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PREFACE

Since its inception in 1965, the Office of Law Enforce-
ment Assistance ("OLEA") has>given top priority to the train-

ing of state correctional personnel,

Correctional manpower deficiencies were noted by the
President's Crimg Commission. According to the Commission,
“In corrections, the main ingredient for changing people
is other people. . . There are gaps in the quantity and,
perhaps even more significantly, in the quality of avail-

able manpower,"* : -

Thus, there 1; an essential need for development and
improvement of in-service programs to train people cépable
of changing other people--"change agents." Responding to
chis need, OLEA has established a special progfam of two-

stage grants. Its purpose is to develop statewide in-service

training programs fbr cofreétional staff through the combined

efforts of academic institutions and correctional agencies,
Emphasis 1is ﬁlaced on an integrated program of staff training.
The first;sﬁage (developmgntal) grant provides funds for
organization,‘éoﬁsultation,‘and planning. - The second-étage
(operational) grant providés funds for launching and imple~
menting a comprehensive in-service training project.
The OLEA special program has two basic goals:
1. Development of training models which make
maximum use of university and community

training resources as well as those re-
sources within the correctional system;

* p,93, Task Force Report: Corrections, the President's
Commission on Law Enforcement and Administration of Justice,
‘U.S. Government Printing Office, Washingtonm, D.C., 1967.
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2, Training primarily aimed at enhancing
the capacity of correctional personnel
to function as chanze agents
A prime example of achievement of the first goal is the
project described in this report. Financed by a!§l3,750,
LEAA Grant #178, it was undertaken by the Institute of Govern-
ment, University of Georgia. The Institute worked in :coopera-
tion with the State Departments offParole;.Probation and :Cor-
rections and with an advisory committee composed of 22 members
widely representative of the agencies-and disciplines involved.
In projects of this nature, two different types of models
have emerged. One is the social-vork model in‘which the

3

trainee'undergoes a broad abstract educational program. ‘lhe
second i8 the job analysis model devised through a threefold
identification procedure' tasks to be performed- skills re-
quired to perform the tasks. knowledge needed to achieve the
skills. | , 4 | -'

A particularly comprehensive and potentially valuable
job-analysis training,model makes up the main body of this
document. lUnder.its‘grant.agreement with OLEA, the Institute
of Government produced this final report on the first stage
(planning phase) of.its project,. Copies have been sent. to
the Correctional Training Resources.Center of the National
Council on Crime and Delinquency.

As the first step in 1its project .the Institute of

Government conducted a thorough demographic survey of

Georgia's probation, parole, and correctional personnel.,
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Departmental policy aﬁd philosophy toward training were . .~
assessed also, Careful evaluation of these factois re-
sulted in a realistic appraisal of:the corrections training
needs in the State;-both immediate and long range. -The
Institute then devised a systematic plan of education to.
meet these needs. An intensive look at the educational re-
soﬁrces of the State--including in-~house resources of the
correctional, parole, and probation aéencies--ensured ful-
lest possible utilization of Georgia's wealth of educational
facilities. 1

Finally, a plan for action was proposed, Chapter V of

this -report describes the evolution of the plan. Specific

L

conclusions and recommendations.are-ouflined in detail. . The
individual phases of the plan--inéluding such aspects as de-
velopment of materials and methods of instruction, direct
training, self-improvement, évaluation and joint planning-- R
a;e enumerated and discussed fully. An examination of the
peréonnel required for implementation of the plan is élso
ihcluded. 

| Those concerned with the development of systematic train-
ing designed to elevate thg job performance of correctional per-

sonnel will find this report interesting and rewarding. As
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the Project Director states in the Foreword, "While this
plan is designed specifically for the State of Georgia,
it is believed that the concepts presented herein are
applicable to most state systems."

As of June 7, 1968, with the aid of LEAA grants,
25 states have established programs of.Statewide In-

Service Training for Correctional Personnel,

Office of Lav Enforcement Assistance
U.S. Department of Justice

June 1968
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' FOREWORD

This study is the result of a six month evaluation of the personnel training

‘needs of the Georgia State pepartments of Probation, Parole and Corrections. It

A FERDEC . . " t

-was conducted by the Instltute of Government of the UmverSIty of Georgla and

funded thrOugh a grant from the Umted States Department of Just1ce, Off1ce of '

Law Enforcement Assistance. .
A s -

The findings and conclusions are based on a demographic study of the

personnel of the three departments, close coordination and consultation with

4 R

state officials, review of pertinent literature in the field, and the observation

of training programs in operation.

In the early stages of’the study it became obvious that the State was-
faced with a manpower crisis. This was particularly apparent in the Depart- °
ment of Corrections. Not only were immediate and urgent needs revealeq,
but it soon becarne ev_ident that a 'statevs(ic_iel, long-range comprehensive program
was requir.ed. A};lan for aetton rs prvoposec_i, ther‘efore, which 'is designed‘to

recognize both of these factors.

The project staff included Miss Carol Blair, Assistant Project Director, °
and Mr. Foy Horne, Besearch Assistant. Mrs. Betty Queen, Staff Development
Specialist, Department of Public Welfare, District of Columbia, served as
Special Consultant and is responsible for the Systematic Educational Plan as

set forth in Chapter 3.




Acknowledgement is made to Dr. Morris W, H. Collins, Jr., Director of
the Institute of Government, Mr. Richard A, Chappell, and other Institute staff

for their advice and guidance,

Special acknowledgemeht is made to Mr, Ed Kendrick, Direcior, State
Department of Probation; Mr, Asa Kelly, Director, Mr. Eugeﬁe Wé.lters,
Associate Director, and Mr, Zell Miller, Personnel Officer, State Department

of Corrections; and Mr, E. J. Calhoun; Jr., Direc‘cor,‘ State Parole Dvepartment,

for their cooperation, encouragement and assistance.

The State Departmeﬁts céncerned havye already ﬁtilized the fiﬁdingé of

the demographic study 'in theif budget justificati;ns to the E}overnor and the
Legislature. In addition to a-vr'ec‘lues-t-for i;lcfeases in éalary levels, it is
encouraging to note that the Corrections Departrﬁent is beginning to ’e-xamine
individual job functions as a first step in developing a more realistic career

ladder.

It is hoped that The Plan for ‘Action proposed for lstatewide‘,. comprehensive
personnel training will be of vital assistance to the State iﬁ further advancement;"
toward a modern corréctional program, While thié plan is desi-gned specifically
for the State of Georgia, it is believed that the concepts pfesented herein are

applicable to most state systems,

Donald D, Brewer
Project Director




CHAPTER 1
GEORGIA'S MANPOWER CRISIS IN PERSPECTIVE

The Target

If it is accepted that correctional treatment falls within the field of human
services, then, regardless of the approach or the methods ;A)r‘oposed, the
fundamental element - the unvariable factor - is PEOPLE. In any progré.m B
directed toward the pr'es erQation of human res.ources, however, thefe arre
two variablés: .the target group -'th'e people to be served;and thc; in'strument
gx;bup - the éééple p:;oviding the ser\"ice;. This reéort deals with the
. "instrument'' group. It is based én tile assumption that u‘nless this factor
can be perfected, correctional treatment will not be able to maintain its
professed status in the field. Furthermore, without this perfection can it
justify its pret;ntion of promoting t:he' general welfare and protection 6f
our democrati; society through the iéhabilitation of those citizens who

have been adjudicated as offenders against that society?

The crisis in manpower needs in the field of corrections has long been
discuss ed and predicted. In-19571.,‘ Austi_n McCormick predicted that ''the
. future of correctional work in America depends on the pravision for a}_l
lnstit\'xtionsx, ‘agencies, and sérvi‘ces of-_pga'rsqnnel adequaté in numﬁers and
adequate in quality. Personnel on every level from top to bottom of the
corréctional s;}éte?n or serw'/ice must ;'ne;;t high standards of native ability,
training, experience, personality, and character. They must be ass__ured
good working conditions, adequate pay, reasonable working hours, annual
and sick leaves, and retirement provisions. Above all, they must
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be given secunty of tenure and complete freedom from poht1ca1 control or interference. nl

Recent national in.terost and concern was reflected in the Arden House Con-
ference on Manpower and Training for Corrections in 1664, 2 Out of this grew #he '
proposal for the establishment of a joint commission on correctional manpower and
training which was subsequently funded nnder the ;"Correctional Rehabi!itation Act"
of 1965. .The task force report on "Corrections" of the President's Cornrni_gsion on
Law Enforcement and Admjnistration of Justico, published in'1967, _ernphaﬁizes !;he

~ .

seriousness and extent of the problem. It points out that ""in corrections the main

ingredient for chang1ng people is other people -- there are gaps in the quant1ty, and

-

even more s1gn1f1cant1y, in the quahty of ava11ab1e manpower. "

(At present, the corrections field can be described as an "adaptive society"
in which change, whethel: rel;tod to policy, personnel, or soientifi_c innovation is
the predominant characteristic.“ Valuable reforms have been introduced into cor-
rections in continuing response to the 1876 decla.ration of'the American Prison

Association, "reformation not vindictive suffering should be the purpose of penal

. 4 ' : : : '
treatment."” Rehabilitation, diagnosis, classification, probation and parole are

. 1 Austin MacCormick, The Future of Correctional Work in America,
Contemporary Corrections, ed. by Paul W. Tappan, McGraw-Hill Book Co.,
Inc., N.Y., 1951.

2 ' .
Charles S. Prigmore, Manpower and Training for Corrections, Pro-
ceedings of an Arden House Conference, Council on Social Work Education, N.Y.’,
1964.

3 The President's Commission on Law Enforcement and Administration of
Justice, Task Force Report: Corrections, U.S. Govt. Prmtmg Off1ce, Washington,
D. C., 1967. .

4 Ibid., p. 3.




legacies of humane reactions to inhuman prison conditions.

During the earliest developmental phases of the rehabilitation-based cor-
rectional system, both job requir‘ements and manpower sources were relatively

static.” An employee entered the system with little expectations of leaving the’

job or the geographical area. His duties were often simple and rigidly p'i';escribéd

‘with little professional interaction between his position and others.

 The t_;ansition from punishment-oriented to rehabilitation-oriented systems
is being achieved to varying degrees of success and at various rates. . Personnel
changes havé been more drastic. The mobility cha.racteristic,:of present American
society means that individuals might move from one area to another and from job
. to job almost at will. Thus,‘ the corﬁbosition of correctional pe'rsonnel is con-
stantly changing. New members of the work force were once able to learn their
Vskillls through on-the-job training. Correctional personnel must now have the
‘mental ability and educational background that will make it possible for them to
transfer knowledge to new s‘ituations and to acquire new knowledge when the need
presents itself. As the field of corrections and the manpower staffing correctiqhal

programs become more variable, training needs are also changing.

Agiva:ngements in human knowledge and understanding and the graduall reali-
zation f:hat punishment and incarcex:a.tion wi'11 npt solve the crime problernwl_'xave‘
again led to a critical look at our correctional system. Heartening signs of change
are reflected in the impetus of community based programs, demonstrations of

more modern treatment methods, and a realignment of resources. However,




systems desiring change and adaptation of new techniques are blocked on all sides _ -

by the inadequacy of the basic tool, people, to do the job,

Low salaries, long hours, heavy work loads,_ and poorly trained staffs
still cha;acterize the corrections scene, These factors n;lilitate against recruit-
ment oﬁ_rained, motivated personnel, while at the .8ame time preserving the status
. quo of the old line employee who has not begn motivated toward change or offered
any incentives toward self improvement or career advancement. For many systems,
a three-pronged, simultaneous attack is the only answer, This attack must recog-
nize the need for the modernization of administrative structures so that they will
reflect progressive personnel practices, training and retraining of available pér-
sonnel, and, through collaboration with institutions of higher education, the re-
cruitment of new personnel equipped to carry férward today's goals, The pr_eseﬁt
study relates primarily to only one phase of the attack: in-service, on-the-job
training, It is recognized, however, that to be effective this phase must be .-

closely integrated with the other two phases of the attack,

The Georgia System5 , ¢

The State pf »Georgia, like most states, has gone through many crises from
the scandals of the ''chain gang' to the current cry for reform in its institutional
prégrams and parole procedu'res. With each.crises has c;me some improvement,
While the state has made rapid strides in the past deéa:&e in its educational syétém,
mental health programs, and other fields of human services, the correctional’

system has not kept pace. Public scandals have not helped the image of the system.,

5prison Industries Reofganization Administration,{ The Prison Labor
Problem in Georgia, Nov,, 1937. '




In spite of this, however, some progress has been made. The correctional .
programs are increasingly using 1"esources available in other state dei:artments
to enrich treatment programs. This is particularly noted in cooperative pro-
grams with Vocational Rehabilitation, Manpower Training, and Education.

As gc;od as these programs are, however, they cannot be effective if the

basic structures of the depa.rﬁnepts do noLt make provisions for the recruitment,

training, and retention of personnel.

Corrections in Georgia is operated through three separate departments:
Corrections (institutional care), Parole and Probation. Each department is
operated through an a.dministrative board, although the Board of Pardons and
Parole also serves as the Probation Board. - The Departments of Parole and
Probation, however, operate as two separate and otherwise independent depart-
- ments. Each has its own administrators, regulations, policies and regional

office.

Department of Corrections

Penology in Georgia can be separated into three distinct periods. During
the early period, which preceded the Civil War, mosi: minor crimes were
handled through the discipline of slavery. There were very few felony pri-
soners, all of whom were confined at the prison farm at Milledgeville.  Local

jails cared for misdemeanant prisoners and persons awaiting trial.

The second period lasted through the Reconstruction and into the early
part of the twentieth century. During the War, most of the white penitentiary

prisoners had been released to join the Confederate Army. However, military
9




authorities found during the Reconstruction period that they cgul& not cope with the
large and rapidly increasing number of offenders in the county jails and in the state
prison farfn. As a result, ;the practice of releasing state prisoners to private con-
tractors \;vas adopted. This relieved the state of their care and brought revenue
into the trea;sury, which by 1900 amounted to one million dollars annually_. :

’Th? third period of de\;-élopmen’t ‘6f Georgié's penal -system b;gan witﬁ the
creation, in 1897, of a prison commission cbnsistir;g of three mer; who \x}-ébi'e‘:to
serve six year, ove'rlapping terms and to be elected in the general election. The
commission eventually exercised control over both felons and misdgmeanants, A
resulting in a wide distribution of convicts throﬁghout the state in county camps

.and state highway camps which had been authorized. In the meantime, the:
practice of leasing prisoners to private contractors led to such flagrant abuses:
that public opinion was aroused leading to the end of the practice by the legislature

in 1908. Eventually, each county was allowed to receive felony convicts for work

on public roads under state supervision.

By 1930, as the counties had begun to use fewer convicts, it became neces-
sary for the state to make additional provisions for the prisoners'. The General
Assembly in 1931, . authoriéed the purchase of 7, 500 acres of land in Tattnal County.
At this time, a stockade was erected on the site. Adjacent to it, the Federal Govern-
ment constructed a penal institution from WPA funds which Georgia arranged to
take over on July 1, 1937. : This institution, which is still in operation, has a
capac‘ity for 2, 000 prisoners and serves as the only state penitentiary -type
in stﬁutibn. : ' | |
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In 1943, after a series of investigations revealed widespread abuses at this
institution, a State Department of Corrections was established. This action was
confirmed by a constitutional amendment in 1945. The Board was given authority:
to establish separate prison branches and other institutions. | Counties were
authorized to establish public work camps for the care and detention of prisoners ..
assigned to them by the Board. Such camps were made subject to the supervision:
and control of the state board which was given responsibility for the rules and’

regulatiens governing their administration.:

- . - R ;i

Basically, this system is in operation today. It is now composed of three
‘major institutions, Georgia State Prison (Reidsville), Georgia Industrial Institﬁte
(Alto), and Georgia Tra,1n1ng and Development Center (Buford). ‘The latter two
are des1gned primarily for ‘youthful offenders. There are fourteen prison bra.nches
and seveﬁty-four public work camps. A classification and diagnostic center is now
underrn construction and six new institutions are proposed in current bvudget requests:

an instifution for first offenders, a work relief center, a ma.ximum's'ec;urityE insti-

tution, a prisen hospital, an older fbuth traihing center, and an institution for

women. As of August 31, 1967, at the time of the demographic Hstudy,: there were

#e i E

4,925 offenders cor;firied in the seventeen state prisone. | Personnel on active dut‘y ‘
in these inétitufiens totalled 709. These fighres do not inciude women prisbnerAs'

or personnel in women's facilities. Women prisoners are confined in the Women;s
Prison which is located adjacent to the state mental hospital and staffed with per-
sonnel provided by the State Department of Health. The figures for persennel and
prisoners also do not include offenders in the county work camps under state

supervision.




Of the 709 personnel referred to above, 26 were administrators and 29
were wardens and deputy wardens. Custodial officers accounted for 489 : main.
tenance and supportive personnel, 115 ;. and 50 were classified as treatment per-
sonnel. Included in the treatment personnel were 8 correctional counselors, 3

' recreational supervisors, 17 chaplains, 15 physicians, 4 dentists, 2 lab techni- .
cians and 1 teacher. A high percentage of the treatment personnel were employed
on a part-time basis. It must be pointed out, however, that educational programs
for prisoners are operated and staffed primariily by the State Department of Educa-,_

tion, the Division of Vocational Rehabilitation, and the State Department of Labor.

Parole Department

It was not until 1943 that an act to amend the 1877 Constitution of Ggorgia
was passed to establish a perole system for the state. vThis act and the subsequent
Constitutiqnal Amendment of 1945 established the State B;)ard of Pardons and Par-
ole incorporating all of the former powers of the Governor in reprieve and clemency
matters. These provisions, which are still in effect, place all power in these
matters with the Board excluding thc-; power of the Governor to issue a stay of
execution pending action of the Board in a capital penalty. A}l other powers,
including the power to pardon, parole, commute or ?emit any sentence, rest with

the Board.

