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Foreword

Since 1870, when its Declaration of Principles was adopted, the American Cor-
rectional Association has held to the philosophy that correctional practitioners can
and should be concerned with the evolution of corrections’ role in a demccratic society.
Our experience has demonstrated again and again that our correctional forerunners
understood the fundamental truths underlying sound correctional practice.

Today we approach a new and, we believe, equally important era in corrections. The
Public Correctional Policy Project, begun in 198, is cuiminating in a body of correctional
policy that adds new dimensions to the fundamental principles articulated more than a
century ago.

Through a consortium of fellow experts and thousands of ACA members, we have
developed, put into writing, and ratified clear, uncomplicated policies for the practice of
corrections. These policies can be understood and implemented throughout our nation.
They offer guidelines for the future of American corrections. They are the structural
framework for building an effective correctional system.

Responsible policy development for corrections must include the experience and ex-
pertise of the practicing professional. For one thing, the commitment to implement
policy is always stronger and more meaningful when those who must actually carry out
policy have been involved in its making. But there is an even more important reason for
seeking out and incorporating the views of practitioners in policy-making.

Correctional practitioners have a perspective and a grounding in reality that others
cannot offer. Practitioners have a unique understanding of corrections’ obligation to ad-
dress the situation of the offender as well as the victim. . . to meet the demands of
human service as well as public safety. The twenty-one public correctional policies in this
volume reflect that perspective and understanding. This is because the process used to
shape these policies recognizes—and indeed depends on—the need to formally engage
practitioners.

The final stage of the Public Correctional Pclicy Project is to encourage widespread
acceptance of these documents. It is time to take the products of the past four years and
move them into the statehouses, courthouses, legislatures, and public forums of our
nation. As practitioners, we are extremely conscious of the reality of the expression,
“War is much too serious to leave to the generals.” We know that we alone cannot create
public policy, but we also believe that we can work to influence its development.

It is not an impossible task. We enjoin your support.
Anthony P. Travisono

Executive Director
American Correctional Association

e o




Preface

Preceding page blani;

This handbook is a report of efforts by the American Correctional Association to
develop public policy for correctional practitioners, key decision-makers, and the
public at large. The handbook describes the history of these efforts and presents the
twenty-one policies ratified to date. The policies identify some of the critical issues in cor-
rections and offer guidance and direction for the correctional field. The policies address
both adult and juvenile corrections as well as the functional parts of the correctional
community—prisons, probation, parole, local detention facilities, and community-based
programs and services.

I am extremely proud of what we have accomplished. The development process setin
motion for these policies establishes a way 1o reach consensus on the major issues fac-
ing the field. We have taken the initial steps to assure for the correctional practitioner a
more active role in providing direction for the present and future of corrections.

This progress could not have occurred without the support of the National Institute of
Corrections. . . the leadership and encouragement of the staff and members of the
American Correctional Association . . . the hard work of the Public Correctional Policy
Advisory Committee. . . and the contributions of thousands of correctional practitioners
and concerned citizens who reviewed the policies and made them both meaningful and
realistic.

Correctional practitioners know what the direction shoulid be for corrections. The
consensus-building process by which these policies evolved offers a simple and effective
way for that knowledge to be translated into clear directives for the correctional com-
munity and forthe larger society of which it is a part.

Charlotte A. Nesbitt
Director
Public Correctional Policy Project
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Part One.

Public Correctional Policy:
An Introduction

“Correctional policy, particularly during times of rapidly increasing prisoner
populations and prison overcrowding, can no longer remain confined to
one level of government or one segment of society. State, local and
federal authorities must focus on these problems and in concert—within
the framework of federalism—develop a national correctional policy to deal
with them.”

Warren E. Burger,
Chief Justice of the United States

B n 1870, the founders of i1e American Correctional Association developed a set of
@ principles that stated in general terms the basic truths for the practice of corrections.
For the past 40 years, the Association has again been at the forefront, developing and
promoting national standards as a means of making sound correctional practices known
and accepted. Yet, even with these sound principles and accepted standards, there has
been a need for a body of public correctional policy to provide clear direction for the field
itself and for our society as a whole.

The purpose of policy is to give explicit, specific, and definitive guidance on an issue. In
‘its simplest terms, a policy is a framework for decision-making. It is the necessary chan-
nel between an accepted principle and the successful enactment of that principle. it is
the roadmap that establishes the course for the myriad of decisions that are made on any
one issue.

Correctional policy is not and cannot be determined by correctional professionals
alone. Corrections is a vital part—but only one of several vital parts—of this nation’s
justice system. What happens in corrections not.only is influenced by but is dependent
on actions by other vital parts—federal and state legislatures, judiciaries, executive bran-
ches cf government, city councils, county boards, public and private interest groups, and
the general citizenry,

Correctional Principles and Standards: The Background

More than a century ago, leaders in American corrections formulated a set of principles
stating the fundamental truths for the profession and the objectives underlying its prac-
tice. This Declaration of Principles set forth the basic precepts for corrections and
established the conceptual foundation for public correctional policy.

These principles (reproduced in Appendix A) can be considered a blueprint—a clear,
uncomplicated plan for the future of corrections in our country. For such principles to be
established in 1870—when our forebears were emerging from the conflict between the
states, adjusting to the elimination of slavery, experiencing an industrial revolution, and
opening the doors of our country to the downtrodden and poor of the world—was
genius. These correctional visionaries understood the issues and problems of their time
but also had a clear vision of the future. No correctional document produced before or
since can match the significance of the principles of 1870.
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For the next half-century, the public showed little apparent concern about the practice
of corrections. This attitude changed when the country was again torn apart by war. The
nation’s post-World War | prison population increased dramatically. New, innovative in-
stitutions were built as rapidly as possible to meet the demand, and debates ebbed and
flowed over whether to build even more prisons.

The concerns of correctional practitioners came to attention again at the end of World
War II. Prison populations began building up to their pre-war numbers, eventually sur-
passing them by 1950. Attention began to focus on correctional standards—authorized
rules and guidelines for correctional operations and services. The first ACA Manual of
Correctional Standards appeared in 1946 and was revised in 1960.

Following the Vietnam conflict, the creation by the U.S. Congress of the Law Enforce-
ment Assistance Administration (LEAA) demonstrated the nation's renewed concern with
crime and its system of criminal and juvenile justice. Yet another new day of correctional
concern began in 1974 with the concept of accreditation for agencies and programs that
met the standards of good practice promulgated by the ACA and the Commission on Ac-
creditation for Corrections.

In 1982, the American Correctional Association reaffirmed and updated its Declaration
of Principles. The importance of ACA standards as measures of good correctional prac-
tice is now fully accepted, and the Association’s ten volumes of correctional standards
(see Appendix B) are the basis for accreditation of correctional agencies and programs
throughout the United States and Canada. Despite these advances, however, sustained
public and legislative support for a rational, coherent, and effective system of corrections
has yet to be achieved. This is the role of public correctional policy.

The Public Correctional Policy Project: A History

Throughout the correctional literature of the 1970s and 1980s, a recurring theme has
been that correctional practitioners must take a leadership role in the development of
public policy for corrections—that correctional practitioners are the ones with the
necessary expertise and perspective to decide what is possible and necessary in sound
correctional programs.

The inescapable need for clearly formulated correctional policies was discussed for a
number of years. Finally, in January 198l, the ACA Policy/Resolutions Committee was
charged with the task of developing a Public Correctional Policy Proposal. The proposal
was presented to the Association’s Executive Committee, Board of Governors, and Dele-
gate Assembly at the January 1982 ACA Midwinter Conference where it was unanimous-
ly adopted.

The Association then submitted this proposal and a request for limited funding to the
National Institute of Corrections (NIC), an agency of the U.S. Department of Justice. The
request was supported and provided the funds needed for the Association to draw
together ideas for a process for developing correctional policy that was national in scope.
The Association moved quickly to appoint a project manager and to bring together con-
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cerned practitioners who were the forefront of what was to become the Public Correc-
tional Policy Advisory Committee.

The goal of this short-term proposal was to initiate the actions necessary for actually
developing national correctional policy. A steering committee of practitioners proceeded
to:

¢ Consolidate the significant correctional issues already identified by other groups
and research efforts;

e Survey the ACA membership to determine their priorities on these issues;

¢ Qutline a plan for an ongoing process of issue identification; and

e Qutline a plan of action to develop statements of national policy addressing the
identified issues.

The results of the five-month study were unanimously accepted by the ACA Executive
Committee, Board of Governors, and Delegate Assembly at the August 1982 Congress of
Correction.

With the approval of the Executive Committee, ACA's president established a Public
Correctional Policy Advisory Committee composed of outstanding practitioners. The
committee represented a rich cross-section of experience and perspectives, and its
membership included leaders from state and local departments of corrections,
community-based correctional services, state judicial systems, federal bureaus and
agencies, and.the university community.

In January [983 the Policy Advisory Committee met at the ACA Midwinter Conference
to review the policy issues that had been identified through the survey of the field. Fitting-

ly, the committee selected the Purpose of Corrections as the most appropriate major

issue for the initial policy to be developed.

Three months later, in April 1983, the American Correctional Association again re-
quested and received support from the National Institute of Corrections in the form of a
two-year financial assistance grant. This marked the formal implementation of the Public
Correctional Policy Project.

During the next two years, April I983 to January 1985, public correctional policies on
twenty-one major issues completed the intensive consensus-building process developed
by the project and were ratified by the ACA Delegate Assembly. Additional issues remain
to be tackled. The ACA Executive Committee has accepted the policy development pro-
cess as a permanent function of the Association and has charged the ACA Resolution
and Policy Development Advisory Committee with the ongoing task of identifying major
issues in corrections and designing policy statements for consideration by the field.

Correctional Policy Development: The Process ,

The policy development process initiated by the ACA Public Correctional Policy Project
derives from an overwhelming belief that the correctional field itself must lay out the
issues and provide direction for policy decisions on corrections. It has been and remains

the American Correctional Association’s position that correctional practitioners have the
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major responsibility not only for directing correctional practices, but for helping to deter-
mine the public policy upon which those practices are based. Thus, the process is
specifically designed to directly involve practitioners and to develop policy based on their
experience and expertise.

The specific steps in the policy development process are depicted on the following
chart. The process is structured to ensure wide representation and a solid base for ac-
tion. Extensive review and commentary is sought and received for each policy, and each
of the several interim drafts represents hundreds of hours of deliberation and painstak-
ing evaluation by Policy Advisory Committee members. It should be noted that the pro-
cess involves individuals and groups outside the correctional environment as well as
those in corrections.

Comments by members of the Policy Advisory Committee on first drafts are incor-
porated into second drafts, which are reviewed by the ACA Executive Committee and
Board of Governors, presidents of ACA chapters and affiliates, chairpersons of ACA com-
mittees, and other members of ACA’s Delegate Assembly. In addition, ACA members
who have asked to be invoived in the policy development process receive the drafts for
their comments and recommendations.

Each comment is carefully considered by the Policy Advisory Committee. Comments
and recommendations are then consolidated into final drafts, which are resubmitted to
these various groups and individuals for final approval. The final draft of each policy is
also printed in ACA publications so that all members have an opportunity to comment on
the policy draft. The Policy Advisory Committee’s next role is to finalize the draft and pre-
sent it at a formal public hearing.

While time-consuming and tedious at times, this intensive effort to obtain review by as
many practitioners as possible is seen as critical to the development of each policy.
“Reviewers in the field and speakers at the public hearing can identify nuances that
might be missing,"” states one committee member. “The quality and quantity of com-
ments we have received on each draft demonstrate that people are really thinking about
the basic purposes and goals of our profession. It is an exciting milestone in our history
that we have the maturity to question our purposes and to seek consensus on the
answers.”

After one last consolidation of comments, the proposed policy is submitted for ratifica-
tion by the ACA Delegate Assembly. Each of the twenty-one policies submitted to date
has been approved overwhelmingly.

The process represents the American Correctional Association's effort to provide a
unified sense of purpose and direction for correctional systems, agencies, and services
throughout the country. Without clear policy direction, corrections is a rudderless ship.
As noted above, the ACA Executive Committee is committed to the continuation of this
process, and the Association will continue to strongly encourage all of its members to
become active participants in the process.
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1. ACA PUBLIC CORRECTIONAL POLICY PROJECT STAFF
____ ldentify Issues

Develop Consensus on Issue to be Addressed
__ Draft Policy Statements on ldentified Issue

\4

2. ACA PUBLIC CORRECTIONAL POLICY ADVISORY COMMITTEE
____ Review and Refine Issue
___ Define Position on Issue
___ Review and Refine Draft Policy Statement

4

3. ACA AFFILIATES/ CHAPTERS/ COMMITTEES/ DELEGATES/
COUNCILS/ MEMBERS
___ Provide Broad-Base Commentary on Draft Statement
___ Hold Consultations on Proposed Policy
_. Communicate Concerns/ Proposed Changes

\4

4. ACA PUBLIC CORRECTIONAL POLICY ADVISORY COMMITTEE
____Consolidate Concerns and Comments
—_ Hold Public Hearing on Proposed Policy

___ Prepare Final Draft

5. ACA EXECUTIVE COMMITTEE
— Review Final Draft of Policy
____ If Supported, Recommend Consideration by ACA Board of Governors

4

6. ACA BOARD OF GOVERNORS
—___ Review Final Draft of Policy
___ If Supported, Recommend Consideration by ACA Delegate Assembly

v

7. ACA DELEGATE ASSEMBLY

—__Ratify or Reject Policy

8. ACA PUBLIC CORRECTIONAL POLICY PROJECT STAFF
____ If Ratified, Disseminate Policy
— Assist with implementation of Ratified Policy
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Public Correctional Policy: The Future

To be effective, correctional policy must be public policy. This is the task that lies ahead.
In the words of one member of the Public Correctional Policy Advisory Committee, “We
have developed an important process, and great progress has been made. . . but a
policy isn't a policy until it is implemented.”

It is up to corrections to take these policies and put them before decision-makers and
the public at large for consideration. That is the purpose of this report. itis now up to the
public and the makers of correctional policy nationwide to infuse these documents with
the lifeblood of executive, legislative, and judicial action.

Through these policies, correctional practitioners have attempted to develop a
realistic concept of corrections’ role in the justice system and to articulate and com-
municate that concept clearly. The twenty-one policies ratified to date reflect the best
thinking of correctional practitioners. They are now offered as subjects for public forums
and as guidance for decision-making. The objective is quite simple: To develop clear
policy on what we as a nation want from our correctional system and to provide the sup-
port needed for that policy to be enacted.




Part Two.

Ratified Public Cm'rect:onai
Policies

This section of the handbook contains the twenty-one Public Correctional
Policies ratified to date by the members of the Delegate Assembly of the American
Correctional Association. Each policy represents the widespread consensus achieved
through the policy development process described in Part One. Following that intensive
consensus-building, each policy was also presented at a public hearing before it was sub-
mitted to the Delegate Assembly for consideration. All policies submitted have been
ratified enthusiastically.

Each policy is accompanied by an informal discussion on the correctional issues ad-
dressed in the policy. The discussions also present some of the background thinking that
went.into the policy’s development.

The discussions were written by individuals on the staff and Advisory Committee of the
Public Correctional Policy Project, and were reviewed by the Committee as a whole as
well as by ACA staff and outside specialists. Intended for the general reader with little or
no background in corrections, the discussions merely supplement the ratified policies
and are not to be considered formal documents.




Public Correctional Policy
on Classification

introduction:

Statement:

Classification is a continuing process basic to identifying and matching offender rieeds
to correctional resources. This continuing process involves all phases of correctional
management.

