 

Two models for information systems were identified: administrative 

manl\\gement information systems and caseload management information systems~ 
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Administrative management information systems serve three funetiona: to 

control and coordinate employee behavior, to provide information for 

long-term planning, and to provide information to external groups. These 

systents have the capability of generatin.g point in time reports, period 

in time reports, and notification reports which are automatically initiated 

by conditions which vary from previously-established standards. The attempts 

to institute administrative management information systems have been sporadic 

and incomplete; one prototype system was found which exhibited most of the 

features of the AMIS model, however, it had not yet been adopted on a state

wide basis. 

Caseload management information systems utilize information for line 

level decision-making. The functions of this type of information system 

are: to control clientele behavior, to provide information for individual 

line worker planning, and to provide information for management use. A 

CMIS model is designed to provide information on task accomplishment: who 

participated in which progrrur., to what extent, whether all program activi

ties are available, and out~ome measures. The adoption of a statewide or 

national CMISis hindered by the lack of uniformity and standardization of 

data collection formats and statistics. Several projects have examined 

the feasibility of statewide, multi-state, and nationwide uniform data 

collection systems. The results of these projects clearly indicate that im

plementation of these standardized CMIS systems could be achieved. 

Cost Analyses 

Cost/benefit analyses are one method of evaluating an existing program 

and providing information which can assist in assessing its net worth. This 

type of analysis allows us to examine the economic implications of a program 

b~t does not consider the sociological measures (such a~ recidivism or social 
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adjustment) which are more commonly used. One model for cost-benefit 

analyses of alternative correctional dispositio't1s stresses the pertinence 

of these analyses, since they permit the combination of costs and benefits 

from three different points of view: the governmental point of view, the 

societal point or view, and the individual offender's point of view. Cost/ 

benefit analyses, however, must be rigorous and comprehensive in order to 

generate useful information. 

Two studies compared the use of probation or field se~viccs to incar

ceration. One study, which looked at both the costs and benefits of pro

b~tion as opposed to incarceration, concluded that the use of probation 

rather than lncarceration followed by parole, would result in a statewide 

yearly saving of almost $5.75 million. The second study compared only 

the cost of incarceration with the cost of fi~ld servi("cs. The findings 

indicated that the use Df probation and parole: alternatives over incarcera

tion would result in a statewide yearly saving of $871,000. This study 

did not attempt to ca,lculate benefits. 

Two other studies looked at specific programs offered by county and 

municipal probation departments. One study evaluated a program of voca

tional upgrading by comparing the net costs and benefits accruing to pro

bationers participating in the program with a control group of non-partici

pating probationers. The results indicated that the program appeared to 

be cost/effective if the program effects lasted longer than one year. The 

other study compared only the costs of three types of probation supervision. 

The findings shot-1ed that team supervision costs almost three times as much 

as volunteer supervision and that traditional supervision costs almost 

twice as much as team supervision. 
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Standards for Probation 

We looked at the three most recent sources of standards for probation 

(the American Ba~ Association's Standards· Relating to Probation and Stand

ards Relating to Sentencing, published in 1970 and 1968; the National Ad

visory Commission on Criminal Justice Standards and Goals' Standards for 

Corrections, published in 1973; and the American Correctional Association's 

Hanual of Standards for Adult Probation and Parole Field Services, publish.ed 

in 1977) and compared the individual standards by the following categories:.· 

definition of probation, administration and organization of probation, 

criteria for probation, revocation procedures, termination and discharge, 

conditions, qualifications for persons providing probat:ion services, services 

to probationers, presentence activities, and case records, management infor

mation syste~s, and research. 

Our comparison revealed marked similarities in the three sets of 

standards in may respects, although there are differences among them in 

terms of scope, detail, and comprehensiveness. 

Final Note 

This l:eview of issues in probation management has been based on the 

available literature. It has emphasized assumptions, rationales, operations, 

and research. We are confronted now' with the dilemma of trying to extract 

definitive answers to some of the questions raised by the issues we have 

discussed. 

oW If we ask what is the proper location for probation administra-

t:i.on, we find that there are strong arguments for centralized 

administration, for de-eentralized administration, for placement 

in the executive branch of government, and for placement in the 

judicial branch of gov~rnment. It appears that this question is not 
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amenable to a definitive answer; what is important is a 

thorough consideration of the trade-offs which characterize 

each alternative. Neither is the question amenable to experi-

mental research. But it is clear that ~mJlprehensive, descrip-

tive studies of the experiences of ~gencies placed in different 

administrati'lle locations could assist in accurately and complete-

ly delineating the advantages and disadvantages of e~ch location. 

• If we ask which probation officer role is most appropriate, we 

must ar~swer that research has not yet been done in this area. 