There are twenty field offices throughout the state. These offices vary
in size from one ta fourteen officers with a total of 47 field officers and seven
administrative personnel making a total complement of 54. About fifty percent

of the officers are assigned to pre-parole investigation. Two of the officers
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are stationed in institutions. Personnel are under the state merit system with
entrance salaries for field officers beginning at $5, 784 and ranging up to $7, 752.
As of September, 1967, there were 1, 979 parolees under supervision making an

average caseload of about ninety-five per officer.

Probation Department

The‘ Probation Department was created by an act of the legislature in 1656.
The State Board of Pardons and Parole serves ex officio aé the State anrd of
Probation. Circuits ope:atingl a probation system at the time of enactment were
excluded from thé act. Currently, there are seven independent 'systems in opera-
tion throughout the state. Each judicial circuit maintains an office with at least
one officer assigned. Personnel are appointed by the Board of Probation upoﬁ
the recommendations of the Circuit Judge or Judges. They have all the personnel

benefits of the state merit system but serve at the discretion of thé Judge.

:As of October-l, 1967, there were 91 person.ngl operating thre Depgrtment,
with eight assigned to the 'state office. At that time, there were 9, 878 parolees
under supervision making an average caseload of 118. In addition to supervision,
probafion officers are responsible for pre-sentence reports and other duties

assigned by the courts.

Personnel Training

The Corrections Department has one training officer in the state office

and is developing training officer positions in its larger institutions. - Periodically,
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a one-week training session is held at the Police Academy‘ in Atlanfa for Correctional
Office;-s I selected for potential promotion to Custodial Officer II. So far, formal
training programs have been prin.qarily limited to custodial personnel. The
resources of the department have not pefmitted training for other personnel on -

a consistent department-wide basis. The tr.aining program is further complicated

by the high rate of turnover and the lack of promotional opportunities as shown inr

- - ¥

the Demographic Study. Provisions for these administrative barriers to »tra.ini.ng

are reflected in the ﬁroposed planr for action as sef forth in the final 'chaptér of

this study.

Until recently the P;-obation and- Parole Department have had no formal
training programs. There are no training positions provided for in either depart-
ment. However, in the latter part of 1966, at the request of the Probation Depart-
ment, a serigs of wofkshops was qunsored_ by the Institgf.g of Government at the
University of Georgia finapced through Title I of the Higher Educa?:‘ion A}ct. ;The
State Department provided funds for travel and subsistence and required all per-
'sonnel to attend one workshop a year. ' By April, 1968, the second series for
Probation Officers will be completed. In 1967, the Paroie Department was in-

cluded in the workshop program.

Sixteen Institutes are planned for the next two years. The Corrections
Department will be included and some joint workshops are planned involving all
three departments. The workshops have demonstrated that personnel are recep-
tive and eager for training and self improvement. 'i’hey are serving a very use-
ful purpose but will be more effective when they can be integrated into an on-

going, in-service training program. Much of the content, has, by necessity,
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been general in nature. Future workshops will be more specialized and will empha-
size skills iﬁ counseling,v corninunications a_rid other aépects ;)f humah relatioﬁs.
Special problems represehted by the narcotic addict, the alcoholic, thé juvenile
offender, and other offenders representing severe behavior problems will be

emphasized.

- Conclusion

The need to develop a comprehensive, systematic educational and training
_plan becomes glaringly apparent when the current status of training in the depart- -
ments is considered. The findings of the Demographic Study‘summarized iny - S
Chapter II point out in more detail the problems facing the state system in the.
upgrading and training of its personnél. The findings of that studSr form the basis
. for the development of the systematic educational plan, the evaluation of state
resources foz; training in the correctional field, and the plan of action as set -’

 forth in the succeeding chapters.
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CHAPTER II - -
GEORGIA'S PROBATION, PAROLE AND CORRECTIONAL PERSONNEL -
' A DEMOGRAPHIC STUDY :

Basis for Action

During the course of the developmental stages of the present projeét, much
attention was given to those demographic qualities of Georgia's correctional
system personnel which might relate to training. Similarly, departmental
policy and philosophy regardiﬁg training were assessed. Several pertinent
findings which resulted from these studies have particular significance to
the development of a comprehensive training program in the state. These
findings will be discussed briefly in this chapter, although they have been

treated more fully in the report, "Georgia's Probation, - Parole and Correc-

tional Personnel - A Demographic Study.' (Available on request from Institute

- of Government, University of Georgia.)

Demographic Factors

Basic to the development of any training program is an awareness of those
qualities of the potential participants which relate to training. Such demographic
factors as age, highest educational level attained, salary, years of service, and
previous related experience are perhaps most important among these qualities.

. Various combinations of these five elements may directly indicate a person's
propensity to enter a training program, his likelihood to continue in the program,
once entered, and his potential to complete the program successfully. Further,

these factors are indicative of the training needs of the group and of the various




levels at which training could be implemented most effectively.

Peripheral, yet no less vital, considerations are ones which relate to
departmental policy and philosophy regarding training. Is the ''climate’
favorable or unfavorable for personnel training? Several indications of this
climate are departmental policies of release-time from work to attend classes,
salary or other promotional increments as the training levels increase, and
f'general support of training personnel and trainees. In those departments
where there are few or no training programs, departmental attitudes toward
the devélopment and execution of a éomprehensive training program should be

assessed.

Unless the course content and in#tructional methods of a trainingvprogram
meet the specific needs and levels of accomplishment of the trainees, little’
success can be predicted for the program. Likewise, without endorsement and
support of the program evident 6n al.1> levélé of personnel, tfxe program is ill-fated
from thé onset. Recognizing the vital eé;en;:e of these two factors - tr#ining
needs of personnel and strength of departmental endorsement - a major portion

of the developmental project was devoted to their assessment.

Summary Profile

The seven major findings of the demographic study are listed in outline
below. A thorough explanation of study methodology and an enlargement of

each of the seven points follow.
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Summary Profile; Georgia's Correctional
System Personnel

~

Age: Correctional system employees are older than might be expected
(46. 2 years of age) and there is no significant trend in any group toward

younger employees.

- Salary: Correctional system employees receive a mean salary not neces-

sarily corresponding to their level of achievement or responsibility ($5, 135).

Length of Service: Correctional system employees remain in service for

a relatively short period of time (4.5 years).

Previous Related Experience: Fewer than half of the correctional system
employees enter service with previous related experience (49.9%).

Education: Correctional system employees have not achieved a high level

of education (11.0) and there are no significanttrends to predict improvements

in the near future.

Career Advancement: Correctional sysfem enipioyées are clustered in a

relatively small number of positions with little chance for advancement in
)
most categories.
Location: Correctional system employees are distributed throughout Georgia.
However, areas of concentration can be distinguished in certain sections of

the state.

18




Methodology:

Those demographic factors considered pertinent to training were identified.
The list included: (1) age, (2) salary, (3) educational level attained, (4). pre-
vious related experience, (5) specific job title, (6) extent of reemployrnent with

same agency and (7) marital status. When the list was completed the project.
dlrector contacted d:rectors of each of the three departments - Parole, Probatlon,

and Correctlons - regardmg ava11ab111ty of the data.. In each case, it was dis-

; - : - . . s
‘.J L™

covered that such data had not been a551m11ated on any departmental bas1s
W1th the full approval of each departmental d1rector, it was dec1ded that the
data should be obta1ned d1rect1y from personnel records on file in the sta.te

offices of each agency.
A standard form was devised to secure the required personnel information. _.
Once the form was prepared, the next step was the identification of specific
catego:ries; of i)erscnnel to be included in the study. All personnel in the
Department of Correctionswere surveyed, but in the Departments of Parole

and Probation, the clerical and other s‘uppo\z‘-t‘ive‘ personneli were omitted.

YT

The information on each individual was compiled by duty station and by
name. Since all pe;’sonnel in the three departments came under Georgia

Merit System salary scales, these classifications were also recorded..

The collection of data required approximately. six weeks. During the
period of collection, all records were -;eadily available, except in the case
~of personnel files of Probation Department Administrators. In this instance,

the da'tla_was”cel'lected by the Department Administrative Assistant. When
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all survey forms had been completed, the data was grouped according to job
classifications on large tabular sheets. The ideal situation would have been
for the data to be processed in the University Computer Center. However,

this was not done due to time restrictions.

At this point, the next major steps of the study were the design of analy-

tic tables and the computation of necessary statistics. At the request of the

Department of Corrections, data was compiled on Correctional foicers I
and II by duty station, making comparisons, by p;-ison, possible. Afso,
since trends in educational and expgriential levels were of intérest, demo-
gfaphic data wé.s analyzed according to length of sérvice. As these two
factors could yield analyses vital to the entire study, data was compiled

in this manner whenever feasible in each of the three departments., -

Since the data was of a demographic nature, simple; means and percentages
weré the only statistics used. From thesg measures, it was pos sible to “
determine averages for the entire population as well as for selected sub-
groups. However, since the mean is often distorted by even a few far-spread
figures, the internal distributions in the groups were carefully analyzed. The

use of length of service and duty station as constants made possible more de-

tailed study of trends within the demographic variables.

The personnel of the Pa.rdle, Probation, and Corrections DepartmentsA
included in the study totalled 854. For general summary purposeé, all per-
sonnel in the three departments were placed in one of.five'categories. ' These

are (a) administration, including heads of departments and all policy making
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personnel; (b) middle management, including corrections wardens and deputy
: wardens and chief probation officers, (c) other professional personnel including :
probation officers, parole officers, and corrections treatment personnel;"v
(d) corrections custodial personnel, including supervisory officers (lieutenants,
~ captains aﬁd majors) z_m_d correctional offic_ers I and II; and, finally, (e) correc-

tions supportive staff and maintenance personnel.

The following chart indicates the hierarchal relationship of these categories

and their sub-groups.

i
IJADMINISTRATION|

~

_ AMIDDLE MANAGEMENT [~ . _

-~
-

WARDENS AND ' CHIEF PROBATION
DEPUTY WARDENS N OFFICERS

~

OTHER PROFESSIONAL o
PERSONNEL S

-~
~

-

PAROLE |  |PROBATION |’ : . CORRECTIONS
OFFICERS OFFICERS TREATMENT

CORRECTIONS
z CUSTODIAL PERSONNEL

/
| SUPERVISORY |

/

| con |

/

CO1

CORRECTIONS
SUPPORTIVE-~
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_ .Figure 1. _Organizationé.l Chart, By Function - Georgia Correctional System
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_The results of the personnel study were reported in '"Georgia Probation,
Parole, and Correctional Personnel - A Demographic Study.' A compilation
of all fables, an analysis of the most pertinent findings and the implications
of the study for training were presented in the report. “This material will
not bé reproduced at this time. However, several items of particular inter-

est will be reviewed.

Findings

Age.

Georgia's correctional system personnel have a higher mean age than

might be expected (46.2 years) and there is no significant trend in any group

toward younger employees. A high rhea.‘:n éée was found on all levels of per-
sonnel and in all dé,pa_rtmgnts. The me#n age fell Below 40 years in orfly one
cafegory - inaintenanée pérsqnn_el in the Depértment of Corrections. : The;é'
waé a surprisingly narrow range in ‘._a.il catégﬁries vﬁth greatest concentration
in the middle and upper forties. Very little difference was noted between .the

ages of administrative personnel and all others.

It was expecfed that in-coming employees would have a .significantly lower
mean age than those with longer years of's er\ficg. AIn' most ca-tegories, this
was not fox;nd to be true. Usually, 'the'me_ap. a.ées for the groups with from
zero>to one year's experience fell only a few yeafs below the mean for the

total group. For example, the mean age for Chief Probation Officers with
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less than one year's exl;erience is 44.5 years. The mean age of all Chief
_ Probation Officers is 49.0. “The age range between recently employed
Wardens (zero to one year's service) and the total group of Wardens is

less than three years.

w o~

One additional computation would be the difference between mean a.ge's

i

of'in-k:oming personnel (zéro to one year's experience) and mean ages of all A
other personnel in that category. From a simple observation of the.data,

it is possible to note that the differences would be greater than thos>e cited

in the preceding paré.g;-aph since the ages of the in-coming personnei tended

toi sv.{ppi-e;ss_ the mean age of the total group.’
Althoughvth_e mean ages of_ new employees and all other“ pe:s:on”nel are high,
th_ere i_s_‘a. grpu'puwit‘h_ sigp_ifi'cantrlyvllow ages. The personnel comprising this
group are in t}‘1e120;‘2_4 ‘a‘tnd 25-.3_‘41years of age categories.. They are found_’
most often in the 0-1 and 2-3 years of service célums and are likély to have
completed their mi}?tg_ryl service just prior to entering the qprre;tiona.lv field.
Thirty-three Co._rrectiona.l.gfficers Iand IT are in the 20-24 age group. When.
the 25-34 years of age group is added, there are 116 Correctional Officers
I and II under 35. Seventeen Proba.tion. Officers (including Chiefs) are under
35. Ten Parole Officers are under 35. However, the fact of higher than
expécted mean ages for new employees remains. As was pointed out at the
beginning of this section, Georgia's Correctional System personnel are older
than might be expected and the nev;lyk vemi‘alc;yekd per:s onnel as a group are not

S AU
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Salary

Correctional system personnel receive a mean salary not necessarily . .

Y

" corresponding to their level of achievement or responsibility ($5, 135).  There

is a narrow range between distributions; of salaries in almost all departments. . .-
and on all levels of personnel. To identify any significant range, one has to go

to the bdtt:ofn of the co:-r—ec'ti.onal‘ officer scale ‘to the‘toi). ‘of‘the salary. distribution
of the ProBation Depart;mel;t. Even then, thé diffefeﬁce in rri.ea;ﬁ sJé.lari;es is v.onlly

about $5, 000.

+

In some instances, the difference in salary is not only small, but the larger
amount is earned by the group with fewer responsibilities and lower p;ggtigg. ,
An example of this is the case of Corrections Counselors and rnainten%mce person-
nel in the Departmeﬁt of Corrections. There is less thar; $“'500 éébaréfin(g the
mean salafiés of these _twc; c”:atego;ies," with the”mé.intéﬁanc'e personnél receiving
the higﬁer amount. There is also a vefy narrow range within vériéus levels of
personnel categories. There are four salary step iﬁcreises from the bottom
of the Correctional Officer I scale to the top ofvthe'.Corre'c'tion-al Officer II scale.
The range from the lowest salary to the highest is only $612. Also, only $1, 238
separates the salaries of the least paid Probation Officers and the highest salaried
Chief Probation Office.rs. Numerous other éalary inconsistencies i;l the system -

can be discovered with a review of the tables found in the Demographic Study.

Length of Service

Georgia's correctional system personnel remain in service for a relatively
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short period of time (4.5 years, mean). .

The average leﬁéth of service is relétive_ly short in all categories of personnel
in all departments. There are only two'c.'ateg(‘)ries hax}:ing a meaﬁ 1engt1‘1>6vf 7
se;-vice over ten years. These groupé, Parole Administrators and qurections 4
Custodié.l Supervisoi-y Offiéers, have served for a mean of 12.3 years and 11.5
years, respectively. Other than in these two groups, representing 24 ;l);erscyms
out of a system-rwide total of 854, the averages drop significantly lower. The
ranges of mean years of service between the five major categoriés of personnel
are very narrow. Only slightly less than five years separates the group with
the shértest length of service - corrections custodial personnel (3.7 years, mean)-

and the administrative personnel who have served a mean of 8.6 years.

Of particular interest is the large percentage of Correctional Officers I
who have been emplo_yed for only a brief period. Sixty-seven percent, or 186,
of the 281 Correctional Officers I's have been with the Depai'tment less than
one year. Thirteen percent, or thirty-six, have been. with the Department more
” than one year bﬁt less than three. Therefore, 80%,0r 222, of the 281 Correctional

Officer I's have less than three years'experience.

These figures become even more significant when length of éervicé is analyzed
by ciuty station. At the <A1t_o State Prison for Youthful Offenders, 86% of the 35
Correctional Officer I personnel have served less than one year. Sixty pércent
of the Reidsville State Prison's 151 Correctional Officer I personnel have served
less than one year. At fOuf other prisons (Chatham, Decatur, Ware, and Wayne)

the entire Correctional Officer I staff has less than one year's service. At
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three others, the Correctional Officer I personnel have all been employed = .

less than three years. Fortunately, the Correctional Officer II personnel

A M . G0 ERPEENE . At s

P .

have served for longer periods of time - mean of five years versus 2.3 years

AT

for the Correctional Officer I staft. However, considering that most Correct‘pnal

Officer II's have come up through the Correctional Officer I ranks, the length

of service is relatively brief.
The percentages of personnel having served short periods are also large

in the Departments' of Probation and Parole.  Sixty-one percent of all Probation’ * -

personnel have served less than three years - 35.3% have served less than
one year. ‘In the Parole Department, 42, 8% have less than three~Yéaré'

experience and 65% have less than five years' experience. ™ = ™

In summary, 494,0r 56%,0f all personnel in the entite correctional system -

of Georgia have less than three years' experience. Three hundred and twenty-

~

nine,or 66%,0f the ‘494 have from zero to one year's experience.

[ R B o

e e ‘ Previous Related Experience -

Fewer than half of Georgia's correctional'personneI'e—‘nter service with

previous related experience (49. 9%).