Classification should balance the public's need for protection, the needs of offenders,
and the efficient and effective operation of the correctional system. In developing and
administering its classification system, a correctional agency shoulid:

A,

Develop written classification policies that establish criteria specifying dif-
ferent levels of security, supervision, and program involvement; establish pro-
cadures for documenting and reviewing all classification decisions and ac-
tions; describe the appeal process to be used by individuais subject to
classification; and specify the time frames for monitoring and reclassifying
cases;

Develop the appropriate range of resources and services to meet the identified
control and program needs. of the population served;

Base classification decisions on rational assessment of objective and valid in-
formation, including background material (criminal history, nature of offense,
social history, educational needs, medical/mental health needs, etc.) as well as
information regarding the individual's current situation, adjustment, and pro-
gram achievement;

Train all personnel in the classification process and require specialized training
for those directly involved in classification functions;

Use the classification process to assign individuals to different levels of control
on the basis of valid criteria regarding risk (to self and others) and individual
needs, matching these characteristics with appropriate security, level of super-
vision, and program services;

Involve the individual directly in the classification process;

Assign appropriately trained staff to monitor individual classification plans for
progress made and reclassification needs;

Objectively validate the classification process and instruments, assess on a
planned basis the degree to which results meet written goals, and, as needed,
refine the process and instruments; and

Provide for regular dissemination of classificaticn information to all levels of
correctional staff and to involved decision-makers outside of corrections as an
aid in the planning, management, and operation of the correctional agency.




The following discussion
clarifies for the general reader
the correctional issues ad-
dressed in the policy. The
discussion was prepared by
members of the Advisory
Committee and staff of the
ACA Public Correctional Policy
Project.

Discussion: Classification

Classiﬁcation is a comprehensive, continuing process. that strives to identify the
correctional needs of offenders (both adult and juvenile, accused and adjudicated)
and match those needs with available resources. It is a process for sorting pecple into dif-
ferent groups for different correctional programs, services, levels of security, and
degrees of supervision. The classification process begins when a person is arrested and
charged with a crime, and it continues through release from correctional sunervision. In a
sense, classification is the critical element in the administration of an equitable, rational,
and effective system of corrections that protects the public interest while treating of-
fenders in a way that is neither subjective nor capricious.

Correctional systems undertake classification for sound practical reasons. First, of-
fenders are individuals who present different risks and needs; they are not inter-
changeable parts that can be arbitrarily and casually substituted for each other. The se-
cond practical consideration is that security, programs, and services cost money. An ob-
jective classification system helps ensure these limited resources are used wisely. It also
helps prevent the unnecessary investment of resources—both monies and staff—that
can occur in the absence of a rational system for determining correctional needs.

The complexity and ongoing nature of classification is illustrated by a brief look at the
decisions that must be made when a person is arrested. Depending on the nature of the
charge and the individual's personal history, a decision must be made whether to release
the accused into the community or whether it is in the public’s and the accused’s best in-
terests to detain the accused until he or she is tried. This first decision leads to, and may
be contingent upon, other decisions: if the person is released into the community, what
sort of supervision is needed; if the person is to be held pending trial, where should they
be detained (what facility), where should they be housed within the facility (single room,
double room, dormitory), what special precautions are necessary (is the person a poten-
tial victim, potential victimizer, at risk for suicide), what level of supervision is needed,
what privileges can be retained (for exarnple, how often and when can the individual see
visitors), and what services are needed (for example, medical, mental health).

At sentencing, similar decisions must be made: should the individual be released on
probation, and if so, under what conditions; should the individual be placed in a
community-based facility, and if so, what kind and under what conditions; shouid the in-
dividual be placed in a secure institution, and if so, at what level of security (minimum,
medium, maximum), at what level of supervision, and in what programs.

In its decision Ramos vs. Lamm, the Supreme Court established the criteria for a cor-
rectional classification system by emphasizing ““that any system of classification, place-
ment, and assignment must be clearly understandable, consistently applied and concep-
tually complete. Methods of validation must be implemented and means of redress for ir-
regularity must be provided.” ACA’s public correctional policy on classification outlines
the essential elements of such a system.

A.  “Develop written classification policies. . ..”
Putting in writing the agency's criteria and procedures for the total classification
system promotes equitable decision-making, consistent application, and general
understanding of the system by both offenders and staff.

B. ‘“Develop the appropriate range of resources and services to meet the identified
control and program needs. . .."”

Scarcity of resources is a continuing problem to corrections. Even the most
sophisticated and validated classification system will be rendered ineffective if the
agency lacks the resources to implement its recommendations. The lack of “mid-
range” alternatives (e.g., work release centers, community-based supervision) has
been a nagging problem in corrections, leading to overuse of secure incarceration
for offenders who by validated classification criteria do not require this level of con-
trol.
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“Base classification decisions on rational assessment of objective and valid in-
formation. ...”

A well-functioning classification system depends on the timely availability of
comprehensive, objective, and accurate information in a readily usable format.
Such information inciudes objective assessment of each individual's degree of pro-
gress in his or her current correctional placement.

““Train all personnel in the classification process and require specialized training
for those directly involved in classification functions. . .."”

All staff should be familiar with the criteria and overall functioning of the
classification system (see item A). Staff directly involved in the classification pro-
cess (e.g., observation of the offender’'s behavior, data collection and analysis, pro-
gram supervision) should receive specialized training to ensure that the process is
carried out as intended.

‘“‘Use the classification process to assign individuals to different levels of control
on the basis of valid criteria regarding risk (to self and others} and individuai
needs. ...”

The principle of least restrictive appropriate sanction requires that offenders be
accorded no greater degree of supervision and surveillance than is necessary to
counteract whatever threat or risk they pose to themselves, other offenders, staff,
or the general public. The right of the state to impose sanctions implies an obliga-
tion to assure that no offender is placed in a‘level of security greater than that re-
quired for personal safety and public protection. The process must further assess
the individual needs of offenders in order that appropriate programs and services
can be designed and delivered.

“Involve the individual directly in the classification process. . ..”

Each offender should receive a written (and, if necessary, verbal) explanation of
both the classification process and the selection criteria for different programs and
services. Offenders should be aware of the time frames and procedures for
reclassification and should participate in the process to the extent possible. Such
participation increases a sense of responsibility and promotes accountability by
both the offender and the agency.

“Assign appropriately trained staff to monitor individual classification plans for
progress s1ade and reclassification needs. . .."”

No classification process will correctly classify all individuals—there will always
be cases whose exceptional circumstances are not addressed by “normal”
classification criteria. Thus, an override capability must be built into the process,
and the system must be continuously monitored to prevent abuses. In addition,
there should be provision for documented, systematic, and periodic reclassifica-
tion hearings for all individuals under correctional supervision.

‘‘Objectively validate the classification process and instruments. . ..”

The classification process should not be capricious, irrational, or discriminatory,
and should constantly strive for equity and objectivity. This requires valid in-
struments (screening mechanisms, tests, performance evaluations) and regular,
formal assessment of how well the system is meeting the goals established for it.

“Provide for regular dissemination of classification information to all levels of
correctional staff and to involved decision-makers outside of corrections. . .."”

Classification is a dynamic, not static, process. Moreover, the classification pro-
cess is critical not only to an agency's effective operation, but also to a general
understanding of agency goals, needs, and accomplishments by staff, inmates,
and the public.
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Public Correctional Policy
on Community Corrections

Introduction:

Statement:

Correctional programs operating in 'a community setting are an integra! part of a com-
prehensive correctional system. These include community residential facilities, proba-
tion, parole, and other programs that provide supervision and services for accused or ad-
judicated juveniles and adults. Responsiveness to the needs of vicdms and offenders
and to protection of the public is essential to the success of community programs and
services.

The least restrictive sanctions and controls consistent with public and individual safety
and maintenance of social order require that the majority of offenders receive services in
a community setting. It is the responsibility of government to develop, support, and main-
tain correctional programs and services in the community. A screening process to select
offenders who can be safely maintained in the community is critical for placement in
these programs. Those responsible for community corrections programs, services, and
supervision should:

A. Seek statutory authority and adequate funding, both public and private, for
community programs and services;

B. Develop and ensure access to an array of services, residential or non-
residential, that adequately address the identifiable needs of offenders and the
community;

C. Inform the public and offenders of the reasons for community programs and
services, the criteria used for selecting individuals for these programs and ser-
vices, and that placement in such a program is a punishment;

D. Ensure the integrity and accountability of community programs by establishing
a reliable system for monitoring and measuring performance in accordance
with accepted standards and professional practice;

E. Recognize that public acceptance of community corrections is enhanced by
victim restitution and conciliation programs; and

F.. Seek the active participation of a well-informed constituency, including citizen
advisory boards and broad-based coalitions, to address community correc-
tions issues.
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The following discussion
ciarifies for the general reader
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Discussion: Community Corrections

The term “‘community corrections’ refers to correctional programs and services that
are administered in the community rather than in prisons or jails. In general, com-
munity corrections programs and services are used in two basic ways: |) as the least
restrictive appropriate sanctions for certain offenders; and 2) as “reintegration”
mechanisms for offenders who are being released from secure facilities but who require
a period of monitoring and counseling in the community before being released from cor-
rectional supervision.

Community corrections includes residential programs (e.g., work release and com-
munity treatment centers) and non-residential programs (e.g., community service, proba-
tion, parole). Community residential centers are small facilities housing offenders who
need minimal supervision; offenders living in such centers typically leave the facility dur-
ing the day for work or training and then return in the evening. Non-residential programs
provide differing degrees of services to offenders who live at home but report to program
staff on a regular basis to participate in training, counseling, and evaluation. This
monitoring can occur daily or less frequently, depending on the needs of the individual
offender.

Corrections officials are well aware of the need for a stringent screening process for
participation in community-based programs and of the need for offenders to abide by
detailed, strict rules when they are released into the community. Typically, correctional
personnel and the offender develop a written program plan or “contract” that specifies
the rules of conduct and the expected outcomes. Most community corrections pro-
grams require the offender to undertake certain activities or pursue special programs
(e.g., substance abuse treatment) that are specifically directed at their successful
reintegration into the community.

In comparison to secure facilities, community-based programs typically are much less
expensive to develop and operate. In addition, community-based programs generally
make it easier for offenders to maintain family ties and to develop critical support
systems within the community. If provided with adequate funding and resources, these
programs offer the controls consistent with public safety by restricting—to various
degrees—the offender’s freedom of movement and closely supervising his or her ac-
tivities.

The vast majority of accused and adjudicated juvenile and adult offenders do not
threaten public safety. It is consistent with the policy of least restrictive appropriate sanc-
tions and controls that these offenders be considered for placement in a community set-
ting. As the monetary and human cost of incarceration places increasing stress on
economies, the expansion of community-based corrections programs is appropriate and
wise. Therefore the public correctional policy on community corrections calls for correc-
tional agencies and justice officials to do the following;:

A.  “Seek statutory authority and adequate funding. . . for community programs
and services. . ..”

The burgeoning cost of incarcerating offenders concerns all citizens. While
public officials are responsible for good management of public monies, criminal
justice professionals share the responsibility of educating officials about ap-
propriate and safe legal sanctions other than incarceration. With constantly
diminishing fiscal resources, it is essential that correctional administrators actively
inform and support governmental authorities regarding efficient and effective
alternatives to institutionalization for certain offenders.

Enacting these alternatives requires enabling legislation as well as adequate fun-
ding. While community corrections programs are relatively economical, whether
they are operated by government or by private organizations under contract to
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government, they are not “free.” Sufficient funding is essential tc ensure that the
offenders placed in these programs can be adequately supervised and served.
Without adequate funding, whether from public or private funds, community pro-
grams will fail to live up to the trust and expectations of the public and those they
are to serve.

“Develop and ensure access to an array of services. . . that adequately address
the idertifiable needs of offenders and the community. . ..”

Community corrections was founded on the premise that most offenders and
the public are better served when offenders can address their problems in the com-
munity and assume responsibility for lawful behavior there. But addressing these
probiems requires an array of services. Many offenders who can appropriately be
placed in the community lack either jobs or the education and skills necessary to
find and maintain employment. Some need a period of supervision in a community
residential facility; for others, minimum supervision or community service is suffi-
cient. Services that address the specific problem areas that prompted illegal
behavior are essential if offenders are to be able to support a life void of further
criminal behavior.

“Inform the pubiic and offenders of the reasons for community programs and
services, the criteria used for selecting individuals. . . and that placement in
such a program is a punishment. . ..”

Plans to place adjudicated juveniles and adults in community programs require
careful presentation to the public. To address the natural concerns and fears of
community residents, corrections professionals shouid thoroughly inform the
public regarding the mission and scope of all community-based programs, whether
new or existing. The public should understand why offenders are selected for these
programs and how they are carefully screened to evaluate their risk to public safety
as well as their potential for success in the program. The public should also under-
stand that community placements do not “let offenders off” but, rather, are
punishments that demand accountability and that restrict to various degrees the
offender’s personal freedom and mobility in the community.

Encouraging the public to take an active role in community correctional pro-
grams helps reduce fear of and resistance to these sanctions. Opportunities for
public involvement include tours of operating programs, service on advisory com-
mittees, and informational meetings.

“Ensure the integrity and accountability of community programs by estabiishing
a reliable system for monitoring and measuring performance. . ..”

The success of community programs depends on protecting the public while
providing genuine opportunities for offenders to benefit from community
resources. If public safety is jeopardized or participants do not benefit from a pro-
gram, serious credibility problems result. Such problems may be irreversible or
harm other programs. To ensure that program credibility is maintained, community
corrections programs should operate in accordance with national standards for
good correctional practice. The criteria and procedures for consistent monitoring
and evaluation of program operations should be established before programs are
implemented.

“‘Recognize that public acceptance of community corrections is enhanced by vic-
tim restitution and conciliation programs. . ..”’

Community corrections programs can serve the victims of crimes as well as the
offenders. Victims expect and have a right to services through these programs.
One advantage of community placement is that offenders can maintain their jobs
or seek employment and therefore are in a better position to make direct restitution
to victims or pay into victim restitution funds. When appropriate, offender/victim
conciliation can occur.
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‘‘Seek the active participation of a well-informed constituency. . . to address
community corrections issues. . ..”

Corrections does not exist in a vacuum. To ensure the most successful com-
munity corrections programs, corrections professionals must actively seek the ad-
vice and participstion of informed individuals and groups. A wealth of information,
services, and other contributions can resuit from fostering a partnership with the
citizenry.

It is prudent decision-making to involve committed individuals and groups who
can advocate for expanding existing programs or for new programs that help ad-
dress the issues of overcrowded facilities, effective use of limited fiscal resources,
and humane treatment of offenders. In addition, the community should be en-
couraged to view itself as a valuable resource for enriching and supporting such
programs through the activities of self-help groups, service clubs, and citizen
volunteers. If offenders can be reintegrated into their communities as law-abiding -
citizens, it is the community as a whole that will be the long-term beneficiary.
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Public Correctional Policy
on Conditions of Confinement

introduction:

Statement:

Correctional systems must administer the detention, sanctions, and punishments
ordered by the courts in an environment that protects public safety and provides for the
safety, rights, and dignity of staff, “<cused or adjudicated offenders, and citizens involv-
ed in programs.

Maintaining acceptable conditions of confinement requires adequate resources and ef-
fective management of the physical plant, operational procedures, programs, and staff,
To provide acceptable conditions, agencies should:

A. Establish and maintain a safe and humane population limit for each institution
based upon recognized professional standards;

B. Provide an environment that will support the health and safety of staff, confin-
ed persons, and citizens participating in programs. Such an environment
results from appropriate design, construction, and maintenance of the
physical plant as well as the effective operation of the facility;

C. Maintain a professional and accountable work environment for staff that in-
cludes necessary training and supervision as well as sufficient staffing to carry
out the mission of the facility; and

D. Maintain a fair and disciplined environment that provides programs and ser-
vices in a climate that encourages responsible behavior.
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clarifies for the general reader
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Discussion: Conditions of Confinement

The term “conditions of confinement”” refers to the totality of the environment in
which accused and adjudicated offenders, both adult and juvenile, must live and in
which staff must work. While most commonly thought of in terms of prisons and jails,
these considerations apply to all types of residential correctional settings, including work
release centers, halfway houses, and other community facilities. The factors that must
be considered in assessing a facility's environment are the number of offenders confin-
ed, the conditions of the physical plant, the number of staff and their capabilities, the pro-
grams and services available, and the general soundness of the correctional operations.

