&

1o . Nationgil Crgminal Justice Reference Service ©  ° ‘

If you have issues viewing or accessing this file contact us at NCJRS.gov.

I3} L3

b g s

onors

This microfiche was produced from documents received for
inclusion in the NCJRS data base. Since NCJRS cannot exercise
centrol over the physical condition of the documents submitted,
the individual frame quality will vary. The resolution chart on

y this frame may be used to evaluate the documgnt quality.

°

G

RN
[4:3
2
1

FEEER
EEEE

2
&

s =~

FEEE

| 4
I3
Er

==
N
o

o °

|

1.8
=

| 22 s e

3

@
&
o

MICROCOPY RESOLUTION TEST CHART
NATIONAL BUREAU OF STANDARDS-1963-A

% "e:ﬂ}

N

the staridards set fbrih in 41CFR 101-11.504.

Points of View or opinions stated in this document are
o those of the author(s) and do not represent the official
. position or policies of the U. S. Department of Justice.

o National Institute of Justice
. - United States Department efJustice
Washington, D.C. 2058%,

8]

o

o o

W

Microfilming procedures used to create this fiche comply with

(70

©

14

P

e

: 97867-97875
U.8. Department of Justice °
) National Institute of Justice
This documen! has been r
person or arganization origi
in this document are thos
represent the official posit
Justice.

G

eproduced exactly as received from the
nating it. Points of view or opinions stated
@ of the authors-and do not necessarily
ton or policies of the National Institute of

Parmission u’; f ce this copyri i
ativir aprody opyrighted material has been

_\ﬂfﬁn&nith&lmlted.shmsms
“tathe National Criminal Justice Raterence Sarvice (NCJIRS).

Further reproduction out~'de of tha NGUR i i
sion of the comenen ouk {: S system requires permis-

G




ADMINISTRATIVE OFFICE OF THE UNITED STATES COURTS
“ WiLiam E. FoLey
Director

Joserr F, Spanior, Ju. : .
Deputy Director

DonNaLp L. CHAMLEE
Chief of Probation

EDITORIAL STAFF e

Lowsse toma—"

<= Frobation Programs Specialist
Editor

MiLLiE A. Rapy
Editorial Secretary

ADVISORY COMMITTEE

W;x(;r;‘m; g;n;}zni?s:IEz;._D., Jf’mfessor and Coording.
vty iRl Justice Programs, Nopih
State University, Denton Frem. North Teras

J. E. Bakeg Federal and §

. \ tate Co: e ;
wirater (Retired) Corrections Admin-

Ricuarp A CrarperL, F 3

. Cns » Former Chairm USs
Board of Parole and Fory, 1 Jeral P
; , and Form .
bation T “ er Chief, Federgl Pry.
ALvix W, Corn, D Cry )
. » &y URIML, President, Administrati
; of Justice Services, Ine., Rockville, Maryl’r:égmm
orxzeP:gggng;. Vz‘sz‘tz‘gg Professor of Criminology,
rase; 3 ; itis,
Comm r University, Burnaby, British
DANIEL. Grases, PuD, Professor
s versity of Southery Californig
USAN KRUP GRUNIN, Regs, Y
oo diegional Probation Adminte.
" trator, Administratiye Office of the U5, ‘éfo-zmw

;,KA'Y Hagnrs, Assistent Professor of Criminal

ustice, Temple Uni‘verszftg/ e

PeTER B. How

- HUERMAN, PR.D., Resear i

v ohty C, 3
Parole Commission h Director, U.s,

of Sociology, Un:.

BeN S. MErker Chief Probation Off;
FEKER, fficer (Retire
,%}i;} gzstnct Court for the Northern Dz's‘;r:’:gag}

Lioyp E. Omuy, PuD P
D B, AN LRI, Professor of Crims
_ Harvard Umversz‘tyl,,aw Schooi f;;('nmmology,
Ml{{.’zg?;mg.o ii%:rpa, Pr(e;sz’dent Emeritus, National
& Lrime end Delinguene
Netw Jorany linquency, Hackensack,

GEORGE J. Rgep Commissi
. , miss it
o Commmr: C woner [(Retired), .8,
Isa P. Rosring Profes
» Rosains, sor of Law,
. University, Waskington, D. (. .
HORSTEN SELLIN, Pu.D Emeritus Py
" . * . i ‘ : 0 es )
c ciology, University of Pennsylvanig fosser of 8o
HARLES E. Smrra, M.D » Professor 1
- M.D., of Psychiatry,
The School of Medicine, Um‘vers{ty [g‘ Norgz
. Carolina, Chapel Bl ’
ERRILL A. Swmity Chief of Probats, X
o X v “ Gtion e ]
Administrative Office of the .S, Courtsmem o
R(){I;;:Ru“s J. Wricnr, Commissiones of Corrections
etired), Westchester County, New York, and

The American

Jormer Editory American Journal of Correction

Federal Probation is publ
the Administrative Offier,
' Alt p}mses of preventive an
’tl‘lll()N. The Quarter]y wishes to

058 engaged in the study of juveni]

public and private--are invit {0 suby
o o pr ited to sub
Manuseripts, editorial matters, books

the Unite . sk
sion.‘ nited States Courtsg, Vvashmgton,

ished by the Administrative Office

d correctional hctivities in delin

mit any significant experience and findings related to the pre

, and communieations shou]“d b
D.C. 20544, See inside back eovgra

of the United States Courts und is edited by the Probation Division of

“ont uency and crime o ithin the fi i
chata with jts readis o mnst;{uctiée d crime come within the fields of interest of FrpERAL PROBA-

v w - b N
and adult offede Fedonn éta“ Lgrgl;\édlu o:»apomts of view and welcomes the contributions of