After reviewing the years'of sérviée'data,; one is impressed by the possibility
of Georgia"s correctional pérs'onnel entering service with little or no previous
related experience.” To determine what percentage had been employed previously in
some related capacity, this'factor was included on the personnel record survey.’ Thé

26




results indicated t‘ha.t fewer than 50% had previou:s rela.teci experience, even
though militéry service was ;ccepte'd in the case of correctional personnel

since the Cofre’.ctio'ns.:b-.el‘)avxltfr.l;xent i'-éga.r”d-snth.is' s‘éz‘:'v'ic.e as légitimété related
experience. Had military servi.c;“"'b;*é'e; disbxv'egai;dhe'd,' the overall, pé‘-z'vé'éntagé

having previous experience would have been drastically lowered.

The two categories of pe:sonp_el 'haying Ehe lowest percéntage of p?e\{ious
related experience é__re Correction_s SupervivsAoryb Custodial Officers (35%) and
Parole Officers (36%). These twq_groups are characterized by two factors
expected to be related to limited or no previous related experience :‘ relatively
high mean ages and long terms of service. In some other instances, however,?:‘
_’the low percentages of previous experience are not easily rationalized. For
example, if one <’ioves n‘otg: consider‘?milit‘ary experience, the; perce;itage_gf
Correc?i‘qn‘a.l 'Offic_‘er H's ha‘vin_g‘ previous experience falls from 43. 4% to 22%
while the total Correctional Officer Il group has a high mean age of 47. 1 years,
Similarly, again disrega'rding military experience, the 50.5% for Correctional
Officer I personnel fallé to a low‘ 13% with aLtotal mean age of over 43 years.

eorgia

| [

At this point, one must conclude that the correctional system of G

is characterized by personnel who have entered service at a relatively recent
date with little previous experience. 'This condition is surprising in that the

higher-than-expected mean ages would ideally indicate longer periods of service

or more specialized previoys rexperi.ence. Neither situation is significantly

present at this time.

4
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Education

Georgia's correctional system.personnel have not achieved a high level of

" education (11.0 years, mean) and there are no significant trends to predict the

employment of better-educated personnel in the future.

The most readily observed low educational achievement levels are in the correc-
tions custodial personnel category. The three sub-groups in this category are tightly
clustered with a 1.2 year range: 10.1 rﬁean years for Correctional Officer I/per-.
sonnel and 8.9 mean years for Supervisbry Custodians. Very close to these figureé.
is the 10. 9 mean years for Corrections Departinent Wardens and Deputy Wardens.
However, even though these sub-high school graduation figures are causes for concern
the average educational achievement for probation and parole personnel is equally,

if not more, significant.

Althdugh all personnel in the Px’robation' D-é‘partmerit have completed high scixool,
on1y140% have either done some college work or completed a four-year degree. h
While the Parole Department has the highest percentage of college graduates (12. 9%)
of the three'departments, an equal percentage of Parole Officers has not completed -
high school. Both departments show narrow ranges between highest and lowest
educational achievement within personnel categorles and between departments,

In the Probatxon Department, the range is 1.4 years (14 3 years versus 12 9)
In the Parole Department, the range is merely .3 of a year with a mean educational

achievement of 12. 8 years for par.ole and 13.1 years for probation.

The low percentage of college graduates or persons having at least two.years

college work is obvious throughout the management and ""professional" levels of




the correctional system. Also, the low percentage of high school graduates in
the custodial categories indicates an equally undesirable situation. Unfortunately,
an analysis of education by length of service does not point to any significant trends

toward better-educated new employees.

Career Advancement

Employees are clustered in a relatively small number of positions with

little chance for advancement in most categories.

As was indica.ted in the earlier sections, there is little to distinguish the
various levels of personnel in the three departménts in terms of salary, age,
or length of service. It was also found tha.t: thére are relativelyv few job titles
to distinguish personnel. Posii:ions in eaéh department are often disproportion-
ately filled, with heavy concentrations in the lowest levels and very few positions

. i

for immediate or eventual advancement. The most obvious example of this
condition is in the corrections custodial category.. Within this category, there
are three sub-groups: Correctionai Officer I with two levels of adva.x_icement,

Correctional Officer II also with two levels, and Correctional Supervisory

personnel with three advancement levels.

The graph on the folléwirig page indicates the promotional scalea beginning

Correctional Officer finds.

The number of available positions is drastically reduced as the Correctional
Officer nears the supervisory level. One would expect the number of pérsonnel

-
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in each category to decreése as the level in the hierarchy increases. This
holds true in all cases but the second level of the Correctional Officer II:
category. 'I‘he»distri_bution in thieg_roup ind‘icates a glisi:roportional con~ .
centration of personnel as the opportuoities for advancement de,crease.r_ 'I'he e

-

percentages in the next three levels - lieutenants, captains and majors -

s

are far below what is expected in a no;;fnal flow of personnel. In effect, there

o Tl

are presently 472 Correctional Officers who conceivably hope to achieve rank
as a Correctional Lieutenant, Captain or Major. Currently there are seventeen
such positione. This becomes even more crucial when the earlier point regarding

salary ranges is repeated. That is, there is only a $6 12 ra.nge between the hlghest

salaried Correctmnal Ofﬁcers II and the lea.st pald Correctmnal Officers I.

Similar conditions exi.st; e_lsevyhere in the Corrections Department as well
ias in the Parole and APr'oba.tior;. ageheies. I_o the'P;jobation Department, where
'there are only three major categories of personnel, less than $600 separate;
the mean salaries of the f;v'o lower eob-categories. The"eighty-three staff
members comprising these two groups aspue to the g__g___ next higher positions
in the adn;nmstra.t;VG: eub category Parole Department personnel are also
cl_ustered a.round relatwely constneted sala.ry. and title levels. The salary
| range for Parole Officers is broader, howevef, than in either of the .other
two departments with olmost $2, 000 separating the mean salaries of the
highest and lowest salaried personnel categories. Yet, the fact remains that

little basis for career aspirations is currectly present in any department

in terms of promotional opportunities and salary increments.
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Location .

Correctional system employees are distributed throughout

Georgia. However, areas of concentration can be distinguished in

certain sections of the state.

~ In the state gove'rnment of Georgi‘; there ére fifty-one proba-

tion offiées, tWenty pa.roie bfficeé', anci sﬁctéén i)rison branches.
When each of these offices and branch I;risorié is ploilz-ted on a fna.p;
soén'ei concentration can bé discer-néd ’in severalv areaAs of'the state.

Examples\ of fhe concentratioﬁ ofA ;efsonnel are in the Atlanta
Metrgpoiitan area and around rother high fopuiation districts such aé
Savannah in Chathém County: Yet, even Witi’l t.he‘se cc;ncentrations,
offices and personnel are generally well distributed in all sections
ma‘king. most locations eaéily accessible.’ Aléb, 'no ;ffiée or prison
branchi is isolated from area techriical;vocétiohai séhbois, institutions
of highe.r education, or cifies of moderate sizes.

The di;s,tribution of pafole and probatién offices and prison
branches sho#ld facilitatg the development of region.alﬁ or district
training centers. Imélementart_;‘ion of the "cirqu.it_’;-idér" concept

‘

also should prove feasible oh a regional basis.
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Conclusion

- The implications of the preceding factors and other findings discussed
in the Demographic Study will be presented in the final chapter of this report.
In a sense, these implications ‘encapsula.).te the significance of the entire
developmental project in that they perméate all areas of planning. However, -
as was pointed out, ,tht‘ese findings cannot be effectively crystalljzed into a
comprehensive, state-wide tr;ining program without a favorable climate
on the _administ;‘ative lev\els of Vthe'thrAe'e departments. Although no formal L

study was conducted, various informal indicators of this climate can be cited.

All three departments have given evidence of interest in training either
in the form of verbal commitments, in-house éessions, or active pafticipafion
in institutes conducted by the Institute of Government. The Department of
Corrections currently conducts a one-week course for Correctional Officers II
and a Wardens Institute has been scheduled in the near future. The Department
of Corrections; has an Associate Director for Training and Development and a
training officer. Although the Departments of Parole and- Probation have no
training personnel, the directors have encouraged personnel participation in

University of Georgia institutes. .

Although each department has given verbal support to the development of
a training program and has participated to varying degrees in out-of-house

training sessions, present personnel policies are not generally favorable for

positive prediction of success for such a program on a long-range basis. Support

for this statement can be found in the Demographic Study. The high mean ages of -
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personnel in the entire system in combination with low educational achievement
mighi: present a motivational block to many employees. -When these factors are
compounded with limited promotional hierarchies and narrow salary ranges between

categories, the block becomes more difficult to overcome.

' These conditions piﬁnfto the need for Bé.sic cbihniunications betv;leen:.
departmental administrators and the State Merit Board regérding an incentive
plan for training. The need for such a {dialog'ue is émpiricali}; real. Disregard
of this need could not only negate any ldng-ranéé éignifiéa.nce of a training project,
but might also drastically reduce its short‘z:ahge signifiéafhce. bepartméntal
reépéct for the need for tra.iping and the desire to pa.xjticipa}ge in a cooperative

training endeavor have been evidenced. The next step requires departmental

4 2

support on an active basis.




CHAPTER IIT .
A SYSTEMATIC PLAN OF EDUCATION

Training-Education

The training needs of correctional personnel are not exclusively occupational.

PR

A comprehensive tfaining plan\must approach the needs of the total employee, in-

k4

cluding supplementation of basic educational backgrounds and orientation in such
areas as human behavior and social functioning.’ Primary training emphasis re-

mains on the development of specific job skills; yet, knowledge in other areas -

~

vitally affect a person's ability to apply these skills as well as affecting his

Lk

aspirations for further development. o

.y s - c, o~
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The distinction between education and training, as the terms are used in this

Tt . A : ST Tl b > . I

chapter, is basically rel_a.ted to orientation. .Education is 'consrider_ed to be a _blfqa.d,
general program of mental preparation in which the emphasis is placed on under-

standing and analysis. Training, on the other hand, is more narrowly conceived

4

- as te'éhxi.i‘qués and sp‘ecifié skills for a p'aft-icular oécnpétiSnai classificétion.

There is an important distinction between training and education. .
The purpose of tra1n1ng is to develop certain automatic facilities
“as in languages, bookkeeping, and the operation of machines.
“The function of education, however, is to provide the student with
.. a capacity for analyzing and solving problems that confront him
in his occupation, in his séc1ety, and within himself. It should
also develop in him a desire to continue with intensive and system-
atic 1nvest1gat1ons after his formal program is completed In'the
training program formulas and techniques are learned, rules are
memorized, and mental or physical skills are developed through
practice and repetition. In a genuine educational program, how-
ever, students concentrate on process.:es of analysis whereby they -
. attain levels of generality, proficiency, and understanding which

35




enable them to think intelligently in several fields even fhough
they may not have had training in the detailed knowledge of any
of them,

Vocational Focus

Training the employed person or the vocationally oriented individual differs

in some respects from the educational process.

The primary difference is the job orientation that must be provided for whether
teaching concepi.:s, skills, or basic information. The focus of course development B
must start with the specific duties of the job to be performed. This analysis will
enable one to see the mechanicai details and the sPecific actions that are best
taught through o.n-the-job training. These specifics will vary in each setting so
they must be related Vt'o the irﬂmediate job assignment. Technical detailﬂs of the
fhéchanics of équipmeht are also related to the specific équipment utilized on the ‘

job.

Specific duties can be further analyzned to identify j:he skills needed for their
performance. }’ery often the skills are learned through exp;arience in doing the
job. However, if they can be identified they can be taught in a more organized
and efficacious way. .Skills can be learned and perfofm'ed lwith no underlying
understanding as to why one actioh works and another does‘x‘iot. 'Analysis of the
job duties and the skill‘s needed will identify the basic cqncgptual knowledge

needed to understand the "why" of action.

~

1 Walter Buckingham, The Impending Educational Revolution, (Washington,
D. C.: National Education Association, EIA, October, 1961), p. 15,
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Finally, by carefully studying the educational profile of the employee group,
an educational sequence of learning experiences can be designed that will provide

a means of meeting job-related needs for knowledge.

A second difference to be aware of between the student and the employee is in
motivation to learn. The pxjimary focus of the student is to learn, whereas the

prii‘nary focus of the employee is to do a job. Learning exp riences must be re-

lated back to the duties of the job if the employee is to be able to utilize the know-

.t

ledgel. |

Still another éifference between the student and employee is that the employee
is a fully functioning member of his society. He is presumed to have had broad
life experience. He is performing an adequate servicevwithin his.v;okc;,a‘.igiona;l system.
He is ; persoxlla of ?éééonsit;ility. Thereforg,thé .didacti; rﬁethoa 'of iécture for
imparting knowledge is far less effective. 7_ His 1i£_e experiences, the.pexfsop he

is now, must be recognized and he must be able to contribute to the learning exper-'

jence as well as to take from the experience.

Also, we must be aware of the principles of'"change in individuals. It will
be»more difficult fc;r the éf;pioyee to accept the néed fﬁr change w1th1n hirrfself
and the way he per“quz;’-;"ns. -S_kill must be -used to motivate him to \yaht to _c_haxilge‘
and to enablé him to see that the change will‘have a ""pay-off'" for him in doing

his job.

Finally, we must be aware that the employee is a functioning member of an
established system. The educational process fnay bring to the employee new

insights about himself, new skills and new conceptual knowledge; but, the degree
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to which these are applicable to the job depends upon his place in the system and
upon the gystem itself and its ability to accepf change. * Care must be given to
relating learning to the kinds of chang‘e the employee can make in his own job

and that which wili need to await change in the system. Individual change toward
greater skili aﬁd uﬁdéf:staﬁding can :act as a iealve‘rl in‘a s;stén‘l but éomet;;r;es the
"yeé:st“ takes a. lc'ix:l'g. t;u"ne' t'oA_r.i'se}.» Or, >indAeed, 1n the wr;ng climatic co-nd.i;:ion;s, »

it may never cause the bread to rise.

All of these areas point to the need for réality-based teaching which requires

a specially trained instructor who can relate knowledge to job duties.

Custodial Personnel

In the- foi.lowing -rhat::erial_ a systematic app_roach ‘t;a ‘meet t;nai fraini;‘é neeas of
corr;actional persz'mn-e‘l‘is‘ ‘suggé-ste;‘l. In Géorgia; .the largest ﬁundber c;f én&pldyees
are cﬁétodiﬁi offi;:ers nu-lznberil;g 48‘5 ofv tile total ;c.c-)rrect:ion's complemeht of 854.
The demographic Xprbfilé'foér'thisA group is as shown:i.n‘Table 1 below.

_ Table 1
Summary for Custodial Personnel

_ X X Years X Years 9% Hi Sch Grad % Some - % College % Prev
N X Age Salary Service Education Only College Grad Exp

489 46.S $4,206 3.7 9.6 39.0 2.2%  .2% 50. 4%

.Enumeration of the duties of the custodial officer was taken from the Cor-

2 .
rection Officers Training Guide. These are analyzed below into four major areas: A

Supervision of Groups, Supervision of Individuals, Security Supervision, and General

e v . . )

2,-Correction Officers Training Guide, The American Corrections Assn. .
pp. 16, 17, 18 :
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Administrative duties. Some specific duties might be assigned differently

by others, but the main attempt is to bring a myriad of seemingly unrelated

duties into classes for each in identifying training needs.

Duties
\A

. Supervision of Groups of Inmates

A. Housing Units
a) do regular and irregular count

B. Meals

Carry out systematic feeding
Handle altercations

Prevent waste and pilfering
Protect utensils

.
-
o

C.. Bathing and clothing issue
1, Control movement )
2. Control clothing allpwances

D. Recreatjon
1. Maintain custody (security)
2. Handle altercations
3. Stop gambling
4. Encourage and supervise library, hobbies, etc.

E. Work Groups
. Instruct
Count inmates
. Organize jobs and work crews
. Reports - :

II. Individual Supervision

A. Discipline
1. Interpret rules and regulatxons
2. Report infractions
3.- Counsel inmates

B. Inspection : .
1. Search person, clothmg and quarters
Recognize and handle contraband




C. Hear and Counsel regarding grievances
1. Institutes adjustment

. 2. Personal adjustment
D. Work

1. Teach
2. Counsel regarding work habits

Security Supervision

A. Visits
1. Carry out visiting procedure
2. Prevent contraband entry ,
3. Enforce visiting rules and regulations

B. Maintain. outer perimeter security
1. How to observe
2. Maintain alertness
3. Firearms

C. Prevent and control fighting
l. Foresee and prevent
2. Break up fights and physjcal control

D. Control and restrain inmates
1. Self defense
2. Assist another under attack

E. Handle Emergencies’
. Prevent property damage
Administer first aid
Report and help extinguish fires
Arrest, seize and search
Report accidents
Preserve evidence and give testimony

IV. General Administrative Duties

A. .Censor mail
1. Rules and regulations o
2. Channel mail to handle problems

B. Operate and inspect security devices
1. Operate security device for custody control
2. Inspect




C. Transport prisoners
1. Drive

-2. Apply restraint equipment
3. Safety in auto, bus and train
4, Transfer custody

D. Care for equipment
1. Firearms -
2. -Operate and maintain all assigned equipment .
E.. Escort visitors
- 1. Foster good public relations
2. Interpret institutional policies and programs
3. Safeguard visitors - -

- F. Participate in in-service training

Duties, Skills and Knowledge

The next step in this systematic approach is the breakdown inta areas of
learning that are specific: technical on-'the-job training needs, skills, and con-
ceptual knowledge. The chart on the following page is suggestive of these areas.

This chart shows a need for twéntz-one technical an-the-job areas of training

needs; fifteen skills areas; and twenty-three areas of conceptual knowledge, Fur-
ther steps in the development of curricula will probably add other areas; however,
cognizance must be given to the reality factors of the employee demographic prafile

so that what is attempted has some chance of being accomplished,

It might be noted that the duties of the cugtodial officer can be carried
put by sin';ple,.r an-the-job training if our goal is a mechanical performance of
duties. The performance can be enriched if skills are developed. This is
usyally the case when experience in aoing the job is the method of learning.