A large body of case law has confirmed the offender’s right to an environment that is
reasonably safe, healthy, and well ordered. Moreover, failure to provide such an environ-
ment increases the potential for the spread cf disease and for disturbances and violence
toward staff and other offenders.

A.  ‘‘Establish and maintain a safe and humane population limit. . .."”

Every correctional facility has a limit to the number of offenders it can house
safely. Each correctional agency should define its population limits on the basis of
design, staffing, and appropriate standards and maintain these limits as opera-
tional policy. Agencies should actively encourage authorities to recognize these
limits.

A large body of research, professional practice, and standards recognizes the
hazards of forcing too many people to live in too little space. These hazards include
increases in the number of complaints of iliness, the potential for spreading
disease, the number of disciplinary infractions, and death rates. The potential for
mass disturbances with destruction of property and personal injury aiso increases
as population limits are exceeded.

When populations become too large, services in a facility begin to deteriorate:
correctional staff are unable to adequately supervise inmate activity and resolve
conflicts; dietary and medical staff are unable to provide timely service; utility
systems become overloaded. The result can be a chaotic facility filled with angry of-
fenders and overworked staff.

B.  “Provide an environment that will support health and safety. . .."

The physical structure of buildings is an important element in determining the
conditions of confinement. Correctional facilities should be designed to support
the mission established by the operating agency. The physical design of facilities
for housing high-risk offenders should support the safety of staff and inmates, con-
trol inmate activity, and prevent escapes. Facilities for lower-risk offenders should
provide reasonable levels of protection and control, with greater reliance on non-
architectural security and individual responsibility. All facilities should have ap-
propriate spaces for program activities, including work, recreation, and
rehabilitative services. Facility design should be tailored to the current offender
population, but should also be flexible enough to accommodate possible changes
in mission without major redesign or reconstruction.

Correctional facilities should meet applicable building and fire safety codes. They
should be designed to allow timely and cost-effeclive maintenance and repair. They
should utilize contemporary energy-conservation measures.

Unless they meet the criteria above, buildings designed for other purposes
should not be converted to correctional facilities except for very short-term
emergency use.

C. “Maintain a professional and accountable work environment for staff . . .."”
Professional management requires a well-planned fusion of staff training, super-
vision, and adequacy of resources in a professional work environment. For correc-
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tional facilities to operate in a professional and accountable manner, administrators
must have an adequate number of trained staff and supervisors to carry out the
tasks that make up the facility’s overall mission. In addition, staff must be supervis-
ed in a manner that instills confidence and competency while remaining sensitive
to the special needs of a diverse population.

Specialized in-service training that develops the skills of both service delivery
staff and supervisory and managerial staff is essential. Correctional systems must
deliver programs for mentally ill, mentally retarded, violent, and self-destructive of-
fenders. They must also deliver a wide variety of educational and adjustment pro-
grams as well as emergency and long-term medical care. Correctional ad-
ministrators must know how to maintain a clean, well-run housing and working en-
vironment with limited financial resources. Carrying out such programs demands
the highest possible level of professionalism, expertise, and commitment.

“Maintain a fair and disciplined environment. . . that encourages responsible
behavior. . ..”

Encouraging responsible behavior in offenders is a fundamental goal of all cor-
rectional programs and services. Responsible behavior by offenders and the order-
ly operation of correctional facilities go hand in hand. Developing responsible
behavior within the structured setting of correctional facilities is difficult but
necessary for an orderly environment; at the same time, an orderly environment is
essential for promoting responsible behavior.

Fairness and order are essential components of a facility’s overall environment if
offenders are to act responsibly and make constructive use of the programs and
services offered. Fairness and order produce a climate that fosters safety,
humaneness, and positive growth toward responsible and productive citizenship.
To achieve this climate, all correctional facilities should establish uniform pro-
cedures for maintaining offender discipline and for responding to and resolving of-
fender grievand®s. In addition, all facilities should have a formal structure of pro-
grams that provides an appropriate combination of work, educational, treatment,
and leisure-time activities.
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Public Correctional Policy
on Correctional Industry

introduction:

Statement:

Correctional industry programs, whether operated by the public or private sector, aid cor-
rectional systems in reducing idleness, lowering costs, and providing opportunities for
offenders to gain job skills, training, and economic self-sufficiency and to participate in
programs of victim compensation and institution cost-sharing.

Correctional industry programs, operating under sound management principles and ef-
fective leadership, should: ’

A.

Be based on statutes and regulations that support the development, inanufac-
turing, marketing, distribution, and delivery of correctional industry products
and services;

Be unencumbered by laws and regulations that restrict access to the
marketplace, competitive pricing, and fair work practices except as necessary
to protect the offender and the system from exploitation;

Provide evaluation and recognition of job performance to assist in promoting
good work habits that may enhance employability after release;

Provide training and safe working conditions, for both staff and offenders,
similar to those found in the community at large;

Assure that the working conditions in an industry operated by public or private
organizations are comparable with those in the industry at large, and that com-
pensation to inmates is fair;

Recognize that profit-making and public service are both legitimate goals of an
industry program,

Support reinvestment of profits to expand industrial programs, improve overall
operations, maintain and upgrade equipment, and assist in the support of in-
mate training programs that enhance marketable skills, pre-release training,
and job placement services; and

Integrate industry programs, public or private, with other institutional pro-
grams and activities under the overall leadership of the institution’s chief ad-
ministrator.
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Discussion: Correctional industry

The public correctional policy on correctional industry affirms several broad goals for
industry programs: reducing idleness, providing ways for offenders to contribute to
the costs of their correctional programming and to victim compensation programs, and
providing opportunities for offenders to gain job skills that will enable them to be
economically self-sufficient on their release.

Inmate idleness is a serious problem, with direct consequences for institutional safety
and security. While it may be difficult for the general public to imagine being idle day after
day, year after year, this is the prospect facing thousands of confined offenders and the
problem facing the correctional staff responsible for managing them. Opportunities for
constructive work and meaningful job training do much to promote a sense of individual
self-worth and to reduce the inevitable tension and frustration that exist within any con-
fined popuiation.

Correctional industry programs help lower correctional costs by producing useful
items and services (e.g., clothing, furniture, bedding, food products, cleaning supplies,
warehousing operations, keypunching, automobile repair). Industries that become self-
supporting can, when appropriate, provide funds for expansion of these programs and
other vocationally oriented programs and services.

The importance of gaining job skills as well as good work habits addresses the long-
term problem of economic self-sufficiency and the possibility of improving one’s condi-
tion in life. Many offenders have poor work histories, due at least in part to an absence of
good work habits and/or skills for anything other than menial, dead-end work. Yet every
offender released back -into the community faces the realities of a technologically
oriented society, plus the realities of what it costs to support oneself and one’s depend-
ents.

Although correctional work programs must operate within the guidelines of security
and safety necessary for any correctional program, every effort should be made to
operate correctional industries under sound management and business principles that
promote professional, self-sustaining, and profitable operations.

The policy on correctional industry sets forth the following guidelines for these pro-
grams:

A.  “Be based on statutes and regulations that support the development, manufac-
turing, marketing, distribution, and delivery of correctional industry products
and services. . .."”

State laws and regulations governing correctional industries should be carefully
drafted to take into consideration the many stumbling blocks that can impede the
development and full use of these programs. Procurement laws and procedures
should maximize the ability of correctional industries to purchase raw materials,
component parts, equipment, and needed goods and services in a timely manner
at the least possible cost. The possibility of interjurisdictional purchases and sales
as well as joint ventures with the private sector are other issues that should be con-
sidered in drafting enabling legislation.

B. ‘“‘Be unencumbered by laws and regulations that restrict access to the
marketplace, competitive pricing, and fair work practices. . ..”

Legislation at both the state and federal level has imposed severe restrictions on
correctional industries. For example, federal law limits the transportation of inmate-
made goods across state lines even though many states authorize the selling of
inmate-made goods to other states.

The need to expand industrial programs to accommodate the increasing number
of inmates, plus the desire to allow these programs to be as self-sustaining and
profitable as possible, demands that artificial barriers to selling, pricing, and fair
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work practices be eliminated. Similarly, laws and procedures governing personnel
operations in correctional industries should promote flexibility in staffing. If correc-
tional industries are to operate according to business-like practices, it makes good
sense to allow them the opportunity to do so.

“Provide evaluation and recoghnition of job performance. ..."”

The use of employee incentive programs and valid job performance evaluation
procedures are important components of any well-managed business. Learning
that one is accountable for one’s performance is an important motivating factor in
developing good work habits and the incentive to improve performance both dur-
ing and after confinement. Being recognized for work well done is also an impor-
tant motivator.

Workers should be expected to develop the work habits and interpersonal skills
required by good business practices. The more inmates and supervisors fee!
themselves part of a work force with a common goal—the efficient production of
quality goods and services for consumers—the more effective the program.

“‘Provide training and safe working conditions simiiar to those found in the com-
munity at large. . ..”

Correctional industries should operate in accordance with recognized national,
state, and local safety standards. Correctional staff working in industries should be
appropriately trained and should have expertise in the industrial operation and
business management as well as in the management of offenders.

“‘Assure that the working conditions in an industry operated by public or private
organizations are comparable with those in the industry at large, and that com-
pensation to inmates is fair. . .."”

While recognizing the constraints imposed by a correctional environment, in-
dustry managers should be guided by sound business practices. Such functions as
purchasing, marketing and sales, inmate hiring and firing, productivity, quality con-
trol, and timely delivery should all be tailored to reflect effective business-oriented
operations. In short, correctional industry operations should be made to approx-
imate the realities of the business workplace 1o the greatest extent possible.

Inmates should receive fair compensation for their services. Many jurisdictions
are exploring wage scaies and incentives for good work performance. Communica-
tion with other jurisdictions about their policies, procedures, and enabling legisla-
tion is important to all concerned with improving the effectiveness of correctional
industries.

“‘Recognize that profit-making and public service are both legitimate goals
of an industry program. ...”

Unrealistic and sometimes-conflicting mission statements for correctional
industries have often made it difficult for these programs to incorporate the
concept of becoming self-sustaining operations. Correctional industries can
provide a valuable public service in making available a variety of products and
services at a reasonable cost. In addition, all industries should work toward
the goal of becoming self-supporting. Today many industries are demonstrat-
ing that they also can make a profit. These proceeds benefit the industrial
operation as well as the correctional system as a whole.

“‘Support reinvestment of profits to expand industrial programs, improve
overall operations, maintain and upgrade equipment, and support inmate
training programs. . ..”

A good correctional industry operation requires good eguipment and sup-
plies. Training offenders on outmoded equipment or for jobs that are not
available in the community works asainst the goal of providing offenders with
marketable skills and vocations. Reinvesting profits into activities designed
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to help offenders achieve economic self-sufficiency makes good economic
sense. Reinvestment of profits also functions as an important incentive for
inmate workers, as they see the results of their labor reinvested in programs
to help give them a more secure footing in the competitive marketplace.

“Integrate industry programs, public or private, with other institutional
programs and activities. . .."

Correctional industries must deal with situations unique to prisons, jails,
and other correctional facilities. Security issues, program scheduling, and
“calling-out’ of offenders during work hours to meet with other institutional
staff are among the areas that most often conflict with industry operations.

Corrections and industry administrators together need to establish
workable written policies and procedures so that the objectives of both par-
ties can be realized. Correctional administrators shouid try to ensure that the
day-to-day operation of the institution facilitates rather than retards the ef-
forts of their industrial operations. For example, cooperative efforts between
vocational education programs and correctional industries.maximize the use
of limited resources and benefit the training and skills development of in-
mates.

The chain of command between industry and other institution programs
should be explicit, with areas of responsibility and accountability detailed in
written ‘documents. The institution’s chief administrator should assume
overall leadership for the coordination and integration of all programs and
services.
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on Crowding and
Excessive Workloads

Introduction:

Statement:

Overpopulation of correctional programs and facilities can negate the effectiveness of
management, program, security, and physical plant operations and can endanger of-
fenders, staff, and the public at large. High population density within correctional
facilities has been associated with increased physical and mental problems, more fre-
quent disciplinary incidents, higher rates of assault anu suicide, and decreased effec-
tiveness of programs and services. When the population of a correctional program or
facility exceeds capacity, maintaining safe and reasonable conditions of confinement
and supervision becomes increasingly difficult, and may become impossible. Excessive
workloads in institutional and community corrections dilute effectiveness of supervision
and support services and threaten public safety.

The number of offenders assigned to correctional facilities and community services
should be limited to levels consistent with recognized professional standards. Correc-
tional agencies shouid:

A. Establish and maintain safe and humane population and workload limits for
each institution and service program based on recognized professional stan-
dards;

B. Develop, advocate, and implement, in coordination with the executive,
legislative, and judicial branches of government, emergency and longterm pro-
cesses by which offender populations can be managed within reasonable
limits;

C. Anticipate the need for expanded program and facility capacity by using pro-
fessional population projection methodologies that reflect both demographic
and policy-related factors influencing correctional population growth:

D. Advocate the full development and appropriate use of pretrial/adjudication
release, probation, parole, community residential facilities, and other com-
munity services that are alternatives to assigning offenders to crowded
facilities or that reduce the duration of assignment of offenders to such
facilities;

E. Develop, advocate, and implement plans for necessary additional facilities,
staff, programs, and services.
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Discussion: Crowding and Excessive Workloads

all the problems facing corrections, overcrowding and excessive workloads have
had the most adverse impact on staff, inmates, probationers and parolees, and cor-
rectional services and programs, whether for adults or juveniles or for accused or ad-
judicated offenders. Overpopuiation of correctional programs is the most serious opera-
tional problem faced by correctional managers.

The public correctional policy on crowding and excessive workloads is based on two
basic principles. First, the policy is directed to the full range of correctional programs and
services, not only institutions. Second, the policy directs correctional administrators, in
concert with all branches of government, to take specific actions to address this problem
and initiate and implement long-term solutions.

The term “‘crowding’” in the policy’s title relates primarily to institutional corrections.
Just as schools and hospitals, correctional institutions are designed for a certain max-
imum population. Once that population is exceeded, the same types of strains on people,
equipment, and services occur as do in any overcrowded facility.

The critical difference is that the strains already present in correctional facilities far ex-
ceed those of normal residential living. Placing two or three inmates in a room designed
for one drastically increases management problems and the potential for violence, as
does the conversion of recreational areas, classrooms, and other program space to dor-
mitories.

The term ‘“‘excessive workload” in the policy's title is directed primarily to non-
institutional services, such as parole and probation supervision, and to facility-based ser-
vices such as education and vocational training programs, recreational programs,
medical care, and food se&rvice. Workioad refers to the quantified relationship between
the amount of time needed to satisfactorily perform one’s work (e.g., the amount of time
needed by a probation officer to satisfactorily supervise each particular probationer
assigned to hirn or her) and the amount of time available.

The policy calls on correctional agencies to do the following:

A. ‘“Establish and maintain safe and humane population and workload limits. . .
based on recognized professional standards. . .."”

The first step in responding to crowding and excessive workloads is to define
what constitutes such conditions. These definitions should be based on recogniz-
ed professional standards, which include not only the standards of the American
Correctional Association but also relevant standards for optimum workloads from
other disciplines such as vocational training, education, and medical services.