! organizations, insn:tuﬁons. and agencies--hoth
vention and control of delinquen-

?drgssed to FEDERAL PROBATION, Administrative Office of
or information about manuseript preparation and submis-

’ o i 3 N
at an annnal rate of 89.00 (domestic) and 811 py - oent of Documents, U5, Government Printing Office, Washington, D:.C. 20402,

FEDERAL PROBATION QUARTERLY
the United Stateg Courts, Washington, D.C, 20544

Administrative Office of

e

'; \ e ‘
SECOND-CLASS POSTAGE PAID Ap

0 i at appropriate credit iy ¢
e obtained by writing to the Edit{ltif Ve 10 the author and %\be' &

3 are available at $3.50 (domestic) and $4.40 (foreign), .
arferly. Information regar.

WASHINGTON, D.C, |

Publication Number: UsPS 356-210

Federal Probation

A JOURNAL OF CORRECTIONAL PHILOSOPHY AND PRACTICE

Published by the Administrative Office of the United States Courts

DECEMBER 1984 NUMBER 4

This Issue In Brief

ficers equal professional status with judicial person-
nel and more autonomy to exercise their profes-
sional skills in the court organization.

Six Principles and One Precaution for Efficient
Sentencing and Correction.—According to author
Daniel Glaser, more crime prevention per dollar in
sentencing and correction calls for: (1) an economy
principle of maximizing fines and minimizing in-

VOLUME XLVIII

The Evolution of Probation: University Settlement
and Its Pioneering Role in Probation Work.~—In the
final article of a series of four on the evolution
of probation, authors Charles Lindner and Marga-
ret Savarese further explore the link between
the settlement movement and the beginnings of pro-
bation in this country by focusing on one particular
settlement, the University Settlement Society of
New York City. Close examination of the University
Settlement papers revealed that this settlement,
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carceration; (2) noncriminalization of offenders who
have strong stakes in conformity; (3) crime-spree in-
terruption; (4) selective incapacitation; (5) reducing
inmate pressures from other inmates and increasing
staff and outsider influences; (6) appropriate voca-
tional training of offenders. These goals require
avoidance of sentences based purely on just deserts.

The Juvenile Justice System: A Legacy of
Failure?>—In a follow-up to his previous article,
“Juvenile Court: An Endangered Species” (Federal
Probation, March 1983), author Roger B. McNally
expands the notion that the juvenile justice system
is on the brink of extinction. The author identifies
five contemporary themes which are jeopardizing
the very existence of juvenile justice and strongly
suggests that if the present course of events goes
unabated, this system—by the turn of the cen-
tury—may be recorded in the annals of history as
a legacy of failure and a system that self-de-
structed. The article identifies the need for a sep-
arate system of justice by citing examples of fail-
ure when the adversarial model is applied to juve-
nile matters. The author maintains that the juve-
nile justice system is at a crossroad which re-
quires an affirmation rather than a condemnation
of the notion that youth are more than “short
adults” necessitating incapacitation until they
“grow-up.” :

An Assessment of Treatment Effectiveness By Case
Classifications.—Authors James M. Robertson and
J. Vernon Blackburn studied the effects of treat-
ment upon probationers by formulating three ques-
tions which asked if court-ordered treatment had
any effect on the revocation percentage of proba-
tioners in the mirimum, medium, and maximum
supervision categories as established by four major
base expectancy scales. Summarized, the treatment
group had lower revocation percentages in 10 out of
12 supervision categories. These results led to
positive conclusions regarding the effects of treat-
ment in reducing probation failures.

Forecasting Federal Probation Statistics.— The
procedures used in forecasting Federal probation
population totals are explained with the intention of
making these techniques available to the individual
probation office. Author Steven C. Suddaby

~ discusses long- and short-term projections and dif-
- ficulties which are peculiar to probation forecasting,

The Armed Urban Bank Robber: A Profile.—An
analysis of 500 armed bank robbers revealed that
they do not fit the stereotype of sophisticated pro-
fessional criminals, say authors James F, Haran and

John M. Martin. Rather, these robbers are a cohort
of young adult, unattached, socially disorganized
males, predominately black, poorly educated, and
lacking vocational skills; most are unemployed,
previously arrested property offenders. Twenty-five
percent are drug addicts. They make little profit
from their crimes, are swiftly arrested, and receive
long jail sentences. A fourfold typology of offenders
is developed based on career patterns of prior
property crime offenses. The authors propose that
selective sentencing, focused more on the career pat-
tern rather than the crime, might render a more ef-
fective sentencing formula,

Female Employees in All-Male Correctional
Facilities.—Court decisions have opened the doors
for women to work in male corrections, but the real
struggle to find acceptance and promotion within
the system is just beginning. According to authors
Rose Etheridge, Cynthia Hale, and Margaret Ham-
brick, this struggle takes place within the
parameters established by inmate, staff, and com-
munity attitudes and the attitudes and motivations
of the woman herself. Images of women developed
long before the working relationships color her in-
teractions with inmates and staff. The authors
stress that the woman must understand what is
happening and use specific coping strategies if she
wants to succeed,

Juvenile Delinquency Prevention and Control in
Israel. —The number of youth committing serious
crimes in Israel is reaching alarming proportions.
After discussing the scope and dimensions of the
delinquency problem in Israel, author Gad J. Ben-
singer describes the Israeli juvenile justice system
and explains the prevention and control strategies
of the police, the courts, and the juvenile proba-
tion department. Although law enforcement and
delinquency prevention was never a national prior-
ity in Israel, a realiocation of resources may be re-
quired to meet the new domestic needs.