But, if our goal is an employee who knows.why he performs as he does and alsa
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understands why others behave as they do, then we need to pravide him with
conceptual areas of knowledge. This kind of employee, trained in more depth,
is able to adapt his performance to changing conditions and to"change.hi;s ’

performance as the system changes. He also has the deeper satisfaction

of performing his job as he is given the tools of knowledge for rational

problem solving within his job.

‘Sequence of Instruction

The next step in this systematic analysis is to propose a ‘sequence of
ins-truction comprising the basic conceptual knowledggfhat shoulg_i be
learned by everyone within the cqrrecfic;nal system. The Cdxlstédial Officer
model will continue as a guide, but la\ter_ it w.illrbe suggested how th;s can

be used as a training guide for other positions.

The specific content developme_:nt for this madel must be clo§ ely related
't° the realities of job duties and to the demographiq profile of the employees,
That is to say, case materiz}l mgst be developed from the job situation and
reading assignments must :Devin Lba.sic A_Eing}i‘sh. .Co‘nceptual ur}dersta_nding must
be developed through the grqup.'s participation; individuals must be moti;rated to

change“t}:xeii- established ideéé; 'a.nd, ‘f'inally, "ample timé must Be allowed for all

these processes, We need to remind ourselves of the p-s'yc.hological i)rinciple




that individuals tend to resist change imposed upon them from without themselves.

Basic Sequence

I. Introduction to sequence

A, Inw;olvement of individunals
B. vIns;t.itutional structure, inmates, resources, pragrams
C. Basic needs of all individuals

Can a correction system rehabilitate?

Deviate behavior

E.
F. .Basic self-understanding and knowledge of personality traits
G.

Differences and variations of sub-groups

The Correctional System

A. Philosophy and mission of’ system
Custody, rehabilitation '
Legal base |
Rights of individual and system
Interrelatedness of total éyéterﬁ
a) internal and external .1:'esoti1rceé
5, Relation of the system to éommunity

General view of Crimin-al Justiéé System

How do people (individuals) react to the correctians process?
What brings inmates into the system?
Employee relationship to the corrections team

Case situation of prisoner, social history; legal history, etc.
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G. Employee relationship to réhabilitation of the prisoner in F above

I, Communications (the device by which we relate)
A, Observation, listening, verbal
‘Self-awareness -- what we communicate
Accountability -- authority
Public communication

Communication -- basic to understanding human needs

IV. Dynamics of Human Behavior

Behavior'is caused

- Behavior is purposeful
Behavior is influenced by individual, family, groups and community
Family interaction and childhood personality development
Individual respense to stress

Individual response to breakdown in role, values, attitudes

V. Personal and Cultural Norms

A. Influence of cultural on personal hehavior, ethics, gconomic,
education, "etc. '

What is culture, valu'e, i‘ole, status. socialization?

Values in our society; i. e., marrjage, education, freedam,
security, jobs, etc.

ID. Values in criminal sub-culture

VI. Behavior and Mental and Physical Health

A. Mental and physical malfunction influence on behavior

B. Poverty, socio-cultural deprivation effect on mental and
" physical stability. '
45




'C. Change through supportive help.

VII. Influence of Groups on Behavior

A. Groups in the broad sééiety
Group behavio-r
Meaning of groups to individual
Group behavior -- positive and negative elements
Stimulus and response to group behavior:
1. Leadership

F. Groups within the corrections setting

VII. Change and the Learning Process

A. Principles of the change process -
B. Motivation for change
C. Learning to stimulate positive change

D. Leadership roles in relation to learning

IX. Resources
‘A. Community
1., A community organized for helping peogle
B. C‘orrec‘téons system resources
l. Treatment personnel

C. The custodial officer as ‘part of the rehabilitation team '

This sequence of basic knowlédge may be given by the institutional staff
if they have the qualifications. It may also be present:ed in a university setting

if the proper preparation is given to the instructor. This preparation is based -
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in the realities of the job duties and also in relation ta the educational profile of

the employees. Content and method will be adjusted to these factors.

_ Probation and Parole Officers i . ‘ o -

e Tfaining Probation and Parole Officetrs presents a &ifferent‘ perblem from
fraining the éustodial Officer. The methods used in this work are drawn partly
ffom sc‘>ciafl casework, but are distinguished by the need to enforce autl;oritat;vé
limits Aand’standavrds on behaﬁor. 3 Slbcialv casework as a method wiéhi.n social
work is té.tight at the g;adua.te level in \iilivérsities and the trhinin'g le#dg vt:: the
degfee of master of social work. Théreforé, it could be said tha£ tr'aiping for
this field can be provided in the existing univérsity setting and driiy 6;1€;thé-;iob :
training in technical details needs to be provided. However, let ug look at the
realities of the situation., » . EET S

| At presen-t,‘. in Géorgia, the demogfé;phic profile for Prob';.tit;n Officers is

as shown”be‘low in Table 2.

Table 2
. Summary for Probation Officers

o

X ¥ Years X Years % Hi Sch Grad % Some College % Prev
N -}'&'Ag_ Salarj Service Education Only College Grad Exp

56 45.4 $6,130 2.5 12,9 62.7%  30.3% 5.3%  49.2%

These figures show that only 5. 3% of all personnel are college graduates and

that 62. 7% are high school graduates only.

The Challenge of Crime in a Free Society, President's Cammission on Law
Enforcement and Administration of Justice, 1967 p. 165.
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The picture in parole is similar as shown in Table 3.

N ' Table 3
Summary for Parole Officers

X Years X Years % Hi Sch Grad % Some % College % Prev

EN X Age ;(—Salary Service Education Only College Grad Exp

47 47.4  $6,429 5.7 12.7 40.6% 31.9% 12. 7% 36.1%

This data shows that 12.7% are college graduates and 40.6% are high school
graduates alone. The college graduates reported in these tables did not have
majors in areas such as sociology, psychology, or counseling that might prepare

them for their wogk.

The shortage of manpower in the social work field is well known and is’

dramatically reported by the Department of Health, Education and Welfare in its

publication The Manpower Gap. In addition to this total socié.l work manpower
shortﬁge, 1;here is a need at present inAthe United States for an additional 4, 094
Juvenile Probation and Parole Officers and three times the number of P robation
and Parole O-fficers now employed for aduit felons. In addition, by 1975, it is
estimated th;t an aaditional 23,000 officei's“\.vill be needed>for each of t}.1e‘

_ juveniles fr—eéd and fér the adult felons. 4 It must be concluded from these

" statistics that a different way of training probation and parole officers n;mst be

found.

4 bid., p. 167
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Duties, Skills and Knowledge

The chart on the following page illustrates the duties of a Probation and
Parole Officer, the skills required for their performance, the kinds of know-
ledge required, and the technical areas that can be taught on-the-job. As was
mentioned in relation to the Custodial Officer, it is possible to perform with
only on-the-job training and with ekperience that builds some skills. However,
the quality of performance will suffer as a result. Consciously planned
training will produce a more rational method in which problem sqlying can be
agccomplished in relation to individual problems rather than by formula or an

intuitive process.

Sequence of Instruction

The first step in training the Probation and Parole Qfficer is similar to
that suggestéd for Custodial 'Officers: It offers a base of knowledge that is
required by anyone in the corrections system. This base is the nine partr
sequence explained in detail on pages 44 - 46, It is:

I. Introduction

II. Concepts of the Correctioqal System
III. Communication
IV. Dynamics of Human Behavior
V. Personal ahd Cultural Norms
VI. Mental and Physicél Health Influence on Behavior
: VI. Inrfluenceb of Groups on Behavior
VII. Change and the Learning Process
IX Resources
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The content used in teaching this basic conceptual knowledge will be drawn
from the area of probation and parole and related to the realities of the duties of

employees in this field.

Skill Training

It is suggested that the next step in this systematic plan for training focus
on skill training. This is suggested for two reasons, One is that the areas of know-
ledg-e are so broad that they would require a long uninterrupted educational experience
that indeed can only be duplicated within a purely academic setting. The second reason
is an assumption that the knowledge will be more readily absorbed if it can be utilized
immediately~ on the joAb.A The skill training would be developed so that as an area is

taught the content will include conceptual knowledge about "why",

Some examples of skills training with brief suggested content follow.

5

Skill Training - Examples of Outlines

1. Interviewing
A, qurEose

Helping process
' Ixiterpreting
. Information giving

Exploration

B. Techniques
1. Establishing relationships :




Individualization
Questioning - use of self
Setting limits - focusing
Using authority

Observation

C. Interviewing and behavior

1. Types of behavior

Passive

Aggressive

Hosfile

Emotional outbreak
2. Why people behave in this way
3. Our feelings about behavior

4. Ways of coping with this behavior in interview

'II. Referral Process

A. Resources available
B. Selecting the resource
C. Interpretation
1. To resource
2. To individual
. Motivating the individual to use resource

Follow-up on referral




III. Recording S N

A,

B.

C.

D.

IV,

A,

Types of records

Who uses records for what purpose

How to select most useful information

Organization of records

Other areas of skills training would include:

Official behavior

Public interpretation -

Caseload Managemeﬁt

Problem solving techniques - diagnosis, prognosis »

i

Training others

The Probation and Parole Officer will also need more in-depth sessions that

would be offered through institutes. Examples of these would include:

1.

2,

Narcotics Addigtion
Alcoholism

Marijtal Problems
Guidance for Employment

Organization of Communities

e

It is apparent with a review of the conceptual knowledge needed to function at

the maximum level in these positiong that education leading to at least a baccalaur-

eate :'iegree is required. This should include a specialized curriculum in a social

welfare-corrections sequence. ' : L
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F.ina.lly, there should be graduate train_ing avajlable for some pfficers in the

field leading to the Master of Social Work degree. The.se’offjbceré would then be pre-

pared for the roles of special case therapists, ,supervisors and:staff dé—velopn.uent

officers within the systém.

A Summary
The chart on the fbllowing page presenrts the precéeding material in 3 'sumrhary

form. " ' - C e

Agglicatiqn: :

Two models that illustrate systématic bla.ns for training within the‘ corre}ztiqnal

B’ystem have been pfesented. These illustratior;s in;:l\;de the two as‘pects of corréb,—

tions, éusthbdy and rehabilitation and treaﬁh_ent. _ Using this system, it should be

3

ppésible fo design a training plan fpr any position within thF system. -

To illustrate further, take an ek‘ambple of a aupportivé position - that of

£eachér. From position descril.)ti‘onsx,"th}é‘actual dutie.fa to be performed can be

: éﬁmﬁeréted. Thé organizat'idn of the /i;si;it:itionalfsetting will lead to those tech- -

| nical areas thatA w111 b-e”taﬁght on;the: jVoB'.‘ ‘A The teacher comes to the Epps'ition
with skills and knowledge nee&ed for him to adapt tq"this particular gropp,jof
individuals tc; he ta.ught’- These areas 'ca‘rﬂlx b:e ta\;ght on-the-job if the staff is
qualified to teach t’hem or they may Se taljlg.ht cov‘op‘erat:ively with ;various ingtitutions

under the aegis of a university staff..’
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Professional supportive positions such as doctors, nurses, psycﬁologists,
and also vocational supportive positions such as cooks, maintenance men, shop

| foremen would have the same pattern of training needs.

This techniqﬁe of tra.ining-'design enables the planner to focus the training
on realistic training needs that are directly related to the dutieis of the ernployees.'
It also allows for flexibility to meet the mast pressinkg training needs while at the :
same time relating the partialization to a total plan. " Both the trainer é.nd trainee
: ca;n see how the part relates to the whole of the training plan. Further, it all’lowa :
for flexibility in the make-up of the grbui)s based on éducation profiles, similarity
of duties and similarity of settings, Added flexibilityvof teaching staff is p;'ovided
since a teacper of any part is able to gee thg total plan and thus he able tq pquvide

for reinforcement and for sequential learning.

The systematic plan provides for the establishment of short-and long-term

training goals both in selection of trainees and selection of educational personnel. :
The long-term goal may be for all personn'el_"er_lgaged'in’giving a particular service
to be provided with the maximum educational experience posgible. F or'texamplei\
a long-term goal for all probation Bfficgrs may be field professional education at
~ the masters level. However, a short-term gbal more in keeping with reality zmé'y
be for all probation officers to have the basjic knowledge provided in the nine §tep )

sequence described on pages 44 - 46,

This systematic plan also provides for a continuum of education that could

be placed in the vocational high school, adult education sygtems, technical

colleges, undergraduate sequences, and graduate sequences. As content is
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developed and methods tested 'and established, 'steps’can be taken to introduce

each level into the appropriate ‘educational level. " - *

ECY R S - . B S

There is a need to demonstvrateﬁ this system. Demonstration is ne;e‘ded in
developing appropriate content and techniques to enable learning at va.rious- levels.
-Teaching materials :such as reading_assignments'and cases must be developed in
basic,English for the basicgsééuence._ Teaching methods must be developed that .
will enable the learner to par'ticipa.te fully in his éducation since his motivation .
differé frqm the academic student. Care must be given to build in success
experience frequently so that .th'e' learner will not become discouraged in the .
process. I;Iow‘this can bev done will need demonstration.

i T

) ’_I‘lié é—orre::ti;mlal System of Geofgfa was analyze'd to ‘devel'op this -syster'n‘a:.tic )

- -

: T :; ’:7 2 e : 2 ' v : - : - . . -i !
plan. However, the technique used here can be replicated within other correc-

tional systems. This is true because the plan flows from the duties to be per-
formed and also because of the flexibility within the plan. Other jurisdictions
with pe;'sonpé_l with different demographic profiles can be accommodated. . Also, -

differing educational systems and in-service training systems can be accommodated

within the plan to provide more, or less, as the case may be, of the training

resource.




.CHAPTER 1V
STATEWIDE TRAINING RESOURCES: AREAS OF IMMEDIATE AND
POTENTIAL APPLICABILITY TO CORRECTIONS

Utilizatiori -of 'I’c;tél IRes ources

The d}'evelop;xient of‘Aa multi-faceted training ?,nd edtiéation program woﬁld
involvclev exfensive facilitiés and manpower Ior implemgntatit;n. The expense
to executé such a ‘prtogra‘m would be proh_ibiti_ve for ;iri.y one égency the size
of the Depart;réeét; A,c,’,f I’é.role, VProbJa;tiqn t;;-'___Coz.-'rec_t_i_c;n.s. Ho.wever; with a
nucleus of in-house training, reinfarced by direct involvement in prt.agra.ms

operated by various other state departments and institutions, such a training

program should be both possible and feasible.

There are several rés:ources in the Stéte which ;:én:provide imIngdiaté
training and edgcafiona}_ érolg.ram_s‘ for f:o"’rre.ctjiona:l péfsoﬁneI. A Otherur-e-
sources which are no;‘now-applical;le bto éorrections _a.‘re‘ structured in such
a manner that the corre-.cticén’s' ’fi::eld"'rnightjb.e con:_éicvlered_ra.s a ‘p'oténtial_training
area. ‘;I'h.ese programs “c'ah I)e c-:até'g.oriz,e:d into two ngups: (I) currently appli-
cable and (II) potent1ally apphcable. ;I'o t}iese categories can bevadded two
sub- categones - tra1n1ng programs and educatmnal px;ograxfls. The gources
of these pfoérams ;:an be.1dent1f1ed as (a) .1n-h0use, (b) state, (c) University

system, and (d) other. Schematlcally this distinction between resources could

y1e1d a d1str1but1on such as that illustrated on the followmg page.
Chapter V will indicate the manner in which both training and educational

programs comprise the total plan for meeting Georgia's correctional training
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needs. The present chapter will identify the resources which might be tapped.

to execute the plan. Of particular concern will be those programs which are
currently available to cerrectional personnel even though their content and
orientation is not specifieally related to the corrections field. Areas of potential
relevance will/l‘)e indicvated but specific areas of program development will not
be discussed‘at this point. _'A major 'phaee of the training plan is ''coordination
and joint planning.'" The implementation of thie phase will involve open dialogue
between the project staff, the policy-making bodies of each of the threel depart-
ments, and repreéentatives_ of edueational and training resources in the state.
This dialogue will revolve eround areas of common concern in training and
eddeation‘v;/itl‘u ;an‘emphasisv o.n- r.e’c‘ipr0ca1 i)é.rticipation in state programs, -

An ad hoc: committee could be formed to study the need for new programs

for correctional personnel other than that_provided by the departments and by
the University of Georgia's Institute of Government. This committee would
include representatives of existing education and training programs,_'educational
spec1al1sts, correct1ona1 departments trammg officials, and University system .~
pereonnel The committee ushould b‘e compris ed of 1nd1v1duals on the’ pohcy-

making levels so that recommendations could be read11y executed or, at least

be given immediate executive cons1derat10n.

The remainder of this chapter will'consist of an outline of those programs
currently in existence with areas of application to corrections indicated. Com-
pletion of the table presented earlier is contingent upon the results of the ad hoc
committee. 'Hov&t:eve;;,_‘ available data will be entered at this time and additional

programs will be cited as tl1ey are developed.
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State Department of Education

rvlécati 6na1 ' E.dﬁcati on
Thel Voca:tional EducationDivision of the Georgia State Department of Education
conducts a statewide program of inst'—ruction,- ;eéearch and evaluation. Three Asso-
ciate Dirécfofs, in charge of local school p:rogra.ms,’ leadership services, and
area school prdgfarhs, ;are adminiétraﬁvely responsible to the Division Director.
The Division birector v;/orks fhrough the office of Instructional Services whose

director is vdirectly responsible to the State Superintendent of Schools.

Although the total program of the_division is extensive, its currentvprograms
have little dir_ect applicability to corrections personnel.b A'T;'he empﬁasi; is |
prirharily on job preparation for specific categories of personnel or research
in areas relating to current training progré.ms. Therefore, the review of this

division will be mainly in terms of Iﬁotential applicability to the correctional field.