B. ~ ‘“Develop, advocate, and implement, in coordination with the executive,
legislative, and judiciai branches of government, emergency and long- term pro-
cesses by which offender peopulations can be managed within reasonable
limits. . .."”

All three branches of government share responsibility for conditions within cor-
rectional programs and facilities. The expression “emergency and long-term pro-
cesses’ is intended to demand immediate action when crowding and workload
Jevels have become dangerous, unhealthy, or a threat to public safety. While life-
threatening conditions demand immediate action, long-range planning is needed
to prevent future crises. This requires the funding necessary to undertake long-
range planning, based on valid and comprehensive data, and to implement those
plans.

C. ‘“Anticipate the need for expanded program and facility capacity by using profes-
sional nopulation projection methodologies that refiect both demographic and
policy-related factors. . .."”

Professional population projection methodologies assist correctional ad-
ministrators and justice policy-makers to anticipate the effects of policy decisions
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that are within their control as well as the effects of demographic trends, which are
beyond their control. Policy decisions include proposed or actual changes in
statutes and agency policies and procedures. ldeally, all policy-related factors
should be carefully scrutinized for their effects on correctional populations before
any such changes are authorized.

‘“Advocate the full development and appropriate use of pretrial/adjudication
release, probation, parole, community residential facilities, and other communi-
ty services that are alternatives to assigning offenders to crowded facilities or
that reduce the duration of assignment of offenders to such facilities. . ..”

The term “appropriate use’ recognizes the potential for any new or expanded
community-based program to become filled with offenders who could have been
appropriately assigned to less restrictive programs and services. This merely in-
creases the degree of supervision of persons already in the community without
reducing the number of offenders confined in crowded facilities.

“Full development and appropriate use’ of community-based facilities and ser-
vices can also reduce the length of time certain offenders are incarcerated. After
serving a portion of their sentence, many offenders can be safely released to an ap-
propriate form of supervision in the community. This is especially significant
because of the current trend toward longer sentences in many jurisdictions.

“Develop, advocate, and implement plans for necessary additional facilities,
staff, programs, and services. . .."”

Additional resources are absolutely necessary to remedy the problem of
crowding and excessive workloads in corrections. Additional resources alone will
not resolve the problem, however. Those resources must be applied within the con-
text of a comprehensive effort involving informed policy-making and the full
development of alternatives to secure incarceration and facility-based correctional
services. Moreover, such effort must be on-going and systematic. The four actions
called for in items A through D are just as critical as additional resources to achiev-
ing a rational, long-term solution to excessive workloads and overcrowded facilities
and programs.
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Public Correctional Policy
on Design of
Correctional Facilities

introduction:

Statement:

The effectiveness and efficiency of correctional staff in maintaining security and deliver-
ing services can be either enhanced or limited by the physical plants in which they
operate. Quality design has long-term cost and program advantages in assisting a correc-
tional system to accomplish its mission.

Correctional architecture is unique, involving the design of facilities that are functionally
and environmentally supportive of the needs and activities of a confined society. The
design of such facilities is a multidisciplinary process. To improve the design quality and
operational adequacy of new and renovated correctional facilities, correctional agencies

should:

A.

Define operations of correctional facilities prior to design, including written
specifications of the facility’s mission and functional elements, basic operating
procedures, and staffing patterns so the design can fully support intended cor-
rectional operations;

Select architects ‘and engineers on merit, as demonstrated by either suc-
cessful completion of prior correctional projects, or by successful completion
of other projects combined with access to recognized correctional expertise;

Design correctional facilities through a multidisciplinary process that directly
involves correctional professionals, criminal justice planners, architects and
engineers, and that also seeks the contribution of other groups and disciplines
who have an interest in the facility’s design, including those involved in the
facility's day-to-day operations;

Ensure that facility designs conform to applicable codes and nationally approv-
ed professional standards and that they encourage direct interaction in super-
vision of offenders, consistent with staff safety;

Ensure facility design is sufficiently flexible to accommodate changes in of-
fender population and in the facility’s mission, operating procedures, and staff-
ing;

Maintain project oversight to assure design objectives are met;

Recognize the need for early selection of key staff who will be responsible for
initial operation of the facility so they can participate in the design and con-
struction process; and

Engage in an ongoing process of research and evaluation to develop, improve,
and recognize the most successful design features, equipment technologies,
and operating procedures.
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The following discussion
clarifies for the general
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Discussion: Design of Correctionai Facilities

. jvercrowding and antiquated facilities have placed renovation and new
<= building high on the priority list of many correctional systems. At the same
time, state and iocal governments are often dismayed at the high costs of con-
structing secure facilities. But construction costs, including architectural fees, ac-
count for only IO percent of the total costs of operating a facility over a 30-year
period; staffing will account for 8| percent of the costs over this period, and opera-
tions (utilities, food, maintenance) for 9 percent. Because facility design has a
significant impact on staffing patterns and operating efficiency in addition to safety
and security measures, correctional agencies should devote considerable thought
and effort to new construction projects and should emphasize: effective and open
communication among all those involved in the design and operation of the facility.

Correctional architecture carries the same requirements for functional and
humane design as any other kind of specialized architecture, whether for hospitals
or private homes. Just as a poorly designed house with poor traffic patterns, inade-
quate space for needed activities, poor construction technigues, and inadequate
mechanical systems will hamper and frustrate family living, so will a poorly design-
ed correctional facility frustrate and hamper the safety of staff and offenders and
the efficient operation of programs and services,

Contemporary thinking about correctional facilities suggests that the institu-
tional atmosphere should be as normal as possible for both offenders and staff,
while providing the necessary safety and security. The operating experience of in-
stitutions throughout the nation attests to the benefits and cost-savings of this ap-
proach to correctional design.

A. . “Define operations of correctional facilities prior to design. . . so that the design
can fully support intended operations. . ..”

In order for the design to fully support intended correctional operations, the
operations must be clearly defined: number and type of offenders to be housed;
type and size of programs and services to be available; security levels (maximum;
medium; minimum; mixed levels of security); and number and type of staff. Oppor-
tunities for interaction with the community and volunteers must also be defined
before the design process can get underway.

B. “Select architects and engineers on merit, as demonstrated by either successful
completion of prior correctional projects, or by successful completion of other
projects combined with access to recognized correctional expertise. . .."”

Correctional expertise is essential to the design process. Contemporary design
philosophy for corrections focuses on promoting a humane atmosphere while pro-
viding the necessary safety and security. In recent years correctional architecture
has been moving away from the traditiona! .ymbols of punitive incarcera-
tion—such as tiers of windowless cells. At the same time, correctional design.and
construction must provide the level of security appropriate to a facility’s popula-
tion. Successful correctional design and construction require an understanding of
correctional goals and the correctional mission for the facility as well as engineer-
ing and architectural competency.

C. ' ‘“Design correctional facilities through a multidisciplinary process that directly
involves correctional professionals, criminal justice planners, architects, and
engineers. ...”

Just as the design of correctional information systems requires the input of
those who need and will use the information, so does the design of correctional
facilities. Staff training needs, optimal expansion capabilities, and new programs
and services must all be taken intc account as part of the design process. The
question of how well the facility blends with the surrounding community and future
plans for development of the area are other important considerations that enterin-
to the earliest stages of design.
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“Ensure that facility designs conform to applicable codes and nationally approv-
ed professional standards and that they encourage direct interaction in supervi-
sion of offenders, consistent with staff safety. . .."”

Facility design and construction should conform to national standards for profes-
sional correctional practice and to all applicable life and safety codes. In addition,
designs should encourage direct staff supervision of inmates when possible.

Direct supervision means that staff are not isolated from the offenders under
their supervision, but, rather, work in direct contact with them and supervise direct-
ly rather than passively from an observation booth or from behind barricades such
as glass walls. Experience has shown that, in general, direct supervision fosters
better interpersnnal relationships between staff and offenders and ieads to more
knowledgeable decision-making because staff better know the offenders under
their supervision. In addition, it has been found to reduce the potential for disrup-
tive behavior because staff can directly intervene in disputes and defuse potentially
dangerous situations before they escalate.

“Ensure facility design is sufficiently flexibie to accommodate changes. . .."”

Correctional facilities frequently remain in use for as many as 50 to 75 years. A
flexible design can respond to changes in types of offenders housed and types of
programs and services offered. Designs with numerous multiuse spaces of dif-
ferent sizes facilitate changes in programs and services. Another important design
feature for fiexibility is the use of small housing units. This design feature enables
institutions to house small groups of offenders according to their individual pro-
gram needs.

‘‘Maintain project oversight to assure design objectives are met. . ..”

Building or renovating a correctional facility takes time. The correctional agency
should continue its involvement and oversight responsibilities throughout the pro-
cess. The best person to maintain this oversight is the person who will ultimately
manage the institution, as it.is the administrator who best understands the func-
tions and staffing patterns that the facility is to accommodate.

‘“Recognize the need for early selection of key staff who will be responsible for
initial operation of the facility. . ..”

Ideally, the key staff for any correctional facility will be selected early in the
design process so that they can contribute to the design effort. Early selection also
enables these key staff to fully understand how the facility will operate and to sug-
gest changes and modifications as needed. All staff who will work in the facility
should have an opportunity to test and become thoroughly familiar with the
buildings, mechanical systems, and operating procedures prior to the facility's
opening. :

“Engage in an ongoing process of research and evaiuation to develog, improve,
and recognize the most successful design features, equipment technologies,
and operating procedures. . ..”

Correctional architecture is a growing field. New technologies and construction
techniques are appearing constantly. Correctional agencies should keep up to date
on these changes and should maintain contact with professional groups concern-
ed with correctional architecture. In addition, agencies can benefit greatly from
both the successful and the less successful operating experiences of agencies that
have built new facilities or renovated existing ones.
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Public Correctional Policy
on Female Offender Services

introduction:

Statement:

Correctional systems must develop service delivery systems for accused and ad-
judicated female offenders that are. comparable to those provided to males. Additional
services must also be provided to meet the unique needs of the female offender popula-

tion.

Correctional systems must be guided by the principle of parity. Female offenders must
receive the equivalent range of services available to other offenders, including oppor-
tunities for individualized programming and services that recognize the unique needs of

this population. The services should:
A.

Assure access 1o a range of alternatives to incarceration, including pretrial and
post-trial diversion, probation, restitution, treatment for substance abuse,
halfway houses, and paroie services;

Provide acceptable conditions of confinement, including appropriately trained
staff and sound operating procedures that address this population’s needs in
such areas as clothing, personal property, hygiene, exercise, recreation, and
visitation with children and family;

Provide access to a full range of work and programs designed to expand
economic and social roles of women, with emphasis on education;
career counseling and exploration of non-traditional as well as traditional voca-
tional training; relevant life skiils, including parenting and social and economic
assertiveness; and pre-release and work/education release programs;

Facilitate the maintenance and strengthening of family ties, particularly those
between parent and child;

Deliver appropriate programs and. services, including medical, dental, and
mental health programs, services to pregnant women, substance abuse pro-
grams, child and family services, and provide access to legal services; and

Provide access to release programs that include aid in establishing homes,
economic stability, and sound family relationships.
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discussion was prepared by
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Discussion: Female Offender Services

Because of their comparatively small numbers, female offenders—both adults
and juveniles, accused and adjudicated—have been virtually ignored in the justice
system. While data suggest that female offenders are very receptive to rehabilitation pro-
grams and supportive services, they seldom have accessto such programs, and certain-
ly not to the range of services available to male offenders.

Some female facilities and programs are excellent. Many, however, have never receiv-
ed the resources they need to offer parity of programs and services and to provide the
necessary training to their staff. As a result, many institutions have had to simply “hold”
their female inmates, providing few opportunities to them for constructive change.

Justice professionals and the public should be made aware of the profound need for
parity of resources and services for females.

A.  “Assure access to a range of alternatives to incarceration. . ..”

It is fiscally and programatically sound that the alternatives available for adult and
juvenile female offenders include programs and services that address their needs
in the least restrictive setting consistent with public safety. The majority of female
offenders are arrested for crimes against property; few pose a risk to society. Con-
sequently, as opposed to secure confinement, community placement—whether
on pre-adjudicated release or probation, in a residential program, or on parole—can
provide the level of structure and support needed by many female offenders. At the
same time, community placement considerably reduces the cost burden to tax-
payers. Programs that aliow female offenders to be gainfully employed not only
promote self-sufficiency; they enable the individual to make restitution and con-
tribute to the cost of her correctional program.

Substance abuse is a significant problem that can best be treated in the kinds of
programs that generally are available in the community but not in traditional institu-
tions. Treatment in the community may also be the most efficient and effective
means for some offenders to address other areas of personal need, such as educa-
tion, employment, and maintaining family and community ties. All of these options
should be available, either in the community or in institutions, for female as well as
male offenders.

B. “Provide acceptable conditions of confinemnent, including appropriately trained
staff and sound operating procedures that address this population’s needs. . ..”
Departments of correction should ensure that their written policies and pro-
cedures address hoth female and male offenders. Historically, manuals of policies
and procedures have been written from the point of view of the male offender. For
example, official lists of *‘clothing to be issued,” “permissible personal items,” and
“rules of probation’ have overlooked the needs of the female offender; policies on
hygiene, recreation, paid employment, and visitation with children are often inap-
propriate for female offenders or else do not exist.

In addition, requirements and opportunities for staff development often overlook
the needs of administrators and staff for professional, ongoing training in manag-
ing the female offender. For example, staff training in the issues relating to child
welfare is needed so that staff can assist inmates with the complex arrangemants
that must be made with other agennies when a parent is incarcerated.

C. “Provide access to a full range of work and programs designed to expand
economic and social roles. . ..”
More than half of the nation's workforce is now female. Most women who: are
convicted of crimes held jobs before their conviction, yet most also were earning in-
comes below the poverty level. The majority of these women were also the sole
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support for themselves as well as their children. Adequate academic education pro-
grams and occupational assessment and training for female offenders is therefore
a critical need.

To successfully compete in a demanding job market, female offenders should
receive the opportunity for suitable training, based on their interests and abilities, in
both traditional and non-traditional vocations. Many female offenders also lack the
relevant lifeskills necessary for successfully managing a household and being in-
dependent in a competitive and costly society. Whether in an institution or under
community supervision, females should have an opportunity to acquire and prac-
tice these skills through instruction, counseling, and gradual release programs
such as furloughs and pre-release. Work release programs should be available so
that female offenders can apply their training in a structured and supportive set-
ting.

‘“Facilitate the maintenance and sirengthening of family ties, particularly those
between parent and child. . ..”’

Undue separation of parent and child punishes both. Incarcerated mothers and
their children experience serious problems in maintaining their relationships with
each other, much less improving them. In general, society not only has ignored the
need of these children for a parent; it has ignored the need of incarcerated mothers
to remain a parent to their children. it is impaortant, for example, that incarcerated
parents be involved in the decision-making about any support services needed by
their chiidren.

Female offenders should have the opportunity to participate in programs on mar-
riage, the family, and parenting that are taught by qualified individuals. Many of
these offenders received poor parenting as children; many were neglected and
abused both emotionally and sexually. Yet, on their release, incarcerated mothers
are usually expected to resume their parenting role, usually as the head of the
household. To prevent a cycle of abused and neglected children, these offender
mothers must have the opportunity to learn effective parenting skills.

Moreover, it takes both time and support to improve family relationships. To ade-
quately address this need, female offenders and their children should have the op-
portunity to spend extended periods of time together, in both structured and
unstructured situations.

“‘Deliver appropriate programs and services. . .."”

Programs that restore and help maintain physical and mental well-being and that
address uniqgue needs such as pregnancy and menopause are essential for female
offenders. Adequate care for the prenatal and postpartum woman should be
available. It is particularly important that the nurses, physicians, and mental health
staff working with female offenders have an interest in and specific knowledge of
female physiology and mental health. In addition, female offenders should have ac-
cess to attorneys who are knowledgeable about the legal questions surrounding
women’s rights.