I Didn’t Know The Gun Was Loaded.—The judg-
ment of criminal intent has become formalized in
Western law as a way of appreciating more fully the
nature and quality of an unlawful act and, implicit-
ly, assessing the character and social fitness of the
accused. However desirable in theory, the evidential
determination of intent, a subjective phenomenon,
may pose complex problems, Author James D. Stan-
fiel proposes a revised concept of criminal intent,
one less heavily dependent upon rational choice as
a precondition of legal accountability.
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University Settlement and its Pioneering Role in Probation Work*

By CHARLES LINDNER AND MARGARET R. SAVARESE**

originated in England with the fqunding of
Toynbee hall in 1884, the underlying settle-
ment idea was quickly appropriated by a small band
of young, energetic Americans and transported to
the United States. Here, it took hold and spread so
rapidly that by the turn of the century, there were
more than 100 settlement houses, of all types and
descriptions, most of them located in the largest,
most heavily populated urban centers. '
There were many similarities between the Enghsh
social settlement movement and its American
cousin, Both had come about as a response 1{0 }:he
ever-growing tide of urbanization and industl'lal}za-
tion, and both were envisioned as one pgssx})le
remedy for the social rifts and disorganization
which inevitably accompanied these two processes.
Thus, the settlement movement on both sides of the
Atlantic attempted to repair these rifts and “squght
to reconcile class to class, race to race, and religion
to religion.””! The English and Americar.l settlement
movements were also very much alike in that .both
tended to attract clergymen, professors, writers,
and, more than anyone else, young men and women
eager to serve their fellow man in.some socially
useful way. In America, the pioneering settlement
residents were, invariably, not only young but also
well-educated, usually with some post-graduate
training, from solidly middle or upper-class
backgrounds, and of old, Anglo-Saxon, Protestant
stock, .
In addition to the similarities, there were also dif-
ferences between the English and American ver-
sions of the settlement movement, Unlike their
English counterparts which were often church-
affiliated, most of the American s.et;tlements were
deliberately nonsectarian and devoid of any _forn}al
adherence to doctrine or ritual, although the in-
dividual founders and leaders were often deeply

5 LTHOUGH THE settlement movement

" “This is the final article in a series of four.

“rgl:‘nsrlfsultindncr is associate pro{‘essor, Department of ani
Police Science and Criminal Justice, John Jay College o
Criminal Justice, New York City. Mnrgnret R, Savarese }s Supl:*r:
vising probation officer, New }’ork City Department o Er? t;l
tion, Bronx. The authors wish to thank Pm?t‘c‘ssolrJ lt?e
Rowland, Chicf Librarinn, John Jay College of Criminal Justice,
and her staff for their support and assistance,

religious themselves. An even more significant dif-
ference was the involvement of many of the
American settlements in a wide variety of reform
measures designed to improve the lot of the
thousands of impoverished immigrants who were
pouring into the already congested, tenement
neighborhoods. Their continuous day-to-day
presence in these neighborhoods brought t}}e ea}'ly
settlement residents face-to-face with a bew1.1dermg
array of problems that cried out for attentmn. z}nd
amelioration and turned many of them into pohtxcal
activists, Jane Addams, of Hull House, touched on
just a few of the problems which galvanized settle-
ment residents into fighting for social change when
she wrote: N
i i i Jaminated water, in-
fant mcvtatiy, b spread of contagion, adultorated food, -
pure milk, smoke-laden air, ill-ventilated factories, danggrpus
occupations, juvenile crime, unwholeso_me cro‘wdmg, prostitu-
tion, and drunkenness are the enemies which the modern
city must face and overcome would it survive.?

Thus, settlement workers became deeply @nvolved
in a broad range of reform activities aimed at
eliminating these conditions, and one of the many
reform measures which attracted their support was
an innovation known as probation, The active role
played by a number of very influential settlement
leaders in helping probation become an accepted
practice has been virtually ignored, althqugh !;he
part they played was a truly critical one. This article
continues to explore the link between the settlement
movement and the beginning probation moyemgnt
by focusing on one particular settlement, Un‘n{erm‘ty
Settlement of New York City, and by exa}mmng_lts
active involvement and support of probation during
its infancy around the turn of the century.

The Early Years of Universily Settlement
University Settlement, which went on to become
one of the most influential of all the sgttlements,
began rather inauspiciously, as the Neighborhood
Guild, in a dilapidated tenement on the Lower E}ast;
Side of Manhattan, The founder was Stanton Coit, a
moody, idealistic intellectual who had spent some

! Clarke Chambers, Seedtime of Reform: American Social Service and Social Action,
1918 1993, Minneapolis: University of Minnesota Press, 1963, p. 14,
® Ihid., p. 16,
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v Professionals or Judicial Civil Servants?

An Examination of the Probation Ol‘ificer’s Role

BY RICHARD LAWRENCE, PH.D
Assistant Professor of Criminal Justice, The University of Texas at San Antonio

HE FIELD of probation has seen tremen-

dous. growth and development since its in-

ception as primarily a volunteer movement
a century ago. Today it is the largest single correc-
tional service in terms of the number of offenders
served (Bureau of Justice Statistics, 1988). The past
decade pas witnessed an increased emphasis on the
profes§xonalism of probation officers. The minimum
educational requirement is now a 4-year college
degree, with many departments requiring a
fna.ster’s degree (Abadinsky, 1977, p. 314). The ma-
jority qf probation officers today are without doubt
more highly qualified for their jobs, and seem to be
very concerned about legal issues of their role and
t}le quality of services provided to persons on proba-
tion.