Area School Programsl - There afe thnty—th area .voca;tic;nal technical
schools which have been develol;ed “to. .p-lace the oppo;iunity'of bccupationai
~ education :;11: the pést second#ry and aault le\.rels w1thm reach-of every Geérg&aﬁ. "
The curriculum of each school is designed -'to' meet the ;ireﬂll'nar‘ldé: (;;.':im‘ivustr}; in the
area in light of population trends, industrial growth, job potentia.ls; and present

and future job needs.

ICatalog,« "Area Vocational-Technical Schools of Georgia, ' State Department
of Education, Division of Vocational Education, Atlanta, Georgia.
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‘There are two types of programs offered. The first is pre-employment
programs designed to prepare students to enter jobs in technical, skilled,
business, food, or health occupations. These programs are offered during

day and evening hours and are available to both male and female students.

On the day schedule, technical programs require two years of study skilled

programs, one to two years;and business education and health education,

one year. When tak‘e’nAon the evening school schedule, the same prdgrams

require twice as much time for completion,

The second caftegbri of f:rograirisf is short evening extension courses.
These evening courses are designed to assist employed workers either to
increase or update knowlédge and skills used in present employment or’
to learn new skﬂls forb better employ&nént.“ ‘Extension courses moét fre-
quently offered include varioﬁs specializations in the business education ' °
curriculum and 7skill§d courses such as welding and bricklaying. Courses

vary from two to twelve weeks.

The educational entrance requirements for fhe programs range from
' preference given to high school graduates in all pre-employment :prog:ams
to no rigid requirements for the extension courses. The age réquirements
are related to minimum age - 16 for most #fea. schools - with no maximum
age being prés‘cri‘t‘)ed.i : 4_F156m all indicatioﬁs, emphasis is pl#ced on the .
young, recent high school graduate, although adults are given careful '

consideration.

The expense_to attend the programs is minimal. No tuition is charged
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for state residents. The only expenses a student pays area $15»§upp1y_fee,
books, and meals. Financial aid is offered to the _studrerfts‘ in many forrﬁs ’
including in-service loans, guaranteed loan programs, work-study programs,
veteran's programs and Vocational Rehabilitation. . Funds are usually sufficient

to pay total expenses for area school students.

Although the present offenngs are not curr entlyrelated to correctlons, :
the structure of the area schools is ﬂex1ble to meet the cha.ngmg .vocatmnal
needs of the state. The catalog of the area vocational-technical schools has
se.veral‘ statements which sgggest this flexibility. First, in referen§ce to the
general progi-a,m,. "curriculum is designed to meet the demands of industry
in th;.t area---and present and future job needs.' Second, in reference to
the evening short extension courses, ''courses...are scheduled upon nec_ad__

and request''. These statements would indicate that, if the need for correct-

jonal training was demonstrated, correctional training techniques might be

jincluded in area school curriculum.

Local School Programsz - The local school programs are currently imple-
mented on the secondary level with primary emphasis placed on éuch'areas
as agricultural education, busine_és education, dispributiye education, home
’ ecbonomics and trade and industrial education. Although first concern is with
the high school student, there are some programs coﬁducte_d for adults in _

the areas listed above.

‘ 2"Structure and Function of the Vocétionél Education State Stéff, " State
Department of Education, Pivision of Vocational Education, Atlanta, Georgia
1967, pp. 5-12. 64




At the present time, these programs have little application to any
corrections personnel other than the cliﬁical and maintenance employees. -
The narrow range of offerings in the programs and the rigidity of the
divisional structure may indicate that few, if any, new courses could be

developed in other areas, such as corrections.

Leadership Sefvices3- ' The Division of Leadership Services includes

such programs as guidance, research, publications, special needs programs,
and curriculum developménf. AAIth;Jugh this office offers no direct fraining,

it is responsible for directing those services which "insure that vocational

T

programs are geared to the needs of the individual ahd of society.'" The

emphasis on this division is on the evaluation of existing programs, the
development of new programs, and the determination of state-wide training

needs on the secondary and post secondary levels.

There irs_a continuing ipﬁerest in the development of new training areas,

" as indicated by the existence of the position, Work Study and‘S'pecial Needsh ‘
State Supervisor. This person '"develops vocational programs for individuls
normally not served by regular vocational education programs by working
with other vocational officials in the devélopment and coordination of other

programs on a state-wide basis and develobé such other programs as needed."

A second position concerned with the identification of state needs is that

3Ibid., pp. 14-17.




of State Director of Occupational Research. The services of this office are

- as follows:

(1) Identification of ‘exi'stirrxig programs in occupational training ..

(2) Institution of resegrqh on these problems

(3) Stimulation of research by other agencies through a variety of = .
avenues and procedures, and |

(4) Development of a systematic program of evaluatioﬁ for vocational

education. .

i

The Leadership Services Division has current application to correctional
training in terms of joint planning, needs identification, and program development.
Further, this division could serve as liason between correctional training per-

sonnel and the vocational education division in general.

Research Coordinating Unit?- The Research Coordinating Unit was estab-

lished with a direct grant from the Bureau of Research, Division of Adult and

Vocational Réséarch, Junei30, 1966, under the Research Section 4(c) of the-

Vocational Education Act of 1963, 7 o
Located at the State Department of Education in Atlanta and in the College
S e 3 LT ] PR o Rt

of Education, fJniversity of Georgia in Athens, the Georgia RCU serves all

3

levels of vocational-technical education throughout the state. The RCU has

as its purpose the following:

4Firs'c, Second, Third, Fourth, and Fifth Quarterly Technical Progress _
Reports, Georgia Research Coordinating Unit, Division of Vocational Education,
. State Department of Education, Atlanta, Georgia, (June 31, 1966-October 31, 1967).
66




,(1) Stimulating research to improve existing voc#tional‘education pro.g-rams.‘ -
(2) Coordinating research activities rlelated to vocatioﬁal educatior;. e
.(3) Conducting res earch related to vocational education programming and
research and,
(4) Disseminating vocational education research information to those in

"

the state whose interests and n.ee‘ds relate to vocational education.

e LT

One area of special interest is implementation of the res earch .coordi_na'ting

unit's project "Development of a Master Plan for Vocational Education in Georgia.

for the Next Five to Ten Years." This one-year project has as its objective
_ the identification of occupational ‘traiunin‘guné'eds of Geé;fgia's citizens and the -
inclusion of means and ‘proce'dt'ires‘ for ifﬁﬁiementing' this master plan.

fae 2o I T . . -t Tt

]

This division of vocational education is si;nila:r to its parent division, Leader-
ship Services, in that it"off.ers no direct training programs. However, it alsb_ has

'direct application to correctional training in terms of research, planning ahd_ o

program development.
Adult Education Program?®

Scope of the Program - The Adult Education Program is funded under the

. Adult Education Act of 1966. Altho'ugh the Act was approved on both the elementary

r & g PO .. N c-
- ERY Lot - . [ -

5 :
Interview, January, 1968.' Mrs. Catherine Kirkland, Director, Adult"
Education Program, State Department of Education.
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and secondary levels, funds were appropriated only for the first through the
eighth grades. There is a high probability that the program will be extended
into the ninth through twelfth grades, but there is no assurance as to the actual

date of this extension.

Participation in the program is determined by achievement tests which

are administered to identify reading levéls. Even if a person has completed
a grade higher than the eighth, he may enter the program if he reads on a

L4

level below the‘eighth’. T

The _,curriqrulum of the Adqlt Education P}'ogfam is primarily canfined to
the basic subjects - Reading, Writing, and Arithmetic.. i‘linty-sfx programs
in 127 counties are currently in operation with a total of 850 employees re-
spoﬂéible for the execution ofvow)er >680 clagses. Over 12,500 students are
cufziently enrolled with an increase to appr'oximatély 17, 000 expected in
the éofning ac.'a}demic year and 20, 000 in 1969. Completion of the program
is contingent upon performaqcé on standardized examinations, with the eighth.
grade being the required level of achievement. Maost students é,re enrolled

for approximately 600 hours before this requirement is satisfied.

Georgia Educational Development Program -. A second function of

the Adult Education Program is the administration of the Georgia Educational
Development Program. The GED examination is held in several testing centers
in the state. A passing grade on the exam qualifies the applicant for a high

school equivalency certificate. Most colleges in Georgia accept this certificate
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as valid completion of secondary school requirements and will give it
consideration equal to traditional diplomaé. Alfhough the adult educa-
tion program offers no preparatory courses for the GED, it recommends

and makes available a manual which does orient the applicant to the exam.

The Adult Education Program has a well-qualified staff which gives '
consultation to local school systems at the system's request. Although

this consultation most often relates to the bs.pecific curriculum offeririgé
of the systems, it frequently is in the area of deficiencies that have been |

ot

PR

noted in the adults who were once in the system.

Film Series - One program currently under consideration is the

development of a series of kinescope _films covering the subjects offered

" in the existing adult program., :.Twélx}e films would be developed on each
subject and on each grade level." Thﬁese films would be presented oﬁ fhe :
educational television system and would be supplemented by work books and .
other materials. The’pro-gram would be é:oordinated by local adult education

personnel with periodic consultation sessions with participating students. .

iy

Summary - The director of the Adult Education Program has ‘_e4xpre"s‘é_edd.
interest in the needs of stafe correctional personnel. Although the department
could ﬁot offer courses designed s:‘perci;'i::all—y for; this ér;up:.‘it will 'usve,.\ :
correctional materials and training lii:eratlire in-its reading and writiné »

programs. This could prove effective in familiarizing correctional
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officers and other personnel in correctmnal techmques, phraseology, and theory

¢ -

without dxrectly eachmg these concepts.

hE

Division of Vocational Rehabilitation

R

" The Division of Vocatmnal Rehab111tat1on 1s trad1t1onally concerned w1th con-

’

serving the working usefulness of physically and mentally 1mpau'ed people. The

objective of providing rehabilitative services is preparing the handicapped individual
for employment. However, even thougfx the emp}rasis is plaeed upon "physically and

mentally impaired people,'" this emphasis is not the exclusive concern of the agency.

Cooperative Programs - The Division has cooperative agreements with the
étate Department of Corrections to provide ti1e following services to inmates: medi-
cal and psyehological diagnostic service, physice.l restoration,  work sampling, com-
prehensive evaluatioir, personal and social work adjustment, prevocational and voca-
tional training, and job placement. A simiAlar cooperative agreement is in effect
with the Georgia Pardon and Parole Boe.rd. - The Vocational Rehabilitatien perepnnel
staffing these programs require speeiﬁc 'training and educational backgrounds.

Where incomplete, these requirements are completed in specific degree and non-

deéree programs at the University of Georgia's Department of Education.

3 "Year of Serv1ces to D1sabled Georglans 1965-1966," Georgia D1v1s1on
of Vocational Rehabilitation, Annual Report, A. P. Jarrell, Director. .




Areas of Common Objectives - The objectives of Vocational Rehabil-

itation personnel in the area of correctional counseling are basically those
of the treatment specialist employed by the Department of Corrections and.
the officers in the Departments of Parole and Probation. Although the em-
phasis of Vocational Rehabilitation is on occupational readiness, it is also .
concerned with other elements of social rehabilitation. The director of
Rehabilitation Counselor Training at the University of Georgia has recog-
nized this common concern and has expressed interest in the development.
of cooperative training programs using the resources of Vocational Rehab-

ilitation and the state correctional system.

The counselor training program will be discussed more fully later,
but it does represent a significant, presently available resource not now
utilized by correctional personnel. Vocational Rehabilitation administrators
have voiced intentions to cooperate in the planning of training programs with
objectives common to all personnel engaged in common activities. '"The |
Vocational Rehabili_ta.fion administration has the authority to support training
of rehabilitation specialists. Teaching grants'are made available to univer-
sities for enhancing the rehabilitatioﬁ content in the curricular of such
related professions as}fe-habili‘ﬁation counseling, medicine, psychology, social
wobx.'k, .am‘i other. n? |

7"Vocationa1 Re;i;bilitatit;ﬁ and Corrections - A >Promising Partnership, "

Mary E, Switzer, Federal Probation, September 1967, Vol. XXXI, No. 3,
p- 12.
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State Department of Labor® ) .

- The Georgia State Department of Labor consists of three divisions.
The first, the Inspection Division, is responsible for the enforcement of
the Labor Laws of Georgia which cover industrial safety and sanitation,
child lé.bor, conciliation and private agencies. The second, the State
Board of Workmen's compensation, holds hearings and approves compen-
sation agreements, regulates disputed medical bills, and considers appli-
cations for advances in workmen's compensation payments and attorney's
fees. The third division, the Employment Security Agency, is more directly

relevant to the present report.

The Public Employment Services made 158,658 non-farm job placements
in 1966, and 35,375 farm placements. New job applicants totalled 191, 330.
These data were below the preceding year, reflecting the tighter labor market.
With a "major expansion in the scope of the Employment Service Operations, "
the Department's efforts to alleviate unemployment included, among others,

the following programs..

Manpower Development and Tralmng Act Programs
Under thls Federal Act passed in 1962, two tra1n1ng proposals were approved
in that year and were implemented in January, 1963. Cumulative figures from

that time through 1966 revealed a total of 451 projects approved for 11, 757

8Annual Report. Georgia Department of Labor, Ben T. Huiét, Commis-
sioner of Labor, 1966,
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trainees at a budgeted cost of slightly over $17 million. During 1966 alone,
164 projects were approved for 4,299 trainees with a fund allocation of

$5.4 million.

During 1966, eligible trainees were paid over $2 million for training
allowances, subsister/we,~ and transportation, bringing the total from the
beginning bf the program to almost $5 million. By far, the majority of the
traipees were being prepared for skilled clerical, and sales jobs; In addition .

“to occgpatipnal training, most of the trainees are given basic edﬁcatién éburses,

such as remedial reading and simple arithmetic. The training courses are

well distributed throughout the state.

Youth Opportunity Centers
Special efforts have been rhade to as_sist young people in finding employment
or deférmi‘ning their educational or training needs. Youth centers are located in
areas of large population. One was opened in Atlanta in March, 1965, and placed

3, 200 unemployed ybuth on jobs during 1966. A similar center was opened in

S

Savannah in June of 1966, Efforts are now being made at the centers to place

each youth on a job or in a training course that will prepare him for a job.

Neighborhood Service Centers
Employment Service personnel are stationed in twelve neighborhood Service
Centers in Atlanta. They are operating in parts of the city which have been

identified as low income and whose residents are disadvantaged in education

73




and employment opportunity. The Employment Service staff supplement

personnel from other agencies as well as many volunteers.

~ Human Resources Study

One recently completed study conducted by the Department might have’
potential implications for correctional personnel if such a study could be
replicated on a state-wide basis. According to the 1966 Annual Report of
the Labor'Department; "Public and Private agencies are ipitiating various
programs to alleviate poverty and to g{ve specialized assistance to persons
with job problems. Often they have peed for more specific and current
knowledge of the extent and intensity of these problems. " During May and
June of 1966, the Department conducted a survey in Atlanta which included
tweh’r‘e’area‘«s designated as locations :whose residents were disadvantaged

with respect to income, education and training for job opportunities.

" Information contai.ned:ii;a ‘e.tudyé eoch as this could serve as an effective
guide to plannmg and 1mplement1ng vanous act1v1t1es of the Georg1a Department
of Labor and other pubhc and pr1vate agenc1es t.o avss1st unemployed and under-—
employed 1nd1v1dua1s.- It could result in an bmcrease in the labor supply which

is needed to fill the ""growing number of job vacancies. "

Summary

At the present time, no program offered by the Department of Labor

d1rectly approaches the tralmng needs of Georg1a s correctional personnel.

Other than the clerical curriculum in the MDTA programs, other offerings

74




are either limited to specific occupational training or to programs for
srouth., 'However, the Department of Labor is extremely concerned with
the to__til_xieedS of Georgia's occupational groups. Preliminary dialo_gug_
with several departmental administrators has documented this concern.
Potential areas of a.pplicatioh'fd'él;s on two services, (1) recruitment of -
‘correctional personnel and (2) direct training programs, possibly financed
- under the Manp‘ower‘De{relopment Training "Act. The first service could '~
‘be developed with a minimum of c&ordina.tion, utilizing the’ existinbg
employment services structure.” The.second would require contin;ling

" communication -between the Department of Labor and representatives of ..

the correctional system,

9

State Merit System of Personnel Administration, Training Division

The State Merit System in Georgia establishes personnel classification”

scales and employment requirements. It reviews applicants and assigns
classifications based upon their qualifications, including experience, education,

’

and, when required, scores on standardized examinations.

: The Training Division of the Merit System was organized to give in-
service training to state personnel. It was originally designed to instruct - . -
the general supervisor, but the scope of the program has recently broadened
to include both higher and lower level personnel. An inter-departmental .
training committee advises the Division on training needs of the individual

departments which participate in the program. The instruction offered by

Interview, January, 1968, Mr. Grady L. Huddleston, State Training

Coordinator, State Merit System.
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the division is conducted primarily by members of this committee with
their instruction supplemented with lectures by practitioners in related

fields in the state community.

Some of the programs offered on a continuing basis are "Meeting and
Dealing with the Public, ' ""Management Development Seminar, "' "Executive
Development Seminar, ' "Personnel Administration, " "Accident Control, "
and secretarial training courses. Many of these pPrograms are conducted
cooperatively with the Institute of Government of the University of Georgia.
During 1966-67, the Division offered a total of ninty-eight pre-employment
courses involving 3, 620 trainees and 14, 315 student hours. Eight hundred
and sixty three in-service programs were conducted with 13, 358 participants
and 360, 155 student hours.- These programs have been in the form of

orientation as well as specialized job skills.