“Provide access to release programs that include aid in establishing homes,
economic stability, and sound family relationships. . .."”

One of the penalties of incarceration is that it weakens and even destroys the of-
fender's support systems in the community. Before their arrests, many female of-
fenders were dependent on spouses, parents, or others for emotional and financial
support. More often than not, however, released female offenders must establish
residences, find employment, and attempt to reestablish family ties without
assistance. Their fear, loneliness, dependency, and frustration are serious threats
to their success after their release from correctional supervision.
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Most female offenders could benefit from release programs that allow them to
gradually assume responsibility for themselves and their dependents. Even if an
outside support system is intact, returning to family and community can be an
unsettling experience, especially as the offender tries to carry over newly acquired
skills and an improved self-image. Post-release programs (e.g., community-based
counseling and monitoring) offer the offender needed support, encouragement,
and guidance during this critical time.



32

Public Correctional Policy
on Information Systems

introduction:

Statement:

Timely and accurate information is a basic requirement for &ffective management of
organizations. Such information forms a basis for sound decision-making and provides
for accountability in operations and program results.

For correctional managers to function effectively, they must have accurate and timely in-
formation. The design of correctional information systems must reflect combined efforts
of both correctional professionals and information system specialists. To meet the
diverse needs of a correctional agency, information systems should be designed that will
support the management processes of the agency as their primary function, support ser-
vice delivery functions by providing data relevant to their efficiency and outcome, and
provide sufficient flexibility to support relevant research and evaluation.

To promote development of effective information systems, correctional agencies
should:

A. Clearly define the desired scope of the system, consistent with a realistic
assessment of anticipated resources and technologies;

B. [Involve and train correctional managers in all stages of system development
and operation to ensure managers’ needs are met;

C. Prepare detailed and carefully monitored development plans to ensure
systems are designed and implemented in a timely and cost-effective manner;

D. Require that the system include formal evaluation procedures to ensure the
quality of system input and output;

E. Cooperate with correctional, law enforcement, and other public agencies to
provide for mutual sharing of information, consistent with legitimate concerns
for privacy, confidentiality, and system security;

F. Ensure appropriate information needs of the public are met, consistent with
legal requirements; and

G. Advocate provision of resources to implement and update advanced informa-
tion system technologies.
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Discussion: information Systems

M odern management techniques require that justice agencies he able to
collect, analyze, and act on large volumes of information. While information
technology by itself will not solve organizational problems, an understanding and utiliza-
tion of information technology is essential if correctional agencies are to meet contem-
porary standards of accountability and efficiency.

Most correctional agencies have only limited resources to allocate to system develop-
ment. To achieve maximum benefit from any information system, agencies need to
carefully rate their information goals in order of priority. The highest priority should be
given to information that supports the basic management processes of the agency. Man-
dated daily activities must be conducted efficiently before resources can be committed
to other important, but optional, efforts.

As a second priority, information systems should support the service and program
functions of the agency by providing data relevant to efficiency and outcome. These data
enable managers to determine if objectives are being met. They also allow them to deter-
mine if new programming is needed or if existing programming should be modified or
curtailed.

An information system should be sufficiently flexibie to support relevant research ef-
forts. An effective program of research and evaluation is needed to address such basic
issues as the causes of criminal behavior, ways to control that behavior, and the effects
of correctional programming. Such knowledge is essential to guide policy-makers and
governmental agencies in their decisions about existing and proposed correctional pro-
grams, services, and facilities.

In recent years many organizations have expended considerable effort and resources
on systems development only to be disappointed in the results. These failures are usually

~ the result of inadequate input from the users during the design and development pro-

cess. To avoid this, correctional managers must determine and clearly state the
capabilities they need in a system. These capabilities should be communicated to system
specialists for translation into technical development steps. Most system failures can be
avoided if correctional managers maintain close control of the desigh and implementa-
tion process and ensure that the seven development guidelines listed in the policy state-
ment are followed:

A. ‘“Clearly define the desired scope of the system, consistent with a realistic
assessment of anticipated resources and technologies. . ..”
To be useful, any information system must be specifically tailored to the opera-
tion it is intended to support. This is true whether the system is based on com-
puters or manual files.

Devoting time and resources to developing a system that cannot meet an agen-
cy's basic record-keeping requirements is an obvious waste, as is the devotion of
time and resources to an overly sophisticated system. In addition, adequate
resources must be available for staff training and ongoing system maintenance so
that the system remains functional.

B. “Invoive and train correctional managers in all stages of system development
and operation to ensure managers’ needs are met. . .."”

Correctional managers must be fully involved from the beginning of the design
process to ensure that the operationai needs of the organization are met. Informa-
tion specialists cannot design effective systems without guidance and direction
from the functional managers. Moreover, involving correctional managers
throughout the process heips ensure that they can use the system and that they
understand its capabilities both for the present and the future.
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“Prepare detailed and carefully monitored development plans to ensure systems
are designed and implemented in a timely and cost-effective manner. . ..”

While the design and implementation of an information system requires time,
the continuing emergence of new technologies can postpone final decisions and
implementation indefinitely. Once a correctional agency decides to embark on a
system, it should draw up a detailed plan setting priorities, estimating costs, and
establishing a timetable for design and implementation. Agencies must then
carefully monitor their plans to ensure they are carried out on schedule and within
budget.

“Require that the system include formal evaluation procedures to ensure the
quality of system input and output. . ..”

The data received from an information system must be accurate and relevant to
the agency’s needs. This requires that the data entered into the system be ac-
curate and complete. The guality of system input and output should be evaluated
periodically to ensure that information is being entered and produced as planned.
Any system should also be independent of efforts to manipulate data input and col-
lection.

‘“‘Cooperate with correctional, law enforcement, and other public agencies to
provide for mutual sharing of information, consistent with legitimate concerns
for privacy, confidentiality, and system security. . ..”’

Information sharing with other public agencies improves the quantity and quality
of information available for correctional decision-making, whether the subject is
classification or long-term population projections.

The process of admitting and properly classifying a new inmate in a prison, for
example, is dependent on timely, accure*z, and comprehensive information about
the offender. This information exists in various records from various sources: court
commitment papers (courts), presentence reports (probation offices), custodial
transfer forms (jails), health transfer forms (jails), warrants and detainers (courts),
and notice of parole violation (parole agency).

Yet, too often, many of these records are difficult to read, contain incomplete or
inaccurate data, or arrive late or never at all. This creates time-consuming duplica-
tion of testing and reconciling of discrepancies. |dentification of health, psychiatric,
or behavior problems may be delayed. Moreover, when vital data are missing, in-
stitutions tend to “‘overclassify” inmates-—provide more supervision and controls
than necessary—in order to avoid the risk of providing too little.

Standardized formats and computer interfaces between agencies can radically
reduce both the time it takes to transfer information and the number of errors that
occur during processing and transferring that information.

“Ensure appropriate information needs of the public are met, consistent with
legal requirements. . .."”

Correctional agencies have a responsibility to meet the legitimate information
needs of the public. These information needs include general information on the
agency's operations—its offender populations, types and size of programs, budget
information—and specific information on individual offenders (e.g., location, length
and type of sentence).

“Advocate provision of resources to implement and update advanced informa-
tion system technologies. . .."”

Ihformation systems development is a burgeoning field. New technologies are
emerging almost daily. Agencies should plan ahead for the eventuality of updating
their information systems. A piecemeal approach to improved technologies will be
less successful and more expensive than a coordinated approach. This requires
that adequate funds be committed in advance so that the system can be updated
as needed.
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on Juvenile Corrections

introduction:

Statement:

The juvenile corrections system must provide specialized care for young offenders
in-our society. Juvenile corrections, although sharing the same overall purpose as
adult corrections, has significantly different processes and procedures and re-
quires specialized care, services, and programs.

Children and youth have distinct personal growth and developmental needs and
should be secure from any harmful effects of association with adult offenders.
Juvenile corrections must provide a continuum of programs, services, and facilities
for accused and adjudicated juvenile offenders that are separate from those for
adult offenders. Services and care for the individual youth must be of primary con-
cern, consistent with protection of the public and maintenance of social order. To
achieve these goals, juvenile corrections officials and agencies should:

A. Establish and maintain effective communication with all concerned with
the juvenile justice system—executive, judicial, and legislative officials,
prosecution and defense counsel, social service agencies, schools, police,
and families—to achieve the fullest possible cooperation in making ap-
propriate decisions in individual cases and in providing and using services
and resources;

B. Provide a range of community and residential programs and services to
meet individual needs, including education, vocational training, recrea-
tion, religious opportunities, family, aftercare, medical, dental, mental
health, and specialized programs and services such as substance abuse
treatment;

C. Involve the family and community as preferred resources and use the
least restrictive appropriate dispositions in program planning and place-
ment for juveniles;

D. Exclude from correctional systems all status offenders (those whose
behavior would not be considered criminal if committed by adults);

E. Operate a juvenile classification system to identify and meet the program
needs of the juvenile offender, while actively considering -the public's
need for protection; and

F. Support limitations on the use of juvenile records according to approved
national standards, recognizing that the need to safeguard the privacy
and rehabilitative goals of the juvenile should be halanced with concern
for the protection of the public, including victims.
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Discussion: Juvenile Corrections

The juvenile corrections system, while sharing the same overall purpose as the
adult corrections system, is based on significantly different processes and pro-
cedures. The term “juvenile” in juvenile corrections is a legal term, and the definition of
“juvenile” varies from state to state.

In general, juvenile corrections views juveniles as developmentally immature and less
culpable for their behavior than adults. As such, the primary thrust of correctional pro-
grams and services for juveniles is to treat, guide, protect, and rehabilitate. At the same
time, juvenile corrections shares the concern of adult corrections for protecting the
public safety and maintaining social order.

Until the turn of the century, juveniles who committed crimes were processed through
the adult criminal courts. In 1899, in response to reform movements, the first juvenile
court was established in Cook County, lllinois. The philosophy underlying its creation was
the English tradition of equity and the doctrine of parens patriae, which held that govern-
ment had the right as well as the duty to serve the child's needs if the child's parents fail-
ed to. In contrast, the adult justice system (criminal courts) is based on the English tradi-
tion of law, which limited the power of the state to take action against an individual ex-
cept when it could be proved beyond a reasonable doubt that the person had violated a
criminal law or when the safety of the community was jeopardized.

The intent of the juvenile court was to consider in an informal and nonthreatening
manner the child’'s general situation and needs as well as any delinquent acts. Children
were seen as having a right to ““custody’’ by the state, but not to the rights afforded in
criminal court. Emphasis was on the best interests of the child, and there was little em-
phasis on the kinds of legal safeguards provided to a defendant in an adult criminal case.

The vast discrepancy between the original hopes and intent of the juvenile court and
the realities of the limited resources and sometimes-harsh methods applied to juveniles
spawned a second reform movement in the I1960s. This reform movement was directed
at curbing the powers of the juvenile court and, indirectly, the powers of parents. In re
Gault (387 U.S. 1), decided in 1967, was the first important U.S. Supreme Court case
regarding juvenile rights. Since then, the drive to provide constitutional rights to
juveniles, such as the right to counsel and the righ" to appeal, has developed rapidly so
that the juvenile legal system in many ways parall2ls the adult legal system.

State and local social service agencies have been slow to keep pace with many of
these changes. As a result, in some jurisdictions there are few if any resources and ser-
vices for troubled youth who are not adjudged delinquent. As importantly, the need for
adequate funding, staffing, and evaluation of juvenile programs and services continues.
All of these factors underscore the importance of effective communication among ali
concerned with the juvenile justice system. As the ACA Declaration of Principles declares
in its basic precepts for corrections, '“Juvenile and adult correction- { agencies, whether
federal, state, or local, or public, private, or voluntary, mustregar. ¢ 'mselves as part of
a highly integrated larger system that must work together towara «ommon goals.”

A.  ‘“Establish and maintain communication with all concerned with the juvenile
justice system. . ..”

The components of juvenile corrections cannot operate alone; they need the
assistance of all concerned with providing services to youth, Our young people are
directly affected by the quality' of communication among government decision-
makers. Moreover, as much as any other group distinguished by special
characteristics, juveniles in trouble need knowledgeable and concerned advocates
to promote their best interests before all branches of government.
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“Provide a range of community and residential programs and services to meet
individual needs. . ..”

Correctional services for juveniles vary greatly from locality to locality. Quality
programs and services should be available to all youthful offenders. These pro-
grams should include preventive programs such as crisis intervention and counsei-
ing directed at diverting youth from becoming actively involved in criminal
behavior.

Once a youth is involved in the juvenile corrections system, a wide range of pro-
grams or services is needed to treat youth in accordance with their individual
needs. All programs and services should operate in accord with recognized na-
tional standards for juvenile corrections. These standards include the exclusion of
adjudicated juveniles from aduit prisons and jails.

“Involve the family and community as preferred resources and use the least
restrictive appropriate dispositions in prograrmn planning and placement for
juveniles. . ..”

The concept of reward and consequences, and the need for approval from
positive and caring role models, are strong motivators for youth. Because the
parent or legal guardian is legally responsible for the care of a minor child, it is im-
perative to involve the family and local community services where it is appropriate.
Juveniles themselves also need the opportunity to express their views on what
alternatives they consider to be in their best interests.

Detention of juveniles is usually seen as alast resort and then only to protect the
youth or the public. The treatment of youthful offenders operates under the
general philosophy that with proper instruction, guidelines, and support services, a
youthful offender who has strayed from lawful behavior can be convinced to
behave in the community. While most youth can be treated successfully in the
community (given that the necessary resources are available), some cannot be
diverted from further involvement in delinquency without the structure and contin-
uing reinforcement provided by skilled professional staff in a residential setting.

“Exclude status offenders from correctional systems. . ..”

Status offenders—those who commit acts that would not be considered criminal
if committed by adults—have their own special needs. This sector of the juvenile
population should be excluded from corrections and placed in their own unique
system. This allows status offenders, including runaways and chronic truants, to
receive needed help without the stigma attached to adjudication or disposition in
juvenile corrections. This has been partially achieved in some jurisdictions by case
law or statutory law that prohibits the comingling of status and adjudicated juvenile
offenders.

“‘Operate a juvenile classification system. . ..”

Juvenile corrections should make use of classification systems devised especial-
ly for juveniles so that an individual youth can receive the most appropriate pro-
grams and services. Continuing evaluation of the classification process and the ef-
fectiveness of programs and services is also necessary. The many shifts in
philosophy and conflicting ideas about delinguent behavior make it imperative that
correctional programs and services for juveniles be based on the most accurate in-
formation available about effective treatment.

‘“‘Support limitations on the use of juvenile records according to approved na-
tional standards, recognizing that the need tc safeguard the privacy and
rehabilitative goals of the juvenile should be balanced with concern for the pro-
tection of the public, including victims. . . .”

Confidentiality of juvenile records has been required in most jurisdictions except
in certain limited circumstances where the legal rights of defendants, victims, or
the juveniles themselves might be violated by strict adherence to these laws.
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Public Correctional Policy
on Legal Issues and Litigation

introduction:

Statement:

Adherence to law is fundamental to professional correctional practice. This entails
avoiding litigation through sound management, effective use of the adversarial process
to resolve issues that are litigated, and professional compliance with judicial orders.

Problems addressed through litigation, such as inadequate and insufficient facilities, ser-
vices, procedures, and staffing, can often be remedied through professional correctional
practice, supported by government officials and the public with the necessary capital and
operational resources. To achieve sound management of legal issues, correctional agen-
cies should:

A.