In spite of these positive developments, there are
some p}‘oblems confronting probation. Probation is
1ncrea3}ngly being looked to for help in alleviating
th.e serious problems of overcrowding in jails and
prisons. A greater percentage of convicted offenders
are being placed on probation—the foremost agency
of comrr}unity corrections—as an alternative to in-
carceration. This increase necessarily results in a
greater workload on probation officers: more
presentence investigations, larger caseloads, and
more paper work to complete. The increased
pressure on probation often adversely affects the

quality of the officers’ reports and -
provided. ports and the supervision

Professionalism in Probation

. A major issue in the field of probation is the ques-
tion of professionalism. There is concern among per-
sonpel from administrators to line officers whether
their occup.ation represents a professional career
Does the field of probation possess a specialized
body ot: knowledge by which it may be considered a
profgsgxon? Do probation personnel provide a
specialized service and conduct themselves in a
manner which may be considered professional?
tI‘hese a‘nd similar questions are found in abundance
in the literature (Linden, 1973; Mangrum, 1981; and
ThO}nas, 1988). Mangrum (1981) believes that cor-
rections has suffered from being the stepchild of the

14

criminal justice system and from a lack of public
support. The resulting negative self-image limits
t.he probation officer from being committed to his
fxeld' as a professional. The importance of a positive
self-x.mage is underscored as essential in providing
quality services to clients, who themselves are
cha.racterized by low self-esteem. Thomas (1983)
believes probation lacks a professional identity
because there is no recognized professional school to
prepare leaders for probation and no nationally
recognized scholars or administrators who can be
called. eminent leaders in probation. In spite of its
effectiveness--from 60 to 85 percent success rate
(Albax.lese‘ et al., 1981)--probation is uneasy about
what 1t_ produces in the way of measurable results.
{chordmg tq Fogel (1981) probation suffers from an
‘mage of let}lency and has done little to offset this
Cf.‘lthlSl;Il. Linden (1973) surveyed 60 Federal proba-
tion officers and found that the probation officer ex-
hll?xps professional frostration as a result of his in-
ability to achieve the goals of professionalism. On
an index desxgnad to measure the difference between
what t:.he officer perceived as his occupational role
and his professional ideal, it was found that the

greater the education, th .
frustration. » the more the professional

ThRoIe‘ Confl:;cl' and Organizaiional Behavior
_tnere is a direct relationshi -
(si{or_lallsrfl and t}le nature and pqt?tfl?i‘:;ee:f i!:f?s-
h1v1dual s work in an organization, While research
as been done on role conflict among prison guards
(Jacobs, 1978; Poole and Regoli, 1988), there have
beeg fgw efforts to document the problem among
gro .atlon personnel. Tomaino (1975) identified five
”1stmct; styles of “probationing” and noted that
concerns for control and rehabilitation are in basic
conflict with each other and are mutually exclusive"”
(p. 42). t.Ise of the different styles is hypothesized to
;)esult In different outcomes for probationers
etronio (1982) tested the rehabilitative and control:
1ccmented roles of juvenile probation officers and
ound t;h.at; the officers do not always carry out th
roles which are communicated to them, °
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It is generally acknowledged that to understand
the operations of a givén probation department or
the behavior of individual officers, one must view
them in an organizational context (see, e.g., Hussey
and Duffee, 1980). Blumberg's (1979) study of a
court system is the most prominent example of an
organizational analysis of judicial roles and func-
tions. Eisenstein and Jacob (1977) take issue with
Blumberg's view of the courts as bureaucracies in
which negotiation and bargaining predominate over
the adversary system.! They conclude from an
analysis of three court systems that courtroom
cases and dispositions are not mere assembly line
operations, but are given considerable individualiz-
ed treatment. On the other hand, Blumberg’s view
of probation officers as non-professionals who playa
relatively minor role in the judicial process has not
been challenged by the literature on probation (see,
e.g., Czajkoski, 1973; Linden, 1973; and Thomas,
1983). While many of his observations are no doubt
accurate, it is questionable whether his analysis of a
single court system can be generalized to many
others in this country. There are a number of
research questions raised by Blumberg's analysis
which deserve more serious examination.

The following observations made by Blumberg
(1979, pp. 198-285) about the role and function of
probation officers provide the focal points for this
study:

1. Probation officers are ‘‘mere instruments to be
utilized for larger organizational ends, ..(T)heir
body of professional skills cannot be autonomously
employed but must be exercised within the
framework of precise organizational limits and ob-
jectives” (p. 198). "

9. Probation officers’ “lack of genuine profes-
sional status in the court is a constant source of per-
sonal anxiety, work alienation, and general
dissatisfaction’ (p, 281).

3. “The pre-sentence investigation document is
often cynically employed to validate judicial
behavior or is otherwise used to reinforce ad-
ministrative action already taken. ..The eir-
cumstances under which probation reports are
prepared cast serious doubts on their objectivity,
validity, and integrity” (p. 283). *'The importance of
the pre-sentence investigation as a decision-making
tool for the judge is overrated” (p. 285).