The course content of several programs offered by the Division could be
easilyédapted to the correctional séttiﬂg. Those relating to managerhént,
financial and personnel ofﬁéers and élerical staffs Would be pa.rticulariy
pertinent with little content revision. The Division director has expressed
interest in the development of programs for correctional personnel. The
flexible struActure of the Division should facilitate this expansion of existing

services.
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University System of C‘reorgia10

The university system of Georgia consists of higher learning in Georgia,
ipcluding twelve senior colleges, se.ven junior colleges, three agricultural
experiment stations, and the agricultu'ral extension service. Ail uﬁit; of
the university systel;n are governe;i l;y the Board of Regents of tﬁe university
systém of Géorgia. Tiie chief‘executiv‘e officer of the b;aa.rd is the éharicellor,
who is‘relevct'erd by the board. The board, creéti‘on'of which is authorized-by
the Co;nst.itution of the State of Georgia, is composed of fifteen mefnbefs
appoi_nted by the Governor and confirmed by the state senate. The board
formulates the policies of the system, elects all administrative and teaching

personnel in institutions of the system, and allocates to various units the

state appropriation for higher education.

The member tolleges of the éystem are distributed throughout G.ec‘)rgia.
with all areas havihg easy access to at least one institution. The colleges
range in student 'Body size from over 16, 000 at the largest to less than 400.
Tuition is minimal for non-residents and free for state residents, at some
institutions. IF‘,“Q case is tuitipn prohi_bitiye for persons wishing to enroll.
Fee, books, and room and board would be necessary expenses. However,
all institutions have an extensive student aid struct1.1re with private, state,
and federal sch‘olar's‘l-ﬁp and loan programs supplementing the resources of
thé school itself. Several institutiong, such as Georgia Tech, have programs
which enable a student to work one quarter and attend glasses on alternate
quarters. Many colleges have night programs and most make scheduling

10America.n Universities and Colleges, American Council on Education,
‘Ninth Edition, 1964, Washington, D.C.
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allowances for the student who must work.

Course offerings at all colleges in th;e s;rstefn are exte;si\;e with
associate of érts degrees aQ;rded in the junic;r cblleges and degfées
ranging from the BA a.nd: BS to the PhD-in>t.hé-othérs. Aiso; the U‘r’1i-
versity éystefn i.nstituti‘o’ns offer many non-de.gree, r;on-crédit pr'ogra.msl

to both regular and special students, always on a free or low-cost basis.

The major requirement for participation in these programs is knowledge

of their existence.

University of Georgia

The .University of Georgia is the oldest chartered state university
in the United Si_;;tes, »havipg receivgd its charter in 1785. It ha.sAa
present enrollment in excess of 16, 000 students, with a grthh té
20,000 anticipated by 1970. The pfesent teaching‘an(:l research faculty

is approximately 1, 200.

The Uﬁiversity has many facilities and services which:could be

utilized. Among these are

The Center for Continuying Education which is unsurpassed in the

nation as a site for in-house group sessions and auxiliary services

The extensive University Computer Center which ranks among the

best on any carrifaus in the world




The Institute of Government
The Center for Management Systems

The University Extension Service which includes all colleges, both

_four year and junior, in the University System

The Guidapcé Cvente'r

The Institute of Community and Area D.evelopment,»

Research and Development Center

Soéial Science Research Institute

An“extensive library

'Ij}}evoperéti:ng corg qf Georgia,'sAEducational ’I’elevisfon Station

" The Unirversity of Georgia has an avowed intergst in performing commun-
ity services and research as evidenced by the existence of the offices of Vice
President for Service"'s and Vice Presidenfx for Research. The University

1

has an ever;expandihg research capability with a number of e'xperien'cesd“

persons receiving grants-in-aid for research purpases. There is extensive

joint sté.fﬁﬁg of training and re.search pl;ojects,» thu's insuring a mult:ifuan'dr ‘
inter-disciplinary approa.cl;. Th¢ Departments of Crimiﬁology, Psycholog& and
Political Science and the Schools of Social Work, Law and Business Adminis-
tration offer significant resources for the development and implemervxrtation

of training programs for the correctional field.
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Georgia Center for Continuing Education

Of specific relevance to the present report is the extension prog;ax_h and
other services of the Georgia Center for Continuing Education located on the
University of Georgia‘ éé@pus. According tc; an official brochure of the center,
"every effort is made, every opportunity is provided, to let learning flow natur-
ally throughout the person's life....A continuing, dynamic source of self-
enrichment and fulfillment after formal schooling is completed. " Th; i)rograms

of the center rely heavily on the resources of the university and its faculty.

The principal activities of the center and the extension program can be .
placed in five categories: conferences, community services, off-campus centers,
home study, and television. These services are not limited to University of

Georgia students and personnel, but are available to the state and the region.

Conferences - During a; typical one;mont;h ‘period., the .topics of cox;tferences
might range from a two-day seminar for sawmill operators to a week long execu-
tive development seminar for the American Public Welf;_re Association. The
starting point of each conference is an informal session invplvipg represen-
~ tatives of the group d_esiring to hold the: confer‘ence and ’rr_u.embers »91 the center's

full-time, professional conference planning staff from the division of Instructional

A

Services. The sessions are held to determine the purpose of the conference, general

M

subject matter to be covered, the dates, and expected attenda’nce.

1 : T A o .
"A Lifelong Source of Training for All," The University of Georgia Center
for Continuing Education, Athens, Georgia.
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. Next, the coordinator assigned to this conference begins to work out the
details. Specialists are scheduled, drawing from university and other sources,
meals and guest rooms are arranged, recreation is planned, and the center's
communications staff is consulted regarding films, slides, displays and other

institutional materials.

Community Services - '"Through the community program, adults in Georgia |
" \
cities may benefit from such varied activities as a traveling art exhibit or a

civil defense training seminar, dramatized with a stage presentation, brought

in its entirety to the home town from the center."

Off-Campus Centers - At off-cainpus centers located throughout the state,"

adults may study college courses either for credit toward a degree, for vocational

improvement, or purely for personal enjoyment. 'In cities where there is no

formal center, classes will be arranged when a minimum 'cluster' of fifteen

persons wish to study a subject.! Subjects currently taught at off-campus

centers through the University's extension program run the gamut of human

interests. The subjects and schedules are geared to the local community with

the courses conducted by qualified instructors assigned by the center.

In addition to the undergraduate and non-degree courses, the off-campus
centers offer an extensive schedule of in-service, graduate subjects. Courses

in such fields as adult education, agricultural extension, guidance and counseling

<




and library education are conducted in centers distributed throughout the state. 12

13 “F o e N - - . S . .
Home Study - The home study program is conducted for those students

and inquisitive adults who wish to learx.'x outside the group p;tt'erns of c14ass;es,
conferences, workshops, or discussion groups. It is conc;err;ed.\;vigh i’ndividuals
and their need for special scheduling and mobility. Adults may register as
non-credit students for any of the courses or programs offered by the Home'
Study Division. 'Because they are not concerned with academic objectives

and therefore have no residential feéﬁiréfnénts to meet; they é.re‘inviit'e;d to’ -
use the advise and referral service of home étudy and make ;spécia.l 1nqu1ry
about the courses or subject matter which they wish to learn." All home

study courses, though designed for credit, are also available on a non-credit

basis with some variations in regulations, if necessary.

The Home Study prvogr'a"m'is open toall appliéaﬁts rlega.rdless' of prévidus ‘

academic experience.’ No transcripts 'of.preirious :collegé or high school work’

S et R s, v

: = [ . : » ~,,‘ Do - _”., )
are required. Students working toward degrees may take a maximum of one-

fourth of the total reﬁﬁifements through home stud'y, extension c.ilhasis‘es., Univer-

sity center clasises, or through mﬁltiple r‘egistration in all of these. The basic

fee for participation is $8. 00 per quarter hour.

12"In Service Educatlon, " Winter Schedule, 1968 Un1ver31ty of Georg1a
Extension Program, Athens, Georgia.

1:‘_}“.Home Study in Georgia, " Catalog, University of Georgia Center for
Continuing Education, 1967-1968.




The courses offered in the program range from agricultural and business
administration curricuAla to Psychology and Sociology. Numerous course titles
are taught in all fields covered in the home study program, The instructors
are highly qualified members of the faculties of the University of Georgia, Georgia

College at Milledgeville, Georgia Southern College, and Valdosta State College.

I
H

Television - The Univg;siﬁy of Geo_z_-gia'q mximum power -educ_:a._tioga.l

. television statiop,_ WGTYV, 1s hO\.xs"_ed 1n the Cept_e;: with stp.dies _and equipment
matching the quality of large commercial stations. Progx:amming is plannerﬁim
for selective viewers whp are encouraged to choose what interests them from
a published weekly guide. There are how-to-do-it programs, thought provoking
documentaries, internationally famous art films and programs planned for group
training and discussion. The station also broadcasts instructional television
programs used during the day by Georgia public schools in cooperation with -
the State Department of Education, which produces those programs. During
tl;e evening the Center originates adult.prograxnming for a statewide network *
of stations of the Stéte Department of Education.

As an affiliate of the National Educational Television Network, the station

' providesA films under contract to N, E,T., whose distribution lines also

reach overseas audiences. Films are produced under contract to government
agencies, foundations, associations, private firms, and commercial film

distributors. Communications personnel and faculties are closely involved

~in the conduct of center conferences via audio-visual aids and in the continuing




goal of developing new instructional techniques. 14 <

' 15
Institute of Commurnity and Area Development

s

The Invstitute of Community and Areg Development was established in 196 1
to stfengthen and expand services of the University to communities and areas.
The Institute is active in nurﬁerous fields, including government, business, adult
education, vocational training andAcommunity organization. The Institute offers
its resources to communities in transition, applying the wide range of faculty

specialties to a variety of problems.

The services of the Institute have been outlined as follows:
a. Research on community and area problems
b. Providing factual information
c. Studies witﬁiﬁ communities and areas
d. Help in planning overall community and area problems
e. Technical and consultative services
f. Assistance in organizing and conducting leadership seminars, and
g. Organizing and conducting forums and panel discussions and other
| educétional r;leefings. | |
The relationship betf;‘reen tile Institﬁte and the Instiéﬁte of Governmént, wllich

will be discussed later, is close. Many programs are cooperatively conducted

4por illustration of a typical month's scheduling, see '"Georgia Television,
January Program Guide, " vol. 3, .no. 4, 1968. :

15uThe Service Program of the University of Georgia,' The University of
Georgia, Athens, 1967, pp. 13-17.
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and several staff members are jointly staffed with the two institutes. The
emphasis of both on the need for well-trained, competent personnel indicates
their present"'and potential capacity for service in the area of correctional

training.

16
Institute of Government

The Institute of Government provides services to the people of Georgia
- to help them achieve better government for their cities, towns, couhties, and
state agencies through a broad program of research, training, and field -
services. - Many Institute faculty mémbers hold joint appointments with the
institute of Community and Area Development, the Georgia Center for
Continuing Education, apd various academicA departments aqd schpol_s of"

the University.

Research - The Institute of Government conducts research on government-
- and public administration, - public law, the political process, public finance
and the administration of criminal justice. The"Demographic Study of Georgia's
Parole, Probation and Corrections Personnel“; and "A Study of the Need and
Dema;.nd for Police Sciénce Degree }l:’r;)grams in the Colleges of GeOrgia;' are
illustrative of' sur\.rey,s‘ cpndqcted by the Institutt; with pei'tinence to the present

report.

16144, , pp. 17-21.




Training - Extensive research is conducted at the Institute to prepare -
instructional materials used in in-service training programs for governmental

officials and criminal justice personnel. Inventories are also conducted for

governmental units.

In-Service Training

In-service training for government officials is often offered in cooperation
with the Georgia Center. Annually, both on ca.mpu; and off, approximately
60 programs are conducted for more than 200 officials. On an area basi.sv,
programs for city and county,.finance officei's, supervisory personnel, and

personnel officers are held.

The Institute offers an extensive training program for law enforcement

personnel in the state. Training sessions are conducted for medical examiners,

alcohol and tax agents, sheriffs, police chiefs, policemen, and others at
. the Georgia Center. A degree program in Police Science is currently avail-
able at Georgia State College and Associate of Arts degrees are now offered

at three junior colleges.

The training progfam fof law enforcement é;rsénnei ;ﬁvolve extensive
usevéf modelrn‘i}nstructionai rﬁethécis; '-'i'he Sight-Sound i:;i'ojecfor has been
adépt‘:éd to police tliz;.ining cu?ficuiufn by fhe Intebxy'natiiona’l Chiefs of Police
~ providing invaluable teaching film strips and accompanying audio and printed
lessons. These lessons are currently employed on-site in numerous poliée

departments in Georgia. Also, in various institutes, practical problenf
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solving situations are sirnilated.‘ For example, during a recent institute
for alcohol and tax agents, a raid on a "still" was set up, arrests made,
~and a trial conducted. The agents themselves played various roles in the
sessions, giving them experience in the total procedure from.planning and

executing the raid to final testimony in court.

The Law Enforcement Program has a major training resour.ce in the
form of the television courses available across the State.: V'I“he Institute,
'in coordination with the Georgia Center television facilities, roffers tele-
_vised instruction in all phases of law enforcement. : At the present time, -
0ver 3,500 officers are actively participating in the program with 143 de-

partrnents represented.

1 -1

'I'he program for correctwna.l personnel is currently 11m1ted to State

Pa.role and Probatmn Ofﬁcers and Superv1sors. However, under fundlng

from T1tle I of the H1gher Educatmn Act, the nrogram w111 be extended

to include personnel in the State Department of Corrections dunng the

‘ 1968-197v0‘period. The present programs include two and one-helf day
institutes in which topics such as job skills, deviate behavior and modern
“correctional theory and practice are discussed. Qualified Unii;eisity fac-

: ulyt};r,";Institu;te of_;G;)v-ei'nment' vstaff and‘éractitioners"conduct the Institutes

which are held at the:Geongia Center. T




Graduate and Correspondence Courses

Correspondence courses for governmental officials are available. Graduate
courses in public administration are offered by the University in areas where a
minimum of twenty enroll for a 600-level course and five for an eight hundred-

level course.

Field Services - The primary aspect of this function having relevance to

the present report comes under the heading ""Consultative Assistance.'" The
staff of the Corrections and Law Enforcement Division of the Institute repre-
sents a vital resource to the State. Included on the staff are persons having
served in almost all capacities in the criminal justice system.. There is a
former deputy warden of the Atlanta Federal Penitentiary, a past chairman
of the Federal Parole Board and of the U. S. Probation Department, a former
'/I“rvzvtinirjxg Ofvficber of the S#vaﬁﬁéh Poylice De’pva‘rtmevnt, é pé’st supervi.s‘o.r of detec-
tives,' thexforbl‘rner Di;éctor 6frP1;b‘1ic W..elf;;'e in Washingté)n, D. C , '# former
U. S T.r>é5.sury agen‘t,‘ and a former member Vof the Federal i—ia;‘ole Board.

In response to requests from various communi?y and grtatg sources, the
staff offers assistance with the planning and extension of su;:h projegt's?sr com-

nunity organization sessions regarding law enforcement, preparation of a pro-

posal, ''Study to Determine the Feasibility of a Dynamic Registry of Community

Resource Information, '' and proposed areas of study for the Governor's Crime

Commission. The staff has particular competence in the areas of training and




its application to corrections and law enforcement.

Summary

“.'I‘he thrée"'services listed above, the Georgia Cente} fo.r Continu{ng
Education, the Institute of Community and Area Development, and the -
Institute of Governmept represent those services having most direct and
immediate relevance to training and education programs for correctional
personnel. However, there is a ''multitude of counselors' in other schools
and colleges in the University of Georgia and the other institutions composing
the University System., These services are too numerous to mention at this
time, but their programs are readily available and easily adaptible to Georgia's

needs.

Private Colleges 17

There is a hetwork of high quality private institutions in Georgia providing
instruction from the junior college associate of arts degree to the advanced MA
and PhD degrees in the larger universities. Although these institutions have
higher tuition rates than the state schools, most have extensive financial aid

- and work~-study programs for the needy student. At several colleges, the
working student is the rule and night classes and compressed scheduling are

designed to meet his needs.

17See‘ Junior Colleges in America, American Council on Education,
Seventh Edition, 1964, Washington, D. C,
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As was mentioned in regard to University System institutions, no area

in Georgia is without access to some institution of higher learning. The private

schools further extend this accessibility, placing a college education, or at least

some exposure to college level work, within the geographical and financial range
of most Georgians, including correctional personnel.

'
r

Other Sources = s T .

There are several sources of training support in the state in addition to
those mentioned above. Although the total listing would be extensive, the
resources described below are'limited to three areas:' the Atlanta Federal
Penitentiary, the Georgia Citizens Committee of t'he'NationaI Council on
Crime and Delinquency, and the Atlanta Regional Office of the Federal

Bureau of Prisons.

The Atlanta Federal Penitentiary =
The Atlanta Federal Penitentiary is staffed, for the most part, with well~
trained, well-educated personnel. This staff has great potential as a possible
source of training assistants and consultants for a comprehensive t}aiﬂing"“
program. Their.‘expe‘riericg should prove valuable as a pool from which a
state training program could draw. Also, the program might feature joint -

as well as recipfocal training and planning.




The Georgia Citizens Committee of the Natio;aal Council on Crime Aand Delinquency
The Georgia Citizens Committee of the National Council on Crime and Delin-

quency represents a regional office of one of the most prestigious and informed '
corrections-orientéd agencies in the country. The Director of the Georgia office.
currently participates in training programs sponsored by the Institute of Govern- - ;
ment for correctional personnel. The parent organization is a major source of
literature, consultation, 'and training and, as such, tight be actively engaged
in 4thé dévéidpfnent and iinpieme-aﬁ;at:idt; of a.. édmpreheﬁéivle tfainihg pian of

action.