Evidence does suggest that probation officers consider some 

activities to be more appropriate than others, but that role 

perception has nothing to do with job satisfaction. Research 

is also needed to determine whether role preference has any 

impact on client out~ome indicators. 

• t~we ask which case load management strategies have been shown 

to be more effective or efftcient. we must answer that too little 

research has been done in this area to come to any definite Gon-

I 
elusion. We know that some studies have determined that the 

level of supervis.ton intensity can be varied, re$ulting in more 

or fewer conta.cts between the probation officer and the proba-

tioner, however, we still know very little about either an ade-

quat:e procedure for classifying offenders by risk or need or about 

the nature and quality of the contacts. Some research also suggests 

that specialized caseloads can be effective, .as long as the criteria 

r 
I for acceptance into the specialized caseloads are explicit. Research 

is clearly needed to evaluate the effectiveness, efficiency, and 

cost 0.£ single officer VB. team caseloads, the I!asework vs. the 
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brokerage approach to supervision. and service 'provision, and 

functional specialization. We have examinlad sElveral examples 

of workload derivation proceduresl, but res~aarch on the impact 

of the implementation of such a system has not yet been done. 

• If \-re ask whether needed services are being provl,ded to pro-

I I 
"l I 

batione'rs, we must answer that research indlicates that they 

are not. Studies suggest that probationers who do receive 

needed. services have a greater chance of su,ccess£ully complet-

ing probation, but that adequate needs assessments are not 

attempted and, consequently, most probationers do not receive 

the services they need. Several new and promising serv'ice 

pro<.:rision strategies are emerging, but they h6\Ve not yet be,en 

adequately evaluated. 

If we ask whether paraprofessionals can be effeetively used 

in probation, the research suggests that they can be at least 

as effective as professional probatio'o officers aud perhaps 

even more e,ffective with "high risk" probationers. This sug_· 

gestion 'must be considered tentative, however, because of the 

small number of research efforts in this area. 

• If we ask whether volunteel's can be effectively used i;l. In:'o~· ~.~ 

bation, the research produces mixed results. Some r~~se\arch 

finds volunteers having a positive effect on outcome indicators, 

. while other research finds neutral or even negative effElcts. 

• If we ask how effective the education and training of probation 

officers !s, \17~ must a.us·wer t.hat:, in order to gauge effectiye-

rt~ss, we must first agree on a definition of probation officer 

competency. The little research available concerning education 

and training suggests that whatever value different educational 
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backgrounds and in-service tr~ining experiences may:have, t:h;,\t 
f·; 

value tends to diminish relatively rapidly ov~r tw.:~ -, A review 

of the literature and research on education and tra;li.ning high-, 

lights the prqblem that we must first definitively ~lgree on what 

it is that probation officers are expected to be able to do 

before we can decide what kind ~feducational background is re-

quired and what types of in-service training will be offered. 

If we aRk how probation officers actually spend their time, woe 

find that they are most frequently in the1.r own offices, alone. 

occupied wi.th paperwork. SiT/,ce we have a fairly clear picture 

of the allotment of probaticm officer time to spet:!ific activities, 

we now need to link the achievement of those activities to the 

objectives ofprQbati-&ri work~- Research could also investigate 
, " 

the necessity of spending a significant amQ;!ht of time -OR ouch 

activities as paperwork, trav.el, and admifdstrative duties.: 

If we ask what kinds of probation information are currently 

available, we find that local and state probation departments 

keep a great de~l of information, but it is not kept in syste-, 

matic or comparable form. Ther~ is no national compilation of 

probation statistics. Research does indicated, however, that 

uniform data col1eetion and stati~tics on a stateGide, multi-

state, or national level are feasible. 

• If we ,ask how the cost of probation compares to the cost of 

alternative dispositions, we find that probat;(.Q~:i~ considerably 

cheaper than incarceration, partic~~a~l~ when the benefits of 

allowing the offender to remaht'-in the t!o1ll1llt<aity are added in. 

There are problems ~v.ith the available cost/benefit research, 

however ~ because cost/benefit, antilyses are time-consuming and 
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methodologically demanding. 

• If we ask what effect the various sets of Gtandards have had 

on the management of pt:obation, we must answer that we do not 

know. Research looking at attempts to upgrade probation ad

ministration to meet standards would be productive., as ,.,rell as 

research assessing the impact of meeting or exceeding standards 

on client outcome indicators. 

As a general conclusion about the state of knowledge about probation 

administration, we find that current research in some areas is uncovering 

some answers to probation management questions, but there are still a 

number of critical, fundamental questions which have yet to be addressed. 

When that research is done, it is crucial that the research design and 

methodology be appropriate in order to ensure that the research findings 

will be of value and will add to our knowledge. 
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