! Blumberg's work was ariginally published in 1967, 10 vears hefore Bisenstein and
Jncob. References to and quatations from Blumberst in this paper are from the second
edition, published iu 1979,

¥ Apprecintion is gratefully acknowledged to Dy ticorge Pryvor, Training Eduention
Director, and Don Stiles, Executive Director of the Texas Adult Probation Commis.
sion, for pormission and assistanee in collecting data for this study.

4. “Frustrated as professionals, stripped of real
decision-making power, lacking a genuine career
motif, and assigned relatively low status by the
community, it is not surprising that probation
workers often develop a high degree of cynicism” (p.
283).

5. Probation officers “come to view their ad-
ministrators as frightened, insecure, petty officials
who will respond to any organization need at the ex-
pense of workers and clients. There is a constant
undercurrent of antagonism between probation
workers and their supervisors’ (pp. 283-284).

Probation Officers’ Role Perceptions

Data were collected from 139 probation officers
serving state district courts and employed by adult
probation departments in a Southwestern State.
The officers were from a representative cross-
section of probation offices in the State, including
metropolitan and smaller urban departments. Self-
administered, anonymous questionnaires were com-
pleted at training sessions and in offices. Subjects
were informed that their responses would be strictly
confidential. The State Adult Probation Commis-
sion cooperated fully with the study.

Several items were generated to assess the sub-
jects' perception of various roles and functions of
their job in the context of the court organization and
in relation to other judicial personnel. The items
were arranged in related groups and organized in
four scales. The scale of ‘“professional iden-
tification” items measures the degree to which
the subject identifies himself as a professional; his
agency and the general field of probation as profes-
sional; and the agency goals and functions as in-
dicative of professionalism. This scale also includes
job satisfaction items.

The presentence investigation items assess the of-
ficers’ opinions on the proper role and functional
value of the PSI, in terms of the objectivity with
which it is written and the recognition given by the
judge in the sentencing process. The role conflict
scale measures how the probation officer perceives
and defines his role in relation to the offender, the
court organization, and other judicial personnel. The
scale includes the extent to which the officer
perceives conflict in the definition of his role by
himself and the organization. The final scale
assesses the nature of the working relations with
probation supervisors and administrators and with
other judicial personnel.

Resulls

The probation officers in the sample generally
have a high degree of professional identification
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with their field. There are some exceptions, however,
Many believe they are not given equal professional
status with attorneys in the performance of their
jobs (70, or 50.4 percent agreeing with this item),
Many likewise believe they are not seen as profes-
sionals by attorneys and judges. Blumberg is thus
partially supported in his view of probation officers’
lack of professionalism.

Table 1. PROFESSIONAL IDENTIFICATION SCALE
ITEMS
(in percentages)

Scale Items A M (D

- Probation is an important, vital pert of

criminal justice, 98.6 q Ni
~ Probation could and should play an even

greater role in the administration of

justice. 92.1 65 14
- I see myself as a professional with a |

specialized body of knowledge and special

skills, " 950 86 14
=~ My job regularly requires that I apply

some professional knowledge and special

skills, 95,0 29 22
- I view my role as vital to the successful
administration of justice, 89.2 94 14

- The majority of probationers are much

better off after serving probation than if

they had been committed to prison, 770 173 58
- The majority of probationers are much

better off after serving probation than if

given a suspended sentence with no pro-

bation supervision. 719 13.7 144
- Ifeel that I am not seen as a professional

by the attorneys and judge(s) with whom

Iwork. 223 144 626
~ I feel that I am not given equal profes-

sional status with attorneys in my job., 50.4 10.1 38.8
- My job requires a considerable degree of

creativity and originality in its perfor-

mance, 784 58 151
~ There is a great deal I can do to help in-
dividuals on my caseload. 7056 12.2 15.8

- My agency continously encourages me to

provide high-quality services to my pro-

bationers. 734 86 17.3
- Most of the time I feel highly motivated

to provide high-quality services to the

probationers I see each day, 74.8 101 144

A = Agree
D = Disagree
? = Uncertain

A significant percentage of the officers disagreed
or were uncertain whether their job required any

creativity in its effective performance, as indicated f

in Table 1. Blumberg asserted that “very little is re-
quired of the individual by way of a creative or
original performance” (p. 282). More than 20 percent
of this sample agree with this, One attribute of a
professional in the helping professions is the degree
to which a valuable service is provided and whether
individuals are being helped. Twenty-eight percent
question or disagree that they are helping their
clients. One-fourth of the officers either question or
disagree that their agency encourages the delivery
of quality services or that they personally feel
motivated to provide quality services. It is for-
tunate that three-fourths of the officers and their
agencies are service-oriented. Considerable concern
is warranted for the one-fourth who are not, This
represents a sizeable nuinber of probationers in need
of quality service delivery.