[

’Ihe Atlan’Fa RegioAna.l Office -of tl:le Federal Bureau of Prisons
The Atlanta Regional Office of the Federal Bureau éf Prisons was formed
to ""obtain and utilize the broadest range of community resourcesvand services
in support of the on‘-gqing and planned activities of the Bureau of Prisons and

local and state jurisdictions consistent with the policies of the bureau and the

safety of society." ..

Tlﬁs ‘;génci and .i;‘.s'.ét‘aff”r‘epre.s en-t.‘ a vaiuéﬁle resoﬁ‘fce in the ic.lentifi;:atic;n
of supportive programs for thé pla; 6f- avctic;n proposed in>t‘h'is report. Also,! 1ts
staff members have great potential as seminar leaders and consultants once the
plan is executed. Its director has already participated in several training seminars
and serves on the advisory committee of the present project. All indications

point to continued assistance from this source.
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Summary

The list of resources outlined above is extensive. .. It is not, however,
exhaustive. Many agencies have not yet been identified as offering services
or have not been recognized as hiving potential for offering services. Ideally,
these agencies will be identified in the coming months and incorporated into

the design of the Plan for Action.

The resources that were mentioned represent a beginning in which an
.awareness between need and supply can be effected. Many services presently
exist and have been in existence for a long period. The longevity of the
need for the services does not require further documentation. What has been
missing is the communication of the existence of the services to correctional

personnel and of the existence of the need to the agencies,

It is proposed .that the Plan for Action will create a mobilization of
resources for educating and training correctional peréonnel. It is further
proposed that, once the need is made known to the appropriate resources,
the paucity»o‘f present programs will become apparent a-nd the programs will

bé both expanded and adapted to the correctional field.
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CHAPTER V
A PLAN FOR ACTION

The Approach - : :

In March, 1967, the University of Georgia's Institute of Government applied - -
to the Office of Law Enforcement Assistance for a planning grant. The primary ob-
jective of the planning program was stated as the conduct of "intensive studies to
determine how a continuing, comprehensive training program embracing all phases
of correctional work, probation, parole and institutional programAs can be develeped,
utilizing the resources of the public colleges along with the in-house reseur(‘:es of
the State of Georg1a in eoord1nat10n with the in- houee resoarces of the correctronal
parole, and probat1en aéenmes ;)f the.State. ' The proposal was approved and the

planning period has now been concluded. The present report represents the pr1nc1pa1

results of this study.

The preceeding chapters were designed to indicate the extent of the man-
power crisis in Georg1a s correctional system, to describe one method of meeting
this crisis, and to 1dent1£y means by which the method might be 1mp1emented A
recurring theme has been the necessity for the s xste m to assume major initiative
for this 'implerrrenta.tior'l, includirrg the moeiiizarion of in-house and extra-house
resources.v Yet, it sherlld be cenceded tilat this taslk must jnvolve cooperative

efforts by other state agencies in its beginning phases.

Recognizing this need for extra-departmental involvement, the Institute of
Government prepared a proposal for funding of a comprehensive, statewide
training program for correctmnal personnel. This proposal was subm1tted to
the Department of Justice Of£1ce of Law E.Inforcement Assistance. In the proposal
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a Plan for Action was sybmitted based upon the salient training needs of Georgié.'s
correctional system. The recommendations of the proposal were evolved from the
structure of the system itself with full dialogue existing between departmental and

project administrators. The final chapter of the present report will describe this

dialogue and the Plan for Action which was partially resultant of the dialogue. -

Evélutioﬁ of the Pian

| The planning phase of the de;reldprhental project consisted ofifive cdm-_
ponents - first,b the de;tlographic studyg second, | a r’éﬁew of correctioﬁal tra.ihing
11teratu1"e, th1rd cornrnumcatmns be’tween prOJeét and departméntal admmlstrators,
fourth, 1dent1f1cat10n of state‘ edﬁc#tlgnal and {raining resources; and fifth, prepar-
at1on orf a systematic educatmnal plan._ Each component resultéa'in at least one

conclusion and subsequent recommendation regarding correctional training, . These

conclusions and recommendations are as follows:

1. Conclusion: The low average length of service and high per.

centage of currectmnal offxcer personnel with

less than one year service mdmate the need for

a contmuous trammg prqgram at the Qnentauon
R . ’

or 1nduct10n level

Recommendation; Training at the orientation or induction level should

- be incorporated into the training plan for correctional

- personnel. .

2. Conclusion: : The relatively low percentage of related experience

shown by thase entering the service emphasizes the

9%




~ need for sensitivity training geared to acquaint
personnel with those factors particularly re-
lated to the correctional procesé and to the
offender. T-he fact that the correctional depart-
ment r;lakes wide .use of personnel assigned by

other state departments underscores this need.

Recommendation: Instruction in basic theories of human behavior

should b-eAincorporated into the training program

with a spécific emphasis on deviate behavior.

Characteristics of the offender, social problems

and their causes, and fundamental methods of

rehabilitation should be included in this program,

3.. Conglusion: _ The general educational level of personnel requires,
at least initially, training gearea to the high schooi
- level of below. This is further indicated by the
relatively high number of personnel forty-five

years of age and over,

Recofnmendation A Training sessions should be conducted on the level _

of the participants. Educational research has veri-

fied that the lecture approach is least effective with

the older, less educated trainee. Therefore, it

'is recommended that incidence enactment, T Group

gessions, and pi'Egra.mmed instruction might be

more individualized for this group.

Recommendation B; ‘ Poorly educated personnel should be motivated to
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complete or continue their education in a self-

improvement program.

4. Conclusion: The distribution of personnel throughout the state

emphasizes the feasibility of training on a regional

basis for all department.

Recommendation A Training programs should be developed on regional

and local bases. The "circuit rider" technique

should be implemented and some training should

be conducted on-site in prisons and probation and

parole offices.

Recommendatioﬁ B: Utilization of state training and educational resources

should be encourage;i. Where possible, study groups

and training sessions should be developed under such

- programs as currently exist in the Department of

Education and the Univer sity System.

5. Conclusion: The lack of a career ladder and current salary levels
constitute serious barriers in terms of individual

motivation.

Recommendation At The correctional system and the State Merit System

7.

should develop a tangible promotional structure with

more oppor'tunities for advancement in position and

salary than presehtly available.

A

Recommendation B: Salary increments, release time from work, title

* promotions, and partial fuading for participation
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4 6, Conclusion;

RecommendatimA:

Recommendation B:

Recommendation C:

Conclusion;

in training and educational programs should be incor-

porated into the correctional personnel structure to

support the training plan.

The lack of college ‘l‘)ackground for the majority of
personnel in all departments, including those

rvendering specialized services, indicates the need
for specific training in the social sciences and re-

lated fields.

More advanced theories of human behavior and inter-

personal relationshipsshould be incorporated into the

training plan with an emphasis on counseling tech-

niques and deviate social functioning.

Training in the social science and related fields should

be conducted by qualified practitioners and college

faculty or it should be included as study in a college

pr univei'sity setting.

This training should not be too advanced so as to

confuse the trainee. Again, it should be on the

educational and experiential level of the participants.

The need for additional training officers within the
systerh is urgent. Except for the i')epartment of
Corrections which has one training officer designated
as éuch there are no such positions reflected in the

organizational structures of the departments.




* Recommendation; -

Gonclusion:

Recommendation:

Conclusion:

Recommendatjon ,A:.

Recommendation B;

At least three training officers should be perma-

nently empléyed'by the Department of Corrections

and at least one should be attached to the Depart-

ment of Parole and Probation.

The success of Police Science and Training pro-
grams in the state indicates the need for further
study concerning the applicability of methods used
in these progi'é,xﬁs‘td'correctional training.

The methods used in the Police Science programs

" 'should be inéofpo}aféd into the correctional training

"'rplan to test their éi)élicabilitj and effectiveness in

actual correctional situations.

While in-service training is the most urgent need,

_consideration should be given to the development

of college level curriculum and to the training and

- recruitment of personnel in this expanding field.

. An intern program should be developed in the

University System with placements in the three

correctional agencies.

A recruitment program should be develdéed using

. the resources of the State Department of Labor and

mcludmg or1entat1on to the correctional field in

h1gh schools a.nd 1nst1tut10ns of higher education

in the state.
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Recommendatipn G

10, Conclusion:

‘Regommendation; V

Recommendation: ... -

e

[

12, Concluéion: )

Recoramendation;

.- Feasibility of developing a degree program in. -

rr,

B cérrectionsahould be studied.

AMa'r»xy resources for training and education exist in
the state and there is indication of potential areas
of application to the corrections field.

" “ An ad hoc committee should be formed composed of

representatives of the various resources, correctional

oy

Coe tfaining personnel and project staff to examine the

» appiicafion of current>programs and the development -

) : T R e
" of new programs.

’

,;-E_The correctional system of Georgia lends itself to

.+, the implementation of a systematic educational plan

in terms of the duties performed by its personnel,

" the skills required for their performance and the

necessary educational foundation.

The training plan should incorporate these duties, -

: skills, and educational needs into its structure

through the suggested systematic educational plan.

‘Modern methods of instruction are not being sub- .

stant1a11y épplied to correctional theory and téchniques.

r

) The"trai:ni'n'g plan should incorporate full use of

¥

‘modern instructional methods, including "' sight-

sound" projections, teaching machines, T Group

sessions, role playing, and others.

/’

99




13. Conclusion: -

Recommendatign A:

Recommendation B:

Recommendation C:

Advisory Committee meetings pointed to the need
for additional planning for training, but also to the
need for immediate action. These meetings re-

sulted in the following official recommendations:

Joint.traini% among the three departments is

jmmediately feasible and practicable. Regional

training should be emphasized utilizing all state

resources, the University of Georgia, state voca-

tibﬁal-technical schools, the police academy, and

all other appropriate state departments.

Training materials should be developed incorporating

basic educational content in the field of corrections

- specifically related to the Georgia systems. Innova-

" tive methods and approaches should be emphasized

‘including use of visual aids, sound slides, and pro-

blem-solving techniqués.

A program to promote and stimulate motivation

for self-improvement should be developed. Per-

sonnel should be encouraged and helped to utilize

state programs designed to provide high school

equivalency and college level programs for those

eligible to participate. Courses in criminal justice

v ahould bé promoted throughc')ut the University system.




Recommendation D: Departrﬁents should offer scholarships and provide

official leave for personnel to participate in college

and university programs.

Recommendation E: The University of Georgia, Institute of Government

and the departments concerned should develop and

initiate an internship program to provide practical

training for students interested in the field of

criminology and related fields. Stip'en:is'f(-)r such

internshipé should be a part of this ‘p‘rbgra.rn:.. The

departments concerned expressed an interest in

such a program but indicated that at this time they .

cannot legally provide funds for stipends.

Recommendation F: The Department of Corrections needs specialized

short courses or institutes for various categories

of personnel such as wardens, deputy wardens,

~ business administrators, and training personnel.

These should be developed by the University of

Georgia, Institute of Government, jointly with

that department. .

ngectives of the Plan

Recognizing the immediate and pressing need for training in_Georgia's Depart-
ments of Corrections, Parple and Probation, the Institute of Government»glesigned

a comprehensive, in-service training plan of action for all levels of corrections,
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and probation personnel. -The primary objectives of this program follow:

To increase job pérfofmé.nce on all levels of personnel through train-

ing and self-improvement programs.

To increase sensitjvity of all personnel to the individual offender

- and his needs.

“To increase communications between administrators and all other

- Lot

personnel within each departlﬁent. )
To initiate communications between departments on various levels

- of personnel fhrough'joint planning and training.

13

To devise a feasible staff development plan with salary and pro-

motional increments related to participation in training and self-

improvement programs.

To improve personnel and general coniinunity attitudes toward re-

habilitative corrections techniques.

To develop a training program acceptable to present corrections
pei‘sonnel which can be absorbed and continued by the three

departments at the end of the demonstration period.

To evolve a training program which will combine modern educational
techniques with specific'correctional and behavioral science content

material.




9. To encourage and initiate participation in various self-improvement
programs, including high school equivalency pfeparation and college

level courses.

' To demonstrate the applicability and relevance of the training program

to correctional systems in other states.

The Plan for Action

The plan for the development of a comprehensive training program for personnel
in the Georgia correctional system consists of at least seven distinct, yet cor-
related phases. Each of these phases is seen as’ either comprising or leading to
a céntinuing, inn;)vative in-service training program. As presently conceived,
the program wox_11d serve the now unmet specialized training needs of apprq:dmately
3900 correctionai system personnel. It also would bé designe;i to orient all per-
so@el in area;s of general s1gmf1car.1ce, such as human behavior, mterpérsonal
relat:nlonsh\1ps, and rehab111ta.t1on‘ theones and methods. A thn'd objective of the

program would be the development of Jomt training programs across departmental

lmes and ]Ob classﬁmatmn levels.

The seven phases of the training plan are designed to result in the evolution
of materials and designation of methods for the training sessions. They provide
for thé implefrientation of these sessions, for the evaluation and coordination of
the program, and for the development of a self-improvement and motivational
stirhulus within the éxisting éystein. The training pfogram incorporates the
theoretical bases of the systematic ‘plan of education with particular emphasis

placed on the duties to be performed, the skills required for their performance,
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and the necessary educational foundations.

As the diagré.rn on thé foilowing page indicates, the phases are noth:b entirely
sequent_ial, but are to vg.rying degrges, simultaneous. Each component is
functionaII.y interrelated wi\th' the.total sy's.tem and ga'c~h drawé from staff and
extra-staff resources. The next sections give a more thorough delineation of
each of these seven project phases and a description of all personnel potentially

involved in their implementation.

‘The Phases qf the Plan

1. Content and Instructional Methods Déveiopn&ént - A general review of

correctional training literature and currently employed methods of instruction

revealed several factors. In works which describe theoretical bases for correc-

tional training, few, if any, vehicles for instruction are diécussed. The field of

education abounds with newly-tested methods of instruction for poorly-motivated
groups. These methods, however, have not been adapted to the corrections

field to any great extent.

Although the body_of.knowledge kregarding correc?ional training is iimited,
some excellent material has been developed. The Correctional Officer Training
Guide prepared by the American Correctional Association and courses compiled
by the U. S. Army for Correctional Specialists exhibit valuable content for
training. However,. as with most other material reviewed, there are no recoms-
mendations for instructional methods. On the oth.er hand, in the field of law
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enforcement training, the International Association of Chiefs of Police has applied
a modern teaching device, the Sight-Sound Film-Strip Projector, to appropriate
‘law enforcement training material.

)
The review of correctional materials -and methods of instruction assumed

an integral role in the formulation of the ti'aining plan for correctional personnel.
This review will be further extended into other areas with péraonnel training pro-
grams such as iridustry and medicine. The relevancy of these instructional pro-

grams to correctional training will be heavily'r considered.

It is the intention of this plan to bfing abaut a coalition t_:l‘etween> theory and

| effective me'tho;is of instructioi; in an in-service training prografri.in Georgié..“

It is proposred to test the feasibxility of gsiné such'methd;is as prograxnnfgd inzgtruc-
tion, role-playing a.pd incident enactrné-nt,‘ 'opgxll—i vo‘r cil;oéed-circuit television,
l‘sight-soin}‘d" filmétrip presentt:atioins,‘ motion IF)i;:tu.reQ._r tapes, and so fdrth for
correctional tr:;ining. A major> comp'oner»lt'_ of the 'overalllr plan is the érodt\mtio;i of
innovative content material and the ;'gdgnti:fica.tion. of 'ap'proprilat‘e methods o;:' iins,truc-

tion for the particular classification of personnel and the specific areas of_in\:rolve-

ment of the corrections field. .. .

- - bt
s ’
. 4

2. Direct Tré.iniﬁg - The second phase-"bf the plan \is_.the direct training pro-

Rl

gram. On the basis of existing needs, the .;levels_of instruction can be projected
as follows:

(1) Orientation to rules and regulations on entrance to service.
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"(2) Job_skills -- training in specific'procedures and routines related
"to job performance on specific classification levels (parole officer, . -

warden, etc.)

'r‘,.

' Management sessmns related to cross- departmental categones ’
of personnel (adrn1mstrat1ve, m1dd1e management "other" pro-
fessional). This element of the training program would involve
- i : ; A S S - L,

the adaptation of existing management data to specific correc-

tional situations as well as the development of additional resources.

Joint training sessions'inyolv_ir_xg a oross-section of‘pers_or_mel
engaged ir1 the process of o’ri;mi.nal justice.. Qne e)-:amptle_‘ of .
such a‘p_ro_'gram would be a session;includi:ng the following L
individuals: = .. . _ e s
a. Judges, court clerks, solicitors
| b. prohation aod‘ ;;aroie Nofficerls

c. correctional treatment personnel

These individuals would meet together iri a joint semiriar on’items

of common concern.

"Core" content sessions across departmental and class1f1cat10n

lmes on theor1es s1gmf1cant1y relevant to a11 personnel in the cor-
rectional system. Th1s would 1nc1ude, among others, such topics

as human behavior, dev1ate soc1a1 funct1on1ng, and current rehab111ta-

tion concepts.




One question the plan is designed to test is "Wha;t. types of ses”sior.ls are most
conducive to the development of effective training programs in the corrections
field?" The major forms to be experimentalized are as follows:

(i) Centralized statewide ''short courses' or institutes in which pro-

grams rangmg in.le'hgth from one dé.}; to oﬁe week are scheduled é:t
a given locati:on. Thésé pxidgrams. could be executed on ahy of the
:;l.bove .leveAls‘.:()f ‘inst‘ru'c_tion, but would pfbbably be least fe:asible

for the orientation ievel.