Use the standards and accreditation process of the American Correctional
Association and the Commission on Accreditation for Corrections as a method
to develop and maintain professional practice;

Consult frequently with legal counsel to remain informed of current
developments in the law and to anticipate and avoid emerging legal problems;

Train staff about legal issues and responsibilities and provide them with legal
representation when appropriate;

Attempt to resolve potential legal problems through dispute resolution techni-
ques such as administrative grievance procedures;

Negotiate and settle litigation when agreements can be developed consistent
with professional correctional practice;

Litigate, when no professionally reasonable alternative is possible, with the
best legal and correctional expertise available and with full preparation and
development of the case; and

Implement court orders in a professional manner.
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The following discussion
clarifies for the general reader
the correctional issues ad-
dressed in the policy. The
discussion was prepared by
members of the Advisory
Committee and staff of the
ACA Public Correctional Policy
Project.

Discussion: Legal Issues and Litigation

Differences of opinion in the interpretation of legal responsibilities and mandates
are not uncommon in a pluralistic, democratic society. Moreover, litigation is
sometimes necessary to settle conflict. The public correctional policy on management of
legal issues and litigation recognizes that adherence to law is fundamental to profes-
sional correctional practice. It further recognizes that litigation may be necessary when
no reasonable alternative is possible.

The greatest unresolved conflicts in corrections concern the policies, procedures, and
operating resources that, combined, create the conditions of correctional supervision
and confinement. In recent years, the number of lawsuits filed against correctional agen-
cies and individual staff for alleged violations of rights has increased dramatically. In
general, correctional liability suits have alleged viclations of one or more of the rights
guaranteed by the U. S. Constitution, especially the right to freedom of speech, the pro-
hibition against unreasonable searches and seizures, the right against self-incrimination,
the right to the assistance of counsel, the right against cruel and unusual punishment,
and the right to due process and to equal protection.

The policy encourages an active and informed approach to avoid the conditions and
situations that may give rise to legal conflict. It directs correctional agencies to:

A. ‘Use the standards and accreditation process of the American Correctional
Association and the Commission on Accreditation for Corrections. . ..”

As set forth in the policy on standards and accreditation, compliance with the
standards promulgated by the American Correctional Association assures that an
agency is complying with a professional body of standards for sound correctional
practice. Compliance with ACA standards means that agencies are also complying
with the professional standards promulgated by government health agencies and
the National Fire Protection Association’s Life Safety Code.

B. ‘‘Consuit frequently with legal counsel to remain informed of current
developments. . . and to anticipate and avoid emerging legal problems. . .."”
Awareness of the law is a prerequisite to adherence. Agencies must be aware of
federal; state, and local laws and regulations affecting correctional practice, as well
as the impiications of recent court decisions in both their own and other jurisdic-
tions.

C. . “Train staff about legal issues and responsibilities and provide them with legal
representation when appropriate. . .."”

Correctional personnel can be liable under both federal and state law. In addition,
they can be liable for both civil and criminal liabilities. Correctional staff, particularly
those working directly with offenders, should receive training on current and poten-
tial legal issues, offender and employee rights, the impact of recent court rulings,
and legal and administrative remedies.

Staff should understand that rules and regulations issued pursuant to law have
the force and effect of law and are binding on the individual staff member and cor-
rectional agency unless declared illegal or unconstitutional by the courts. Staff
should also understand that agency policies, guidelines, and administrative direc-
tives also have the force and effect of law, and that failure to follow them may lead
to administrative action or civil liability.

D. “Attempt to resolve potential legal probiems through dispute resoiution techni-
ques such as administrative grievance precedures. . ..”

Grievance mechanisms that assure that complaints will be resolved fairly are a

critical component of sound correctional management. Grievance systems reduce

litigation, improve the morale of both staff and offenders, and promote justice. All
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correctional agencies and programs should develop and have in place dispute
resolution techniques as a means to try to resolve disputes before they escalate to
litigation.

‘‘Negotiate and settle litigation when agreeients can be developed consistent
with professional correctional practice. . ..”

Dispute resolution techniques sometimes fail. If litigation is filed, correctional
agencies should meet with parties to the suit and attempt to reach a reasonable
settlement that is consistent with good correcticnal practice.

‘““LRtigate, when no professionally reasonable alternative is possible, with the
best legal and correctiona! expertise available and with full preparation and
development of the case. . ..”

Litigation is both expensive and time-consuming. Correctional agencies faced
with litigation should devote adequate time and resources to preparing and
presenting their case in a fully professional manner.

“Implement court orders in a professional manner. . .."”

Both public and judicial support of corrections depends in part on the manner in
which agencies fulfill judicial mandates. Correctional agencies have a fundamental
responsibility to comply with orders of the court and to carry out such orders in a
professional manner. Open lines of communication between the agency and the
court are critical.
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Public Correctional Policy
on Offender Education and Training

Introduction:

Statement:

Many accused and adjudicated juvenile and adult offenders lack basic educational, voca-
tional, and social skills necessary to enhance community integration and economic self-
sufficiency. These deficiencies may interact with other socioeconomic and psychological
factors to affect the life choices made by offenders and may limit the legitimate financial
and social opportunities available to these individuals.

Education and training are integral parts of the total correctional process. Governmental
jurisdictions should develop, expand, and improve delivery systems for academic, oc-
cupational, social, and other educational programs for accused and adjudicated juvenile
and adult offenders in order to enhance their community integration and economic self-
sufficiency. Toward this end, correctional agencies should:

A. Provide for assessment of academic, vocational, and social skills deficiencies
of those under their jurisdictions;

B. Make available opportunities to participate in relevant, comprehensive educa-
tional, vocational, and social skills training programs and job placement ac-
tivities that are fully coordinated and integrated with other components of the
correctional process and the community as a whole;

C. Ensure programs provided are taught by certified instructors in accordance
with professional standards and relevant technigues;

D. Provide incentives for participation and achievement in education and training
programs;

E. Maximize use of public and private sector resources in development, im-
plementation, coordination, and evaluation of education and training programs
and job placement activities; and

F. Evaluate the efficiency and effectiveness of program performance based on
measurable goals and objectives.
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The following discussion
clarifies for the general reader
the co;rectional issues ad-
dressed in the policy. The
discussion was prepared by
members of the Advisory
Committee and staff of the
ACA Public Correctional Policy
Project.

Discussion: Offender Education and Training

The majority of juvenile and adult offenders have not acquired the basic educational,
vocational, and/or social skills necessary for success in the world of work and in
society in general. Whether because of deficiencies within themselves or because of a
lack of resources or access to them in the community, offender populations are
characterized by high levels of illiteracy, negative attitudes toward scheal and work, low
levels of motivation, limited vocational skills, poor job-seeking skills, and low-status work
histories. These deficiencies clearly hinder community adjustment and economic self-
sufficiency upon release from correctional supervision.

Traditionally, education and training for offenders has been viewed as a part of institu-
tional programming. The public correctional policy on offender education and training
goes bevond this somewhat-narrow focus. It brings to the attention of all governmental
agencies, including educational and correctional systems, the need to expand and im-
prove these programs for offenders and the need to integrate them with other services
and programs, whether in the community or in institutions. For correctional systems this
necessitates the following actions:

A.  “Provide for assessment of academic, vocational, and social skiils deficien-
cies. ...”
ldentification and assessment of offenders’ educational and social needs should
be a part of the classification process. Ideally, this assessment should take place
prior to sentencing so that sentencing decisions and program assignments can
take into account the offender's identified deficiencies and the availability of
resources to correct them.

B. ‘“Make available opportunities to participate in relevant, comprehensive educa-
tional, vocational, and social skills training programs and job placement ac-
tivities. . .."”

Opportunities for education, vocational training, and job placement activities
should be available for both juveniles and adults, whether accused or adjudicated.
Programs provided by the correctional system should be integrated as much as
possible with existing resources in the community. Similarly, they should be coordi-
nated with other correctional progams and services in which the offender is involv-
ed.

Programs and services should be relevant to the offender’s needs; that is, they
should be practical in terms of the offender’s educational, economic, and social
realities. For example, vocational training programs should be based on reliable and
up-to-date information about job skills and fields that are in demand.

C.  “Ensure programs are taught by certified instructors in accordance with profes-
sional standards and relevant techniques. . ..”

As a group, offenders typically have experienced difficulties and failure with the
traditional education system. Education and training programs should therefore be
flexible and creative yet also meet professional standards. Programs shouid be
taught by certified instructors skilled in dealing with the particular age groups and
the identified deficiencies, whether academic, vocational, or social. All programs,
whether presented in the community or in institutions, should comply with federal,
state, and local statutes and regulations governing educational and vocational
training programs.

D. “Provide incentives for participation and achievement in education and training
programs....”
Both juvenile and adult offenders need to see immediate as well as long-range
benefits from program participation and achievement. Educational and vocational
training programs should include mechanisms that provide positive reinforcement
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for successful participation and individual achievement. These incentives can take

many forms, from tangible rewards—such as time credits that reduce the length of
Discussion on sentence—to less tangible incentives such as special events and activities that
Offender Education reward constructive behavior through approval, recognition, and praise.

and Training E. “Maximize use of public and private sector resources in development, im-
(continued) plementation, coordination, and evaluation. . .."”

Correctional education, training, and job placement activities cannot exist in a
vacuum. They must be integrated with existing community programs. This includes
not only coordination and cooperation among service delivery systems, but also
joint staff training and other employee development activities.

F. ‘“Evaluate program efficiency and effectiveness based on measurable goals and
objectives. . .."”

Just as public education and job placement programs should be subject to close
scrutiny and evaluation, programs for offenders should be made accountable and
measured against specific goals and objectives. This requires the resources to con-
duct follow-up evaluations of program effectiveness in promoting economic self-
sufficiency and law-abiding behavior in the community.




44

Public Correctional Policy
on Offenders with Special Needs

introduction:

Statement:

The provision of humane programs and services for the accused and adjudicated re-
quires addressing the special needs of certain offenders. To meet this goal, correctional
agencies should develop and adopt procedures for the early identification of offenders
with special needs. Agencies should also. develop a plan for providing the services that
respond to those needs and for monitoring the delivery of services in both confined and
community settings.

Correctional systems should assure provision of specialized services and programs to
meet the special needs of offenders. To achieve this, they should:

A. ldentify the categories of offenders who will require special care or programs.
These categories include:

1. Offenders with severe psychological needs, mental retardation, significant
psychiatric disorders, behavior disorders, multiple handicaps, neurological
impairments, and substance abuse;

2. Offenders who are physically handicapped or chronically or terminally ill;
3. Offenders who are elderly;

4, Offenders with severe social and/or educational deficiencies, learning
disabilities, or language barriers; and

5. Offenders with special security or supervision needs, such as protective
custody cases, death row inmates; and those who chronically exhibit poten-
tial for violent or aggressive behavior.

B. Provide specialized services or programs for those offenders who are iden-
tified as being in need of special care or programs. Such services and pro-
grams may be provided within the correctional agency itself, or by referral to
another agency that has the necessary specialized program resources, or by
contracting with private or voluntary agencies or individuals that meet profes-
sional standards;

C. Maintain specially trained staff for the delivery of care, programs, and services;
Maintain documentation of the services and programs provided;

E. Institute carefully controlled evaluation procedures to determine each pro-
gram'’s effectiveness and the feasibility of its continuation or the need for ad-
justments; and

F. Provide leadership and advocacy for legislative and public support to obtain
the resources needed to meet these special needs.
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The following discussion
clarifies for the general reader
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ed in the policy. The discus-
sion was prepared by
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Committee and staff of the
ACA Public Correctional Policy
Project.

Discussion: Offenders with Special Neads

cOrrectional systems have a fundamental responsibility to provide humane
care for all offenders assigned to them, accused and adjudicated, young and old,
male and female. Additionally, correctional systems are under legal obligation and
political pressure to address the special needs of certain groups of offenders.

The range of special needs embraces the full extent of human problems found in any
community, including substance abuse, mental impairment, pathological behaviors, and
severe learning disabilities.

Problems such as these make it difficult for offenders to function adequately in regular
community-based or institutional programs. Many offenders enter the correctional
system with such problems; indeed, they may enter because of such problems. Others
develop special needs while under correctional supervision by reason of age, illness, or
the stresses of confinement. Also, correctional facilities historically have been charged
with responsibility for people whose behavior is highly disruptive and/or dangerous, and
who require special security or supervision.

Recent trends in society have exascerbated the number of offenders with special
needs. One major trend is the movement to deinstitutionalize the mentally ill. As aresult,
many of these people are becoming wards of the correctional system. In addition, more
offenders are serving long sentences and in effect growing up and growing old in con-
finement. At the same time, correctional systems are facing the largest offender popula-
tions and workloads in their history, with all the stresses and problems produced by over-
crowding and reduced resources.

Larger offender populations have meant less program opportunities for work and
more time "“locked up” in many facilities. Reduced rescurces and increased caseloads in
all human service agencies have made obtaining services for offenders under communi-
ty supervision more difficult. Thereis increased demand for special programs in the com-
munity for delinquent juveniles and the emotionally disturbed. Moreover, expansion of
the drug culture has spawned not only large numbers of substance abus~rs who need
treatment, but also a new class of informants who need special protection (“protective
custody”) in jails and prisons.

In the last two decades much has been learned about the special problems and needs
of such groups as the elderly, the handicapped, and the mentally ill, and much has been
learned about how to meet those needs. The public correctional policy on offenders with
special needs identifies several categories of offenders who require special services or
programs and calls on correctional systems to offer appropriate programs and services:

A. “Identify the categories of offenders who. . .require special caire or pro-
grams. . ..”

Correctional systems should develop and implement classification policies and
procedures for the early identification of the special needs of both adult and
juvenile offenders. The availability of detailed information about individuals and the
use of sophisticated, validated classification systems make it possible to quickly
identify these offenders. In addition, early identification of special needs during the
presentence investigation permits the courts to choose the most appropriate
sentencing option, which in some cases may be placement with an agency other
than the correctional system.

B.  ‘“Provide specialized services or programs. . . within the correctional agency
itself, or by referral to another agency that has the necessary specizalized pro-
gram resources, or by contracting with private or voluntary agencies or in-
dividuals that meet professional standards. ."..”

Programs and services to meet the special needs of offenders should: I) Be com-
parable in quality to those available to the general citizenry; 2) be accessible to of-
fenders without exceeding the bounds of appropriate correctional control and risk
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to the public; and 3) meet recognized professional standards. The availability of
such programs and services should be consistent with the identified needs and the
concepts of fairness, sound correctional practice, and humane treatment of of-
fenders regardless of their status.

Some services and programs may be most effectively and efficiently provided by
human service agencies outside the correctional system. It is extremely difficult for
small correctional systems or systems with limited resources to staff and operate a
multitude of specialized programs. Moreover, it is not necessary that each correc-
tional facility or community-based program offer a full range of specialized ser-
vices; cooperative efforts among correctional facilities and agencies make good
sense and should be encouraged. This approach also allows correctional officials
the flexibility to diversify and change programs as necessary to-accommodate the
special needs of the offenders under supervision.

““Maintain specially trained staff for the delivery of care, programs, and ser-
vices. . ..”

The categories of offenders who require special care or programs are distinct. It
is obvious, for example, that the management, treatment, and supervision of the
severely mentally retarded offender will differ from that of the offender with a
physical handicap or the offender on ““death row." The correctional staff responsi-
ble for the delivery of programs and services to offenders with special needs re-
guire training specific to the needs of the offenders under their supervision.

““Maintain documentation of the services and programs provided. . ..”

Records should be maintained in sufficient detail so that other staff and agencies
can understand what programs and services are offered and how the individual of-
fender is responding to them.

“Institute carefully controiled evaluation procedures to determine each pro-
gram’s effectiveness and the feasibility of its continuation. . .."”

Reliable evaluation procedures are needed to determine how well a program
designed to meet special needs is achieving its goals. Such evaluation is important
for cost-benefit analyses, for making adjustments in programs, and for documen-
ting the services and treatment given.