Many of the officers in the study did not conduct
bresentence investigations; thus the large number
of ‘‘uncertain” responses which should be inter-
preted here as “not applicable.” As noted in Table 2,
many officers do question the objectivity, impar-
tiality, and value of their presentence reports in the
sentencing decision, Blumberg claims that the high
correlation between probation officers’ recommen-
dations in the PSI and the courts’ dispositions as
noted by, e.g., Carter and Wilkins (1967) is due to
the officers’ writing what they believe the judge
wants to hear rather than the judge following the
recommendation. He claims probation officers are
manipulated by the court structure, and learn not to
question established organizational assumptions
and goals (p. 211), Questioning the objectivity and
impartiality of the PSI, Blumberg states that
“...(E)ach probation officer learns to emphasize only
those aspects of a defendant’s social biography and
character which are consistent with his new status,
Positive virtues are rarely stressed...”” (p. 288). And
he concludes, “in the main, the importance of the
pre-sentence investigation as a decision-making tool
for the judge is overrated’ (p. 285),

Linden (1973) notes that an officer’s unwieldy
workload prohibits much time and effort on the PSI,
and lack of agreement as to his job function and role
affects the way the report is written and worded,
This is a point deserving further attention. If the of-
ficer's major role is that of providing rehabilitation
and serving as a referral agent to needed services,
the presentence report will document needed
services, noting weaknesses needing attention and
strengths upon which to build, The PSI becomes a
treatment plan, On the other hand, if the officer’s

primary role and function is control and enfor?e-
ment, then his concern is to screen any potential
probationers who present risks and any cha'rlge of
unsuccessful compliance with probation conditions.
The PSI then will focus more on weaknesses than on
potential strengths.

Table 2. PRESENTENCE INVESTIGATION SCALE ITEMS
{in percentages)

Scale Items A) (9 (D)

~ The performance of my role as

presentence investigator is impartial and

independent of any influence from the

court. 51.1 33.8 13.7
- My PSI's are carefully and completely

read by the judge in nearly all cases, 29.5 46.0 223
-~ The judge usually skims my PSI's but

reads the summary and recommendation

and generally respects the contents of my

report. 30.2 43.9 223
~ The judge follows my recommendations
in most cases. 483 36.7 13.7

- My PSI's are impartial and objective

reports, including positive as well as
negative factors about the offender. 683 266 29

- The PSI is an essential part of the sentebn-

i S, should be relied upon by
:l?ﬁdlg:cesq e ’ 453 245 30.2

- I believe a copy of the PSI should be made

available to the offender and his/her at- ’
torney. 41,7 18.0 403

The scale items measuring role conflif:t were
designed to reflect the extent to w'hich subjects ex-
press uncertainty, ambiguity, or Eh.sagreement th'h
their job expectations. Thus, if officers accept tl}exr
role as primarily in support of the court organiza-
tion (as opposed to advocates for the probat1qner),
then there is little conflict in their role expectlatlons.
This runs counter to one of the traditional views of
the probation officer as one who interven‘es on t‘he
offender’s behalf and offers an alternative to in-
carceration. The majority of the officers whc‘state
they are ‘“‘part of the system’ ‘wit}} primary
allegiance to the court, are experiencing l'lt:tle if any
role conflict. Some degree of dissatisfaction or con-
flict was indicated regarding excessive caseload
sizes and excessive paper work. The fact that most
of the officers in this sample seem to accep}: th.elr
role as more in support of the court organization
than as advocates for the probation client is in-
dicative of more emphasis placed on the control
function than the rehabilitative, as documented by

Tomaino (1975). As indicated by the res.ult:s in Tal?le
3, many of the officers do seem to experience conﬂlct
relating to the importance placed on case processing
and paper work over supervision and guidance fupc-
tions, Many express dissatisfaction over excessive
caseloads and administrative requirements YVh‘lCh
often conflict with rehabilitation goals. Wl.lat is im-
portant to note is the significant proportfxon 9f of-
ficers who entered the probation field with higher

. Table 3, ROLE CONFLICT SCALE ITEMS
(in percentages)

Scale Items A) (D}

- 1 view my role as an advocate for the of-
fender, closer to the defense attorney
than to the prosecutor.

- I tend to see each convicted person as an
individual, and their conviction does not
limit my ability to view them objectively )
and impartially. 878 43 179

- Most probation officers are part of “‘the
system,” working more for the court than
for the client. 61.2 129 25.9

- My primary allegiance is to my agency
and/or the court.

- My primary allegiance is to the prospec-
tive probationer.

- My office is more concerned about prcr-
cessing the most cases in the most effi-
cient manner than giving a great deal of
attention to guidance, supervision, and
rehabilitation. _ 309 7.2 61.9

~ The primary concern of my agency is to
collect the probation fees and keep up
with paper work. .

- The quality of probation supervision suf-
fers because of too many cases, too few of-
ficers.

- 1 entered this job with higher expecta-
tions of rehabilitation and change goals
than I now have.

- 1 often find it difficult to effectively per-
form my job under the administrative re-
quirements of my agency, 38.1 86 538.2

- That part of my job which my agency
most rewards me for a “job well done” is
getting my paper work in and keeping my

10.8 115 77.0

784 8.6 122

216 166 61.2

331 94 576

892 29 179

48,9 10.1 4.0

files up to date, | | » 564 12,2 295
- T believe paper work is also *'people wor!
{they are inseparable). 71.2 137 144

- 1 believe I am limited by excessive paper

work from doing a good job with my pro-
l::tioners. 51.1 122 36.0

- Overall, I am just ag satisfied with my
role as a probation ofiiver as when I first )
entered this field. : 7.9 67.) 20.1
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PROFESSIONALS OR JUDICIAL CIVIL SERVANTS? 19

t<:a}>1<pec:tations of rehabilitation ang change goals
z:n il}ey now have. It appears they have greater
potential as agents of change than the court and

probation organizations ( :
s {and excessiv
allow them to express. ¢ caseloads)