(2) Regional short courses or institutes modeled in the manner as those
outlined in number (1) above, but scheduled in various districts through-
out the state. As in the centralized institutes, this program could be
adapteAd to any level of instruction. However, it woﬁld be more amen-

able to the orientation level than the centralized program.

'"Circuit or itinerant'* programs in which a continuous, periodic

schedule of training sessions is implemented on a sub-regional basis.
This program would differ from the regional institutes outlined above
in that the core of the team providing the instruction would remain constant

and in that the instruction would be sequential in nature.

(4) Institution or office-based programs involving on-site training

sessions on and between all levels of personnel. Although the work-
‘shops would encompass all types of instruction, their most significant
long-term consequence is foreseen as the development of an orientation

plan for all personnel being inducted into the corrections systém.




(5)

- This on- s.ite program will directly supplement the next proposed

' category, in-house training. The responsibility for the implementa-

tion of the in-house program will rest ultimately in the individual

departments. -

In-house training programs: Departments of Corrections, Parole

and Probation. This phase would involve the development of an on-
going training program within the departments, utilizing the resources
of the department itself. The program would include all levels of
personnel and c;.ould be achieved on any geographic basis. The
primary emphasis of this program would be the communication of
specific departmental policy, regulations, and philosophy with re-
gai'dvto s-pecific'joi) performance and the transfer of policy into

practice. “This program could be established on the following lines:

a). Statewide training programs -
.1) by category (management, administration, etc.)

2) by classification (wardens, guards, etc.)

b). State <‘)‘f'fi;::_e'pers6hnel training programé

“¢). . Regional training programs

‘1) by category-
2)- by classification

T

d). Institutional training programs
1) by category
2) by classification
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3. Self-Improvement Program - The third phase of the plan is the initiation

and encouragement of an emphasis on self-improvement on all levels of personnel.

The primary method of developing this emphasis will be a communication program

directed toward the educational and training needs of the individual employees as

well as classifications of personnel.

- The major categories of self-imprqvement programs currently available in

the State are:

(1)
(2)
(3)

(4)

(5)

(6)

r
i

- High school equivalency examinations

- Home study -~ correspondence courses

Vocational -- technical courses - --

(a) programs leading to a high school diploma -

:(b) non-degree programs on a level below high school graduation

- (¢) non-degree programs on a post-secondary level

College courses (junior, senior, and graduate college level)

* (a) non-degree programs (extension courses, etc.)

(b) degree oriented programs .

Federal-state-local training programs

(a) ‘Vocational kéhébiiita;i:ién grogféﬁs

(b) Manpower Development Training Programs

(c) Adult Education programs of local school systems

Public information educational programs

(a) Selective telewsmn (particularly the Un1vers1ty of Georgia's
WGTYV education network) and news media coverage of the
correctional field and related d1sc1p11nes.

(b) Pertinent literature which can be related easily to the
individual in the corrections field.:
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The programs listed above {:urrenfly exist and have been in existence for a
number of years. The educational and.training needs in Georgia;s correctional
system have existed concurrefxtly since Vthese progra.fns have come into being:;

The present ‘projeAct'proposesrto creafe an awareness ‘of these needs and oppor-
tunities on the part of both the correctional .s-ystern- and those offel"ing tile services
to facilitate a greater utilization of existing resources. As stated earlier, this

awareness would evolve out of a communication program jointly initiated and

coordinated by departmental and project efforts.

1

The communication program will consist of several series of presentations
centered around vari_ous participants, subject matter and instructional vehicles;’ _
At the éresent gizne, it is not known what communication methods woﬁid most
eﬁ'ectiveiy enc;)urage correctional pérsonnel to engage in a volunta.ry.' education-.
training program. It is proposed‘to exaxnine the feasibilify of several ﬁlethodsv

of communication, including the following: .-

(1) Programs in which the various opportunities listed above are dis-

cussed generally by representatives of each type.

Programs highlighting each category individually with representatives -

of specific institutions or agencies. -

" Tours of college campuses, vocational-technical schools, etc., with

i . -~ 0 Lo

planned on-site programs by appropriate personnel.

] L

Programs including participants engaged in employment comparable -

to the various levels of corrections personnel. These individuals

who will have completed educational-training programs will discuss

-




their experiences in the courses and their level of preparation on

entrance to the program. .

Programs centered around specific job-training and levels of

instruction to meet these individual needs.

¢

Visual-aids displays in institutions and offices centered around

the preceeding topics. - |

-

The second pha.‘se of the selfQifl;lp’I'o;em;ant:proglzam iTs the de‘\.rezlz)pmen‘t ofA
new opportunities in the state. A proposal of the present project is the initiation
and coordination of cooperative programs in such agencieé as the State Depart-
ments of Labor and Education and the divisions of Vocational Rehat;ilitation and
Vocational Education.  In addition,A junior and state colleges, both private and
state-suppérted, and other departments or.;gencies which are concerned with
training will be consulted as potential sources of specialized training in the

correctional field.

Certain factors are prédicted as prerequisites for the successful initiation
of the self-improvement program outlined above. . It is proposed to investigate
the feasibility and likelihood of these factb;g_beir_zg incorporated into the existing

correctional system. Among these factors are release-time from work, scholar-

ship or stipend payments, and short-range as well as long-range incentive pro-

grams (salary increments, profnotidné, vetc.) on the departmental lefrels. This
phase of the project will be discussed more fully in the following section.

IR

4. Career Development - A cursory review of the organizational structure and

administrative policy of the Departments of Parole, Probation and Corrections
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regarding salary and promotional increments re&ea;led several factors per-
tinent to training. First, the hierarchyA in all three departments is composed
of a small number of classifications of personnel in which dispfoportionate
percentages of employees arevconcentrated. Theo_nlz area in which significant
opportunities for advancement were noted is between Correctional Officer I and

Correctional Officer II. However, within these two categories, the range in

salary is only $612 from the bottom step of Correctional Officer I to the top

step of Correctional Officer II.

One vital element of successful implementation of training in any system is
the official approval of the policy-making factors within the system. ‘;I‘his apvprvoval
can best take the fprm of salary and promotional increments in proportion to the

extent of the individual's advancement within the training program. The present
plan i)roposes to form a working rela.ﬁonship between depé.rtlhental administration,
the State Merit System, and project a.dministration with regard to the development
of a promotional hierarchy related to training. This action requires the Vestablifsh- '
ment of new positions, the addition of more step increases within existing positio_ns,

and corresponding salary increments.

5. Intern Program - The induction of qualified, highly motivated pérsonnel

is at 2a minimum in Georgia's corre;tional system.. It is proposed that an
intern program instituted at the University of Georgia and other c.ollegcle.s

and universities in the State would provide a vitai source of training for potentiai
corrections personnel. As presently conceived, this program would have two

direct effects and at least one additional invdirect*effect. ‘As mentioned above,
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it would provide a training and experiential background for interested students.

The second direct effect is foreseen as providing a:source of young,: enthusiastic.

manpower to the various departments. - The major indirect effect of ‘the program

is anticipated as being the avenues of recruitment for the field which would be

created. ' -} RERCE R ST B O T

There are currently su.ff1c1ent placements w1th1n the correctional system

i: -_l « ey 1. <

for these students. Each of the departments has endorsed the fe351b111ty of the

program and has expressed willingness to cooperate with its execution. The
present plan pr'oposes"to prextidé direction to the initiation of the intern program

and to coordinate its implementation and continuation. '

i

oo e B I RN SR N L » A

: 6. Evaluation and Research --"l‘he .edneatien;-tlifaining pr.o.gifem}_which Will o
emerge fr'om.the p_re_c_eecli_ng ve_lernents sh_ciuld_ exhibit certain. ehs.i:aeteristics
to be effective. S_onie_ of these are outlinegi below: .. .

(1) It must be acceptable to and endorsed by the various levels of

administration.

It must meet the individual and group needs of the correctional

personnel.

It must provide a source of continuous, cumulative in-service

of P L I A

training.

[ e, T . A

- It must have internal flexibility with mechanisms provided for.

- structural and procedural adaptation to changing needs. :.-
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It must offer adequate provisions for in-house involvement on

~all levels of instruction.

It must be designéd so as to take into account the needs of the
. .inmates, parolees and probationérs and direct training toward

the most efficient and innovative methods of meeting these needs. R

It must be developed in such a manner that it could be _pérm:anently -
incorporated into existing departmental structures at the end of

the demonstration period.

L o

It must incorporate innovative and resourceful training methods
into the program. However, these methods should not be
employed simply because of their médérﬁity. ;I‘hey mﬁsf |
demonstrate applicability to the c_orrection_s field and to the

specific training needs of Georgia's ‘correctional system.

It must offer tangible evidence of improved personnel per-
formance and depar‘trritentAa'.Ifuxictibns both d.ire‘ctly4 and indir-

ectly related to the training program.

It must be amenable to a continuous evaluation schedule and
_must provide for a permanent vresea,r‘(‘:h program in the broad
field of corrections and particularly in correctional training

. techniques and theory.

Each of these characteristics must be measured and investigated by both long

and short-range evaluative techniques. The present planvproposes to develop
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such an evaluation program to determine the breadth of the applicability of the
training programs outlined above and to examine their effectiveness in improving

tangible as well as intangible conditions in Georgia's corrections system.

The ten characteristics listed above could be evaluated according to the
following principal areas of investigation:

(1) Job performance on all levels of personnel
(2) Attitudes toward inmates, probationers and .parolees "

(3) Understanding and acceptance of rehabilitative rather than

retributory corrections techniques

Staff-administr ation communication;

Utilization of self-improvement opportunities °
Turn-over and absenteeism rates

Participati.op' ig va_.‘ll phases of thg tra.ining p;‘ograrp

Reaction to various elements of the training prdgram as well

as the over-all project

 Applicability and adaptability of program to correctional systems

in other states.

AN

Effectiveness of course content, methods of instruction, and

training devices empioyed




(11) Departmental philosophy with regard to training

(12) Promotional hierarchy

(13) Rehabilitation of inmates/probationers/parolees

(14) Quality of new employees, in terms of attitudes toward

training, age, education level achieved, etc.

Each of the above elements wc;uld b;e. ev;'alluated at thrée crucial sté.ges: (;).)
prior to implementation of the training program or in the very early stages of
the project, (b) dt_lring the course of the program, and (c¢) at the completion of
the demonstration proérarn. A variety of evaluation techniques would be employed.
Among those presently considered are standardized testing; personal interview
schedules; problem soiving (oral, written, and "acted-out'"); personnel rating
sheets; program evaluation, using such techniques as sentence completion, rank- °
ordering of program phases, social distance-type questionnaires, and so forth;
attitude scales; objective review by corréc_:tionai experts; and, surveys by vproject
staff into those factors easily deté;'rhinc-a;i;- such as turn-over rates and unalivt'y of

new employees.

A very important component of the evaluation program will be a determination
of the difference between rates of ""success' in the various types of instructional

settings employed.

An on-going research program is prdpbéed as an integral element of the °
present plan. This research will deal with such projects as continuing review
of corrections literature, surveys of training techniques having potential applica-

bility to corrections, and the identification of additional training requirements
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of Georgia's correctional system personnel. . .

7. Coordination and Joint Planning - All of the six phases listed previously |

are vitally interrelated in terms of program ixﬁplementation. Of necessity, open
dialogue must exist between project staff, the policy-making bodies of each of
the three departments, and those either directly or potentially cooperating in the

program in other state departments and agencies.

It is proposed that the administration of the plan assume the role as primary
coordinator of all phases of the proposed progi'a.m and communications between
the various cooperating agencies r.egarding training. The administrative staff
will provide over-all direction to the program'and will ser#e in consultative as

well as managerial capacities. K e

Personnel
-Vital to any trainir'lg efforf: are thg individu_a.ls involx}ed on all levels of pre-

. . ‘ _ 3
paration, including initial planning, development of materials, legitynation of '
pf;)grarn, implementation of training program, coordination, continued planning,
and subsequént 'evalu.a.tion. To insure ;:oordinatioh and integfation of all elements
in the prés'e;ltvpla.n for action, project and state péréoi;nel must functic;xi Jomtly
‘The diagrams and description of personnel on the following pages indicaté;t“he"

relationship this joint functioning might assume.
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A. Project Director and Assistant Project Director

The Project Director would be directly responsible for the adminis-
tration of the plan, and along with the As sistant Project Director would pro-
vide the over-all coordination of each project phase. The Project Director -
would be specifi'c':ally responsible for the "Career Development'' phase. The
Assistant Project Director would directly assist :all project personnel in the
several phases ot the program and yyould be .prlrnarily responsihlel_for the
design and execution .o_f a continuous research a.nd 'eyaluation program.

1

B. Training Coordinator - Education Coordinator

The development of two full-time positions is proposed for the project
staff. Recognizing the necessity of liaison between the project and each of the
three departments, the first, . the Training Coordinator, would be jointly attached
to the Departrnente of Parole, Probation and éorrections in Atlanta, Georgia. '
The primary responsibilities of this person would be in the areas of direct -
training (spec1f1cally, in-house trammg for probatmn and parole), self -improve-

ment program, mtern program, and content development. He would be employed

Aot

by the three departments with the prOJect d1rector recommendmg req\urements.

'\( . N ¥ S

Ideally, these requlrements would mclude experience in the tra1n1ng f1e1d and at

Coo e
» I PR [ R O L -

least a B. A Th1s pos1t10n is foreseen as funct1onmg to f111 commun1cat1on gaps

s . e - o

between pro_]ect objectives and departrnental implementation.

Py

The second position, Educatmn Coord1nator, would functmn almost identi -

~ cally as the Tra1n1ng Coordmator. The person f1111ng th1s pos1t1on would be etaffed

in the Inst1tute of Government off1ce 1n Athens, Georgla. Although he Would be

involved in all levels of the trauung program, his background should reflect

3. L P T IR - t . . . T : . N TRt ol L




experience and/or training in the education field. -

Thus, each 6f the positions complements the other -- one filled by an
education specialisf and the other by a training specialist with one staffed in

Atlanta and the other in the project office at the University of Georgia.

C. Reseaxl'cAh' and Evaluation Staff
A research coordinator is a basic component of the project. In addition,
members of the University faculty staff of the Center for Continuing Education

. and the staff of the Institute of Government would be used exte;isively.

D. Educational Specialists
The use_‘of consultants in the field of educational theory and training
methods is proposed. These consultants would provide vital direction to the
development of course content and would offer much in the way of practical

means of executing the presently proposed plan.

The consultahts would be drawn from the faculties of institutions of
higher learning, from agencies and state departments engaged in related activities,
and from educatiohal research institutes. In the selection of the consultants, the

primary emphasis will be on a combination of theoretical and practical application,

a cross-representation of various educational philosophies, and an ability to

relate the abstract to the specific training needs of the Georgia correctional system.

E. Institutionai Traihing Officers
: i

Three positions are propose'd>to serve the specialized training needs

of correctional institution personnel. The pefsoné filling these pbsitions would

be direétly concerned with the "in-house" 'tra;iningAprog‘ram outlined elsewhere.
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They would work closely with the present Corrections Department training officer.

as Qvelﬂl as with the project Training Coordinator.

These persons are seen as an important additional liaison between the
corrections pgrsonnel (especially Correctional Officer I and Correctional‘fo‘icexj II)
and the project and departmental administration. In addition to direct training
dutieg,’ they would assist the Reséérch .Associate with the collection of pe;'tinent

data in the evaluation project.
-

The requirements for these positions are presently proposed as high

school graduation and extensive experience in training and/or correctional work.

F. Graduate Assistants

The project proposes wide use of the many highly competent graduate

students at the Uhiversity of Georgia and other institutions in the state.. These

students will assist project personnel on all levels of each phase of the project.

G. Secretary

The project proposes the employment of a full-time secretary to meet

the anticipated heavy clerical load involved with the implementation of the program.

As has been indicated, the project personnel will draw heavily from extra-
staff resources. Primary sources of support will be Institute of Government staff,

Advisory and ad hoc Committee members, and other consultants..




Conclusion '

The plan as proposed presents a 'sequenfi#l, vocationé}ly oriented approach
designed to accommodate adaptation to primary needs. Sporadic sessions designed
to meet the needs of the moment are occasion‘ally- necessary. However, it is co'n-

tended that their effect is minimal unless related to an overall training design.

The various phases of the plan require simultaneous, coordinated action. |
Completion of one phase is not dependent upon the completion of other phases.
Also, a wide range of experimentation in training techniques is possible without

3

- violating the basic body of skills and knowledge r.e'quired.'

Implementation of the p_ia,n requires ingenuity, preservance, firm support

and administrative direction and full utilization of all resources. Its 'suc;:ess is

dependent upon a concentrated attack on all fronts.

# U, 8, GOVERNMENT PRINTING OFFICE : 1968 O - 313-028




RECENT LEAA PUBLICATIONS

General

Third Annual Report to the President and the Congress on Activities
under the Law Enforcement Assistance Act of 1965 (April 1, 1968)

Projeét Reports and Dissemination Documents

Grant #007

Grants #013,
#140 and
#66-3

Grant #016,

#053 and
#087

Grant #017
Grant #020

Grant #1798
(S.022)

Grant #085
Grant #153

Contract #67-22

From Camﬁus to Corrections: Institutes to
Attract College Students to Correctional
Services

Crime Laborafokies - Three Study Reports
\

\

Statewide Police ‘Command and Supervisory
Training--Three Demonstration Projects
.New Jersey Mobile Training Units .
.North Carolina Police Management
. Institute
.Arkansas Regional Courses for Police
Supervisors

State Police Systems

The APCO Project--A National Training Manual and
Procedural Guide for Police and Public Safety

Radio Communications Personnel

'Project Sky Knight: A Demonstration in Aerial

Surveillance and Crime Control
Harvard Student District Attorney Project

Reports, Records and Communications in the Boston
Police Department: A System Improvement Study

Police Management Training in Eight Southerh-
States :
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