‘‘Provide leadership and advocacy for legislative and public support to obtain the
resources needed to meet these special needs. . . ."”

Better understanding of the special problems and needs among offender
popuiations can help ensure better decision-making about the allocation of both
fiscal and jurisdictional resources to meet these needs. Those responsible for cor-
rectional budgets should be particularly aware of the funds needed to operate
these programs, including funding for specialized staff and staff training.
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Public Correctional Policy
on Parole

introduction:

Statement:

Parole is the conditional release of an offender from confinement before expiration of
sentence pursuant to specified terms and conditions of supervision in the community.
The grant of parole and its revocation are responsibilities of the paroling authority. Super-
vision of the parolee is provided by a designated agency that ensures compliance with all
requirements by the releasee through a case management process. Because the vast
majority of those incarcerated will eventually be released into the community, the public
is best protected by a supervised transition of the offender from institutional to com-
munity integration. Parole offers economic advantages to the public, the offender, and
the correctional system by maximizing opportunities for offenders to become produc-
tive, law-abiding citizens.

The parole component of the correctional system should function under separate but in-
terdependent decision-making and case supervision processes. Paroling authorities
should seek a balance in weighing the public interest and the readiness of the offender to
re-enter society under a structured program of supervisory management and control.
Paroling systems should be equipped with adequate resources for administering the in-
vestigative, supervisory, and research functions. Administrative regulations governing
the grant of parole, its revocation, case supervision practices, and discharge procedures
should incorporate standards of due process and fundamental fairness. To achieve the
maximum cost-benefits of parole supervision, full advantage should be taken of
community-based resources available for serving offender employment and training
needs, substance abuse treatment, and other related services. The parole system
should:

A. Establish procedures to provide an objective decision-making process incor-
porating standards of due process and fundamental fairness in granting of
parole that will address, at a minimum, the risk to public safety, impact on the
victim, and information about the offense and the offender;

B. Provide access to a wide range of support services to meet offender needs
consistent with realistic objectives for promoting law-abiding behavior;

C. Ensure any intervention in an offender’s life will not exceed the minimum need-
ed to ensure compliance with the terms and conditions of parole;

D. Provide a case management system for allocating supervisory resources
through a standardized classification process, reporting parolee progress, and
monitoring individualized parolee supervision and treatment plans;

E. Provide for the timely and accurate transmittal of status reports to the paroling
authority for use in decision-making with respect to revocation, modification,
or discharge of parole cases;

F. Establish programs for sharing information, ideas, and experience with other
agencies and the public; and

G. Evaluate program efficiency, effectiveness, and overall accountability consis-
tent with recognized correctional standards.
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The following discussion
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discussion was prepared by
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Discussion: Parole

The public correctional policy on the purpose of corrections indicates that the
overall mission of the criminal and juvenile justice system, consisting of law enforce-
ment, courts, and corrections, is to enhance social order and public safety. Because trie
vast majority of offenders will be released from confinement at some point, the public is
best protected by a supervised transition of the offender from institutional to community
life. For more than {00 years, the American Correctional Association has recognized
parole as an important method of protecting the public safety. Parole is a proven method
forthe reentry of incarcerated offenders into society and a proven method for providing
supervision of the released offender in the community. Experience has demonstrated
that an effective system of parole is essential to any corrections system.

In the 1983 report Towards a Nationwide Corrections Policy, corrections specialists
concluded that parole serves the following six important purposes. It is:

o A tool for correctional managers in motivating offenders toward constructive ac-
tivities and responsible behavior.

° A means of hindering residual disparity in dealing with inmate changes over time.

o A way to conserve human and economic resources.

e A source of hope for that group of potentially desperate inmates serving extremely
long or life sentences.

e  Post-release assistance to offenders in their efforts to reintegrate themselves into
society.

e Perhaps most importantly, a method of public protection through community sur-
veillance that allows for removal of the parolee from the community should he or
she violate the conditions of release.

The public correctional policy on parole calls for the parole system to do the following:

A.  ‘Establish. . . an objective decision-making process incorporating standards of
due process and fundamental fairness. . ..”

Parole boards have made significant progress in their effort to ensure the
fairness, equity, and accountability of parole as a structured process of release,
and these objective efforts should be continued. The issues of risk to public safety,
impact on the victim, and providing information about the offense and the offender
are essential elements in the parole decision-making process.

B.  “Provide access to a wide range of support services. . ..”

The supervision provided through a parole system offers protection to the public
as well as the opportunity for released offenders to receive services that can aid
them in their reentry and their daily living in our communities. In order to suc-
cessfully implement parole decisions, there must be adequate resources to main-
tain the necessary level of supervision and supportive assistance.

C. “Ensure any intervention in an offender’s life will not exceed the minimum
needed. ...”
Parole regulations and services should be employed only at the level necessary
for administering the sanction and for balancing concern for individual dignity,
public safety, and maintenance of social order.

D.  “Provide a case management system for allocating supervisory resources. . .."”
As with other correctional resources, the resources available to parole are
scarce. Therefore the most efficient and effective case management system is
needed. The case management system should have an objective method of
assessing the level of supervision and services needed by each offender, ensuring
periodic assessments of the parolee’s progress, and monitoring both the supervi-

sion and the treatment plans.
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“Provide for the timely and accurate transmittal of status reports to the paroling
authority. . ..”

Paroling authorities must have factual and timely information about an
individual's progress or lack of progress so that the necessary follow-up can be
made. Parole decisions on revocation, discharge, or modifications to the conditions
of release must be based on this information.

“Establish programs for sharing information, ideas, and experience. . .."”
Parole authorities should have means by which they can share their experiences,
innovative programs and strategies, and performance evaluations with other agen-
cies. This sharing of information benefits the total justice system as well as the in-
dividual parole system. Correctional practitioners have found again and again that
one need not reinvent the wheel—that we can and should learn from others. In ad-
dition, parole agencies should aggressively promote a system of providing the
public with information concerning their programs, policies, and procedures.

“Evaluate program efficiency, effectiveness, and overall accountability. . .."”

Recognized correctional standards can provide to parole systems the necessary
benchmarks from which they can evaluate their overall operations. The public cor-
rectional policy on parole strongly recommends that parole systems conduct an
ongoing evaluation program in the interests of meeting the individual needs of the
offender and of society at large.
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Public Correctional Policy
on Private Sector Involvement
in Corrections

introduction:

Statement:

Although most correctional programs are operated by public agencies, there is increas-
ing interest in the use of profit and nonprofit organizations as providers of services,
facilities, and programs. Profit and nonprofit organizations have resources for the
delivery of services that often are unavailable from the public correctional agency.

Government has the ultimate authority and responsibility for corrections. For its
most effective operation, corrections should use all appropriate resources, both
public and private. When government considers the use of profit and nonprofit
private sector correctional services, such programs must meet professional stan-
dards, provide necessary public safety, provide services equal to or better than
government, and be cost-effective compared to well-managed governmental
operations. While government retains the ultimate responsibility, authority, and
accountability for actions of private agencies and individuals under contract, it is
consistent with good correctional policy and practice to:

A. Use in an advisory and voluntary role the expertise and resources
available from profit and nonprofit organizations in the development and
implementation of correctional programs and policies;

B. Enhance service delivery systems by considering the concept of contrac-
ting with the private sector when justified in terms of cost, quality, and
ability fo meet program objectives;

C. Consider use of profit and nonprofit organizations to develop, fund, build,
operate, and/or provide services, programs, and facilities when such an
approach is cost-effective, safe, and consistent with the public interest
and sound correctional practice;

D. Ensure the appropriate level of service delivery and compliance with
recognized standards through professional contract preparation and ven-
dor selection as well as effective evaluation and monitoring by the
responsible government agency; and

E. Indicate clearly in any contract for services, facilities, or programs the
responsibilities and obligations of both government and contractor, in-
cluding but not limited to liability of all parties, performance bonding, and
contractual termination.
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Discussion: Private Sector involvement in Corrections

COrrectional agencies are responsible for a growing number of offenders and
for their many specialized needs in such areas as education, vocational training,
health care, mental health, and social skills training. There are strong concerns about the
need for more resources to bring correctional operations into compliance with constitu-
tional standards, maintain sound correctional practices, and improve the field as a whole.
Agencies are under great pressure to explore the widest range of alternatives for increas-
ing the effectiveness and efficiency of their operations. These alternatives include ser-
vices and programs provided through the private sector.

The involvement of the private sector through volunteers and private profit and non-
profit contractors is not new. In addition to these traditional cooperative relationships,
the public correctional policy on private sector involvement addresses the issue of
private operation of correctional facilities. The concept of privately operated correctional
facilities, particularly secure institutions for adults, is one on which there has been little
research and evaluation. This is primarily because there has been little experience with
this type of operation. Moreover, there is legitimate controversy about such an approach
to correctional operations. Nevertheless, this approach is being explored by an increas-
ing number of states, counties, and municipalities.

The American Correctional Association believes strongly that leadership and guidance
on this issue is needed. Therefore the policy on private sector involvement emphasizes
that all groups and individuals involved in correctional programs and services must
operate according to the recognized professional standards of the field. Further, the
policy affirms that the ultimate responsibility and authority for any correctional program,
service, or facility rests with the governmental body, riot the contractor. The role of con-
tracted services and programs is to supplement agency operations where there is a
demonstrated need, not to replace them. A clear understanding of this role is necessary
by all parties to any contract, including legislators, executive officials, members of the
judiciary, and contractors.

The policy establishes a course of direction for government to follow in exploring the
concept of private sector involvement in corrections. The policy states that it is consis-
tent with good correctional practice for government to:

A.  ‘““Useinan advisory and voluntary role the expertise and resources available i;rom
profit and nonprofit organizations in the development and implementation of
correctional programs and policies. . ..”

The expertise and resources of profit and nonprofit industrial, educational, and
service agencies can enhance the development and delivery of many programs for
offenders. Vocational and academic programs and correctional industry operations
can benefit greatly from the advice and experience of outside specialists. Correc-
tional agencies shouid be open to support and assistance from profit and norprofit
organizations in all areas of correctional programming and services.

B.  “Enhance service delivery systems by considering the concept of contracting
with the private sector when justified in terms of cost, quality, and ability to meet
program objectives. . ..”’

The. growth of professional standards and adherence to constitutional re-
quirements have meant that correctional institutions and programs no longer are
expected to be self-sufficient “worlds unto themselves,” isolated from the outside
community.

Correctional agencies have contracted for specialized treatment programs for
offenders for many years. Such programs include psychiatric services, drug
counseling, and post-secondary education. Correctional agencies are also using
the private sector to provide other services such as medical care, laundry, and food
service. Use of outside resources can enable agencies to obtain highly trained
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specialists and outside support on an as-needed basis. This can be cost-effective in
terms of both staffing costs and the costs of building and maintaining expensive
service components .

“Consider use of profit and nonprofit organizations te aevelop, fund, build,
operate, and/or provide services, programs, and facilities when such an ap-
proach is cost-effective, safe, and consistent with the public interest and sound
correctional practice. . ..”

The operation of halfway houses, foster homes, training schools, group homes,
and community centers by nonprofit groups has been a valuable resource for cor-
rections for many years. The continued expansion of inmate populations, plus the
need for replacing antiquated facilities, has led to discussion and limited irnplemen-
tation of the concept of privately operated secure adult facilities (e.g., prisons and
jails) for both short- and long-term confinement.

Some correctional practitioners and public employee organizations have ex-
pressed serious concerns about the idea of for-profit operation of secure facilities.
One concern is that staff development, training, and benefits for public employees
will be jeopardized. Another concern is the fear that it would be in the interest of
profit-making firms to keep "every bed occupied,” thereby possibly jeopardizing
the guality and quantity of correctional services and programs.

At the base of these concerns lie four issues: I) The possible adverse effect of the
profit motive on necessary public safety; 2) fear that the general public and state
legislatures may see private operations as a “‘quick fix" to the problems facing cor-
rections and to the requests for support expressed by correctional agencies; 3)
concern that what might initially appear a cost-effective approach could result in
escalating costs if a governmental unit became dependent on services provided by
the private sector; and 4) governmental liability for the actions of the private con-
tractor.

The American Correctional Association's policy statement acknowledges that
private sector interest in correctional programming is a fact of life and urges that all
concerns be addressed through open discussion, research, and evaluation.
Because decisions regarding correctional policy are made by many groups and in-
terests, any discussion of alternative delivery systems must emphasize and insist
upon adherence to professional standards in the operation of all correctional pro-
grams, services, and facilities.

“Ensure the appropriate level of service delivery and compliance with recogniz-
ed standards through professional contract preparation and vendor selection as
well as effective evaluation and monitoring by the responsible government agen-
cy....”

The selection of private resource organizations and individuals should be con-
ducted in an open and professional manner according to objective criteria.
Moreover, the policy affirms that correctional programs and services operated by
private contractors must do the following;

Comply with recognized standards of professionalism

Protect the public safety

Provide services equal to or better than those provided by government
Be cost-effective compared to well-managed governmental operations.

Agencies and contractors alike must understand that the ultimate responsibility
and authority for correctional operations resides with the government agency.
States, counties, and municipalities have the obligation to regulate the activities of
contractors and to hold contractors accountable for their actions. Agencies should
monitor contracted services and programs to ensure that contractors are comply-
ing with all terms of the contract. Agencies should also evaluate all contracted pro-



53

Discussion on
Private Sector
Involvement
(continued)

grams and services to ensure they are meeting the goals and objectives stated for
them and to make changes or improvements as necessary. Such monitoring and
evaluation should be carried out by trained, experienced professionals who can
discern the soundness of the correctional operations.

“Indicate clearly in any contract for services, facilities, or programs the respon-
sibilities and obligations of both government and contractor, including but not
limited to liability of all parties, performance bonding, and contractual termina-
tion...."”

Drawing up an equitable contract is a complex task and one with critical implica-
tions for litigation in the event of damages, injury, or mismanagement. Contracts
with private agencies and individuals should be professionally prepared and clearly
written. They should define the specific responsibilities and obligations of both the
government agency and the contractor. Contracts should inclu:'e clear statements
of the responsibilities and obligations of all parties in such are: as liability (of both
the government agency and the private individual or organization); bonding; staff-
ing levels and qualifications; program quality and quantity; fiscal auditing; monitor-
ing; performance evaluation of staff and operations; and terms of renewal or ter-
mination of contract.
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introduction:

Statement:

The vast majority of adjudicated adult and juvenile offenders remain in the community.
Probation is a judicial decision that assigns the responsibility for supervision and control
of these offenders to community corrections.

Probation is a frequently used and cost-effective sanction of the court for enhancing
social order and public safety. Probation may be used as a sanction by itseif or, where
necessary and appropriate, be combined with other sanctions such as fines, restitution,
community service, residential care, or confinement. Agencies responsible for probation
should:

A. - Prepare disposition assessments to assist the court in arriving at appropriate
sanctions. The least restrictive disposition consistent with public safety should
be recommended;

B. Establish a case management system for allocating supervisory resources
through a standardized classification process;

C. Provide supervision to probationers and, with their input, develop a realistic
plan to ensure compliance with orders of the court;

D. Monitor and evaluate, on an ongoing basis, the probationer’s adherence to the
plan of supervision and, when necessary, modify the plan of supervision
according o the changing needs of the offender and the best interests of
society;

E. Provide access to a wide range of services to meet identifiable needs, all of
which are directed toward promating law-abiding behavior;

F. Assure any intervention in an offender’s life will not exceed the minimal
amount needed 1o assure compliance with the orders of the court;

G. Initiate appropriate court proceedings, when necessary, if the probationer fails
to comply with orders of the court, supervision plan, or other requirements so
the court may consider other alternatives for the protection and well-being of
the community; ‘

H. Oppose use of the probation sanction for status offenders, neglected or
dependent children, or any other individuals who are neither accused nor
charged with delinquent or criminal behavior;

I.  Establish an educational program for sharing information about probation with
the public and other agencies; and

J. Evaluate program efficiency, effectiveness, and overall system accountability
consistent with recognized correctional standards.
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Discussion: Probation

i n 184l a judge in Boston released an individual into the care of John Augustus rather
# than placing the offender in the local jail. There were some risks involved: The offender
might persist in wrongdoing, and the social order and public safety might be jeopardized.
But, based on his personal convictions, Augustus had convinced the court that that par-
ticular offender might become motivated te practice law-abiding behavior if society pro-
vided some opportunity for self-betterment. Augustus thus offered hope to a correc-
tional system that until then was based only on severe punishment. From this successful
experiment arose the sentencing option that is now used for 70 to 80 percent of all adult
and juvenile offenders.