Toward Profession al Status

. Are probation officers judici ofessi
Jgdicial civil servants? ThaJt is, ﬁe%ﬁ??ﬁﬁls e(r)lr
‘llxme professional status in the court or are t%le .
dcaug_ht In the civil service malaise,” as Blumberg
Ss::x:b:s tc;lhem (1979, p. 281)? The results of this
ur Y tend to support conclusions of Blumberg and
Obher writers who question the professional status "
%il probation officers (see also Linden, 1973; and |
: ‘om?s, 1.983). Mapy probation officers are uncer- }
t;mn of their professional status, and this uncertain.
yddges cause Some personal anxiety, role conflict
an .JOb dissatisfaction. Probation officers and ad:

Probation as an Autonomous Profession

The structure of probation agencies as part of the
court organization tends to place limits on officers’
roles and may be the most difficult obstacle to full
professional status. The probation officer becomes
an agent in an accused's processing. Their profes-
sional services are preempted by the court organiza-
tion. Responses from the subjects in the present
study tend to bear this out--that they are providing
a service to the court more than to the probationer.
The bureaucratic organization undoubtedly places
limits on the attainment of professional status of
probation officors. Innovation, creativity, and
delivery of quality services are seldom rewarded and
encouraged.

Alternatives to the bureaucratic organization
have been developing in many fields for several
years. These developments should serve as a model
for what is possible for probation. Private service
agencies working on a contractual basis have the ad-
vantage of serving the organization while remaining

and procedures so essential for a professional
understanding of the field. Increased emphasis
must be placed on a multidisciplinary education
preparation for probation personnel. This would
focus on corrections and the criminal justice system,
but interrelate with psychology, sociology, and
criminology. An essential part of probation educa-
tion is an examination of the latest evaluative
research in corrections. Students, probation officers,
and administrators should be aware of evaluative
‘ research results (“what works, and what does not
| work?"), They should also have a knowledge of basic
research design and data analysis in order to
critically read and understand the latest research.
brief traini , to ’ Probation officers with a knowledge of the latest
raining programs and annual meetings of pro- ' research in the field are likely to have more realistic
) expectaiions. They are also willing to try new and
innovative strategies, not content with doing it *‘the
way it’s always been done.” The well-educated of-
ficer who values knowledge is more likely to con-
tinue his own learning experience well into his

The responses on the working relationshj
fizgmanged in :I‘able 4., f‘ndicate that most cﬁstizai?:
admism' c:xg(;{og;m;i Ig)osnfnve relationships with thejr

: » Supervisors, and judicial perso
‘Iit (;s noteworthy that 51 (38 percent) of t;hg sub;:::ils;

1d agree that the administrators of their depart-
:)n?;ti  were not very effective in managing their
I')tha ions. ;—Iowever, the data on officers’ relations
Wwith supervisors and administrators s certainly not

' generally a repeti-
tion of many of the same old ideas, Atte};daxf(ieglt

to the items in thj i i ' !
‘ is scale that while probation of. :ihese meetmgs _fqr many is primarily for fun, recrea-
on, and socializing, The hature of most of the pro-

e L

» .attorneys and judges, ;
i positive workin gJ ” lga tion:hv‘:gt hdp dgppear to have fﬁjm?nal newsletters and practitioner-oriented jour- career. Gardner recognized this in describing the  free of bureaucratic limits of the organization. Gard-
Judicial personnel, PS 1: e‘quglly limited. Blumberg notes; self-renewing person: “the development of his own a4 recognized the rise of servicing professions as
k ; rfﬁs.‘ii’°{'h§°3§?§§§s§?$ p]x"‘obution workers' organizations em. potentialities and the process of self-discovery never very important for the modern organization, par-
ﬁ probation officer hag niterg::::;e t?f 5’,’,‘,’};“‘?" “;"k"“‘T”“‘ end” (1964, p. 10). He went on to note the role of  ieylarly for the range of professional and technical
t Table 4. WORKING RELATIONSHIPS SCALE ITEMS bod t‘:ff ‘g do 50 by fiat rather than by d:ée‘};‘;},fg agug ih 1 education in the process: services available and the flexibility of the contrac-
fin percentages) H y thec nical knowledg‘e {1979, p. 289), pecia ‘ The ultimate goal of the educational system is to shift to the tual relationship (1964, p. 84). He notes that since
Scale Items OW then can probation move from its “civil se | individual the burden of pursuing his own education... Not professionals are not limited to the large organiza-

ar r- : only dves education continue when schooling ends, but it is s “ . . \
‘ tion but “‘do enjoy the environment of a professional

not confined to what may be studied in adult education
courses (1963, p. 12).

Thomas (1983) emphasized the need for probation
officers to continue the education process

D) vice malaise” toward true rofessi
problems faced by probacp essional status? The

team, the servicing organization is usually able to
retain a higher grade of specialist... "’(p. 85). Toffler
draws attention to the “excitement and creativity’’

~ I c!o m?t have a positive working relation-
ship with my supervisor, 14,4
~ The administrator(s) of my department

ion which ten imi
43 Bl d to limit
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are not as effective as they could be in aut
- enomy and 3 . . . A
properly managing its operations. 367 101 550 Linden 13;, 1) éx;ldependence_m the court setting (cf o throughout their careers, noting “‘true professionals 1 such new professions as the computer ‘md‘ustry
- I have difficulty communicating andfor ' two aroas would panges and improvements in these N are constantly obser\;ing reflecting, reading, 2nd educational technology and in the application of
developing a positive working relation. SRS WO Rave o direct impact on at Jeast tw U ; : : o . = ¢ systems techniques to urban and environmental
ship with defense attorneys dimensions investigated in this shudye canr s 00 1 discussing and taking part in organized programs of - 7 foen 2 148}
= I have difficulty commum‘éating and/or 94 72 827  identification and role conflict/job dis}s’:agr?fesgoml instruction, incorporating into their performance  PODIEMS TR B '
3 o 3 1 1 " . » .
de_"elopmg a positive working relation. probation officers, Some positive develo > ction of what they learn...” (p. ‘%)‘ He .c1t;es a survey con- In each of these fields, more representation of the future than
ship with prosecuting attorneys, 72 78 already occurring in the pments are ducted on Federal probation officers (Gooch, 1977), the past, there i a new ventuvesome spirit which stands in
- I have difficulty com teati ' . 84.9 knowled o d .way Of mcreaSlng notin the average ofﬁcer “ artici ates in con- total contrast to the security-mindod orthodoxy and confor-
develoni sommunicating andfor 8¢ and autonomy in probation, Th & p D mity associnted with the organization man (Toffler, 1970, p.
lf. eloping a positive working relation. developments should be encoura ed and , Y ferences and workshops external to the U.S. Proba- 148
; xst w;ch the judge with whom I work by responsible leaders in the fieidg And promoted tion System less than eight hours per year, is a
- Ié’o n‘;:z"‘ . ) 79 7.2 842 ’ relatively inactive or moderately active member of Private contracting for government services is
hin e 4 positive working relation. Probati the Federal Probation Officers Association and has  becoming increasingly common, The Committee for
ship with most psychiatrist ation Knowledge Bage A . L L ¢ ; o
psychologists s or A number of deve] ) little interest in other organizations committed to  Economic Development (1982) emphasizss the ad-
; ~ I respect the jludgment and evaluat 115 187 691 are making somee oé) ments in the probation field the improvement of probation services” (p. 8). This  vantages of public-private partnerships for dealing
| most of the psychiatrists e:: uaho:slaf knowledge base Thea Vatnces toward a scientific is not unique to the probation field, however, Accor-  with the needs in our growing urban communities.
. | gists, payeholo- provements in.cri pasl {lecafie has witnessed im- ding to Houle (1981) few self-appointed profes-  Florestano and Gordon (1980) surveyed state and
- I enjoy relatin . 612 25.2 129 mial justice education, wit sionals continue to learn throughout their lives, and  local governments to assess the extent and nature of
8 to the probationers on many programs offerin ialization in ¢ s . gno govern
my case-load more than to the persons tions, College degrees i € Specialization in correc- the opportunities provided to aid and encourage  services which were contracted out. They noted that
with whom I work, 137 187 gg sociology by thems elsvm zocml work, psychology, or them to do so are far less abundant than they should  contracted services range from those traditionally
o ° 2 €3 do not cover the necessary be. If probation officers and their administrators  provided by local govérnments (such as police) to

perspectives on the crimina] Jjustice system law
] ]

wish to attain true professional status, greater em-
phasis on continuing education must be made.

those with a shorter history of governmental provi-
sion (such as halfway houses).
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We believe this suggests that the potential for public-private
contracting is as yet untapped and that...we may in fact be
seeing a rise in contracting as local governments become sad-
dled with the obligation to provide new services in addition to
the historical (Florestano and Gordon, 1980, p. 34).

State and local governments have increasingly
contracted with the private sector for the provision
of medical, educational, and food services in jails
and prisons. Cox (1981) believes the jail of the future
“will be managed and operated by neither the State
nor the local government but by the private
sector”(p. 7). Greenwood (1981) believes prisons
could be run by the private sector, reasoning that
there is nothing about running a prison that re-
quires the government to be involved. An array of
community correctional programs, such as halfway
houses and alcohol and drug treatment programs,
has been operated by private agencies since their
beginning,

The time is right for the development of an
autonomous agency providing many of the same
probation services to the court but operating out-
side of the court organization, M any of the fwictions
of probation officers could be performed as well,
often better, by professionals in private agencies
working on a contractual basis with the court. The
beneficiaries of such an arrangement would include
probation officers, court personnel, and proba-
tioners., Probation officers gain through greater
motivation and job satisfaction from working in a
professional agency less hampered by the
bureaucratic restrictions of the traditional organiza-
tion, The court gains through the provision of objec-
tive, impartial investigative reports conducted in a
timely, cost-effective manner, The court and the pro-
bationer both benefit from the attainment of the
adversarial ideal in the judicial process and the
delivery of quality services.

Conclusions

The study has noted Many probation officers see
themselves more as Jjudicial servants caught in a
civil service malaise than as professionals, The
study has revealed the importance of understanding
differences in professional identification and degree
of role conflict and job satisfaction among probation
personnel. Previous research has shown that role
conflict and role ambiguity were two factors in work
settings that contribute to stress, strain, and emo-
tional detachment of workers (Kahn, et al., 1964). In
a study of job stress in the helping professions,
Chernizs {1580) notes how the organization may con-
tribute to staff burnout when there is a lack of clari-
ty in organizational goals and little clear feedback

and communication among administrative, super-
visory, and line personnel. The problem is important
for our attention for at least two reasons: the
psychological well-being and morale of personnel
and the quality of services provided to clients and to
the court. The importance of the latter is
underscored in a study by Katz (1982), who found
that the attitudes of probation officers are cor-
related with their decisions to recommend sentences
of incarceration or probation. In conclusion, the
findings may assist administrators and training
staff to identify potential problems in officers’ dif-
ferential understanding of the goals and objectives
of probation. This should be the first place to
begin if we are indeed serious about uniform stan-
dards and goals for probation,
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