Originally viewed as an alternative to incarceration, probation has gradually become
redefined as a sanction in its ewn right. In sentencing an offender to community supervi-
sion by a probation agency, the court specifies rules of conduct, or “conditions,” that the
individual probationer must follow. If these rules are violated, the offender may be
sentenced to confinement.

The “conditions” generally place limits on the probationer’s freedom (e.g., imposition
of curfews, restrictions on out-of-town travel). They may also require the individual to
undertake programs directed at his or her successful integration into the community as a
law-abiding citizen (e.g., vocational training, substance abuse treatment). Probation can
also be imposed as an adjunct to other sanctions such as fines, restitution, and com-
munity service.

Probation departments throughout the country vary greatly in their organizational
functions and structures. Some are part of the judiciary; others are part of the executive
branch of government. Some are statewide; some are county; some are a combination.
Some supervise adult offenders only; some. supervise juvenile offenders only; some
supervise both. In addition to supervising probationers, in some jurisdictions the proba-
tion agency may also be responsible for pretrial and diversionary programs, detention
and residential treatment facilities, schools, camps, halfway houses, victim services, and
prevention programs. In other jurisdictions the probation agency is used only to conduct
investigations for the courts and to supervise persons sentenced to probation.

While each jurisdiction defines the mission of its probation department, the overall
mission of probation as a sanction is to enhance social order and public safety. The
public correctional policy on probation calls for probation agencies to:

A.  “Prepare disposition assessments ‘o assist the court in arriving at appropriate
sanctions. The least restrictive disposition consistent with public safety shouid
be recommended. . ..”

One function of probation agencies is to serve as the objective information-
gathering arm of the courts. In arriving at appropriate sentences, courts often rely
on the presentence investigation performed by probation agencies. In addition,
some probation agencies are asked to assess and recommend dispositions during
the pretrial phase of the justice process. Based on its investigation, a probation
agency may recommend particular release options, such as bail, release on
recognizance, or some form of conditional release. In accord with the public cor-
rectional policy on appropriate sanctions and controls, the policy on probation calls
for probation agencies to recommend the least restrictive disposition consistent
with public safety.

B. “Establish a case management system for allocating supervisory resources
through a standardized classification process. . .."”
Use of a validated and standardized classification process allows agencies to
determine exactly how much and what kind of supervision each probationer needs.
Case assignments can then be made according to workload measures (the amount
of supervisory time each case requires).
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One of the problems experienced with probation in the past has been the ex-
cessive caseloads assigned to probation officers. In coritrast, classifying proba-
tioners by their supervisory needs and assigning cases based on these needs helps
ensure that each probationer receives the degree of supervision needed. For ex-
ample, many jurisdictions are developing ‘“intensive supervision” programs
whereby some officers carry a caseload of as few as |5 to 20 probationers who
need and receive close supervision.

A well-functioning information base and case management system also allows
agencies to better coordinate their supervisory services. For example, it is not un-
common for more than one member of an at-risk family to be under some form of
court supervision. In such cases ““family supervision" by a single officer may be the
most cost-efficient and most effective approach to providing supervision and pro-
moting law-abiding behavior.

“Provide supervision to probationers and, with their input, develop a realistic
plan to ensure compliance with orders of the court. . ..”

Developing the probation supervisory plan in conjunction with the probationer
promotes a greater sense of individual responsibility and helps offenders to
understand their active role in correcting personal deficiencies and making use of
the resources available for their betterment.

“Monitor and evaluate, on an ongoing basis, the probationer’s adherence to the
plan of supervision and, when necessary, modify the plan according to the
changing needs of the offender and the best interests of society. . .."”

The role of the probation officer is complex. It includes correction, enforcement
of the conditions of the court, collection of debts due the state and victims of
crime, referral to community resources, individual and family counseling, and a
range of other activities. The officar must also be concerned with public safety.
This demands that the officer must assess the risk each probationer presents to
the community and then provide sufficient control and surveillance to minimize this
risk. It also means that the officer must return to court those offenders who do not
comply with the orders of the court. The probation officer is both social worker and
enforcement officer.

“‘Provide access to a wide range of serviv..s to meet identifiable needs. . ..”

Probation is a cost-effective disposition for promoting law-abiding behavior for
many offenders. Offering services and providing control or surveillance in the com-
munity is a good investment. However, jurisdictions that allow the use of probation
as a sanction and then refuse to fund it adequately are not realizing probation's full
potential in preventing crime, enhancing social order, and promoting public safety.
Moreover, they may be endangering their own constituents.

““Assure any intervention in an cffender’s life will not exceed the minimal amount
needed to assure compliance with the orders of the court. . ..”

Probation recognizes that it is essential to punish individuals who commit crimes
and acts of delinquency. At the same time it acknowledges that human beings are
capable of change, given adequate opportunities for seif-rehabilitation and correc-
tion.

“Initiate appropriate court proceedings, when necessary, if the probationer fails
to comply with orders of the court, supervision plan, or other requirements. . .."”

As noted earfier, the role of the probation officer is complex, combining elements
of both social service and enforcement. Probationers who refuse to abide with the
orders of the court may be referred back to the court for reconsideration of their
assignment.
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“Oppose use of the probation sanction for status offenders, neglected or depen-
dent children, or any other individuals who are neither accused nor charged with
delinquent or criminal behavior. . ..”

Probation departments in many jurisdictions are called on to provide services to
status offenders and neglected or dependent children. (A status offender is a youth
who has been charged with conduct that under the law of the jurisdiction would not
be considered criminal if committed by an adult; common status offenses are
truancy from school and running away from home.)

The policy does not discourage probation agencies from providing services to
status offenders and other individuals who are not accused or charged with delin-
guent or criminal behavior. Indeed, in many jurisdictions, such services are the only
ones available to these troubled youth. Rather, the policy discourages the use of
probation as a punitive sanction with these individuals.

“Establish an educational program for sharing information. . .."”

Probation authorities should have means by which they can share their ex-
periences, innovative programs and strategies, and performance evaluations.
Sharing of this information benefits the total justice system as well as the individual
probation system. In addition, probation authorities should aggressively promote a
system of providing the public with information concerning their programs,
policies, and procedures.

“Evaluate program efficiency, effectiveness, and overall system accountability
consistent with recognized correctional standards. . ..”

Recognized correctional standards offer probation authorities the necessary
benchmarks from which they can evaluate their overall operations. The policy
strongly recommends that probation systems conduct an ongoing evaluation pro-
gram in the interests of meeting the individual needs of the offender and of society
at large.
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Introduction:

Statement:

In order to establish the goals and objectives of any correctional system, there mustbe a
universal statement of purpose that all members of the correctional community can use
in goal setting and daily operations.

The overall mission of criminal and juvenile justice, whith consists of law enforcement,
courts, and corrections, is to enhance social order and public safety. As a component of
the justice system, the role of corrections is:

A.

B.

To implement court-ordered supervision and, when necessary, detention of
those accused of unlawful behavior prior to adjudication;

To assist in maintaining the integrity of law by administering sanctions and
punishments imposed by courts for unlawful behavior;

To offer the widest range of correctional options, including community correc-
tions, probation, institutions, and parole services, necessary to meet the needs
of both society and the individual; and

To provide humane program and service opportunities for accused and adjudi-
cated offenders that will enhance their community integration and economic
self-sufficiency, and that are administered in a just and equitable manner within
the least restrictive environment consistent with public safety.
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Discussion: Purpose of Corrections

T

he criminal and juvenile justice system consists of several interrelated parts,
one of which is corrections. The overall mission of the justice system is to enhance

social order and public safety. Itis therefore important that all components of the system
coordinate their policies and operations toward the fulfillment of that mission. it is equally
important that the various elements of corrections work together in the pursuit of that
overall mission as well as in the attainment of their individual specific objectives.

The public correctional policy on the purpose of corrections defines the role of correc-

tions as the following:

A.

“To implement court-ordered supervision and, when necessary, deten-
tion. . . prior to adjudication. . ..”

In the United States and Canada, persons charged with the commission of a
crime are presumed innocent until proved guilty. The justice system treats defend-
ants in different ways to assure their appearance for trial. The court may require the
defendant to meet certain conditions of bail or bond, or it may authorize the in-
dividual’s release on personal recognizance, or it may place the accused on pretrial
diversion subject to specific reporting requirements. Adults considered a risk to
public safety or unlikely to appear for trial are typically detained in a local jail for
safekeeping. Juveniles are typically placed under parental custody or in foster care
unless the child's behavior indicates a need for detention in a more secure facility.

Whatever option is exercised by the judge, it is the responsibility of the
designated correctional agency to provide the necessary services in compliance
with the court order.

“To assist in maintaining the integrity of law by administering sanctions and
punishments imposed by courts for unlawful behavior. . .."”

A basic tenet of the citizens of the United States and Canada is that laws are
essential to the public safety. Our commitment to the observation of public law is
necessary for the integrity of our legal system and our way of life itself. When in-
dividuals violate the law, the courts may decide to impose various sanctions or
punishments. It is the responsibility of corrections to administer the decisions of
the courts in criminal matters. All legal forms of control are used to reinforce
respect for law and the legal system. Gratuitous punishment is not sanctioned by
professional correctional practices.

““To offer the widest range of correctional options. . . necessary to meet the
needs of both society and the individual. . .."”

Professional correctional practice recognizes that while it is essential to punish
individuals who commit crimes and acts of delinquency, it is also necessary to pro-
vide opportunities for those individuals to become motivated to practice {aw-
abiding behavior. This can best be accomplished through a balanced distribution of
resources among the different components of corrections. This approach will allow
both male and female offenaers, whether institutionalized or under supervision in
the community, to engage in such activities as productive work, education, voca-
tional training, counseling, and constructive use of leisure time. Programs and ac-
tivities that promote self-worth and encourage individual responsibility will support
offenders in their efforts to respond to the expectations of society.

‘“To provide humane program and service opportunities. . .that will
enhance. . . community integration and economic self-sufficiency, and that are
administered in a just and equitable manner within the least restrictive environ-
ment consistent with public safety....”

The great value placed on individual rights by the United States and Canada finds
ample expression in both nations’ legal systems and does not end when a person is
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placed under correctiona!l supervision. Correctional systems must recognize this
concern and structure their orerations to provide a range of programs and services
so that the legitimate mandates of the courts are met in a humane manner.

Placement of each individual into the least restrictive correctional environment
consistent with both individual and public safety is one important aspect of
humane treatment. Among the factors to be considered when a judgment is made
regarding the least restrictive environment for an individual are the following: Iy If a
mandate can be met in a way less restrictrive than incarceration, that option should
be available; 2) Individuals should not be placed in settings likely to be destructive
to their physical well-being; 3) An efficient system of physical and procedural con-
trols must be available to correctional supervisors; 4) Rehabilitative programs
should be available to support individuals in their efforts to become self-sufficient
and law-abiding; 5) The destructive effects of long-term idleness on confined per-
sons should be counteracted by making available work and service programs that
will, in turn, permit individuals the opportunity to make restitution to their victim(s)
and community and, where appropriate, contribute to their own maintenance in the
correctional system.
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introduction:

Statement:

Knowledgeable, highly skilled, motivated, and professional correctional personnel are
essential to fulfill the purpose of corrections effectively. Professionalism is achieved
through structured programs of recruitment and enhancement of the employee’s skills,
knowledge, insight, and understanding of the correctional process.

Correctional staff are the primary agents for promoting health, welfare, security, and
safety within correctional institutions and community supervision programs. They direct-
ly. interact ‘with accused and adjudicated offenders and are the essential catalysts of
change in the correctional process. The education, recruitment, orientation, supervision,
compensation, training, retention, and advancement of correctional staff must receive
full support from the executive, judicial, and legisiative branches of government. To
achieve this, correctional agencies should:

A. Recruit personnel, including ex-offenders, in an open and accountable manner
to assure equal employment opportunity for all qualified applicants regardless
of sex, age, race, physical disability, religion, ethnic background, or political af-
filiation, and actively promote the employment of women and minorities;

B. Screen applicants for job-related aspects of physical suitability, personal ad-
justment, emotional stability, dependability, appropriate educational level, and
experience. An additional requisite is the ability to relate to accused or ad-
judicated offenders in a manner that is fair, objective, and neither punitive nor
vindictive;

C. Select, promote, and retain staff in accordance with valid job-related pro-
cedures that emiphasize professional merit and technical competence. Volun-
tary transfers and promotions within and between correctional systems shouid
be encouraged;

D. Comply with professional standards in staff development and offer a balance
between operational requirements and the development of personal, social,
and cultural understanding. Staff development programs should involve use of
public and private resources, including colleges, universities, and professional
associations;

E. Achieve parity between correctional staff and comparable criminal justice
system staff in salaries and benefits, training, continuing education, perform-
ance evaluations, disciplinary procedures, career development opportunities,
transfers, promotions, grievance procedures, and retirement; and

F. Encourage the participation of trained volunteers and students 1o enrich the
correctional program and to provide a potential source of recruitment.
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Discussion: Staff Recruitment and Development

S

taff are the backbone of any correctional program. It is staff who carry out an
agency’s written policies and procedures, who interact with offenders and serve as

role models for them, who diagnose, treat, control, and protect. It is essential that correc-
tional staff recruitment and development receive the fullest possible executive and
legislative support. Equally important, correctional agencies themselves must support
the development of staff and advocate fair and equitable compensation for their
employees.

The public correctional policy on staff recruitment and development calls on correc-

tional agencies to do the following;:

A.

“‘Recruit personnel. . .in an open and accountable manner to assure equal
employment opportunity for all qualified applicants. . .."”

Effective employment practices are based on professional recruiting pro-
cedures. Given the low visibility of corrections as an occupational field and the need
to attract staff from a wide cross-section of demographic groups, it is essential that
agencies undertake aggressive recruitment efforts, both within and beyond their
jurisdictional boundaries.

All gualified applicants should be considered, without regard to race, sex, age,
religion, physical handicap, political affiliation, or ethnic background. In addition,
corrections should serve as a model for other agencies, both public and private, in
extending to ex-offenders the opportunity to seek and receive equal consideration
for positions for which they are qualified.

“Screen applicants for job-related aspects of physical suitability, personal ad-
justment, emotional stability, dependability, appropriate educational level, and
experience. . ..”

An appropriate screening process evaluates an applicant in a way that predicts
that individual's ability to meet the demands of the job. Employment requirements
should be valid, reliable, fair, job-related, and non-discriminatory. To determine the
knowledge, skills, and abilities needed in various positions, agencies should
analyze and periodically review the tasks performed by current employees. Valid
and reliable tests that measure these actual job requirements are the foundation
for an objective screening process.

In addition, applicants should be thoroughly screened for their ability to relate to
others—both staff and offenders—and for their ability to meet any valid physical
requirements of a particular position. Screening for emotional stability and in-
terpersonal skills can be accomplished through background. investigation and
situational testing.

“‘Select, promote, and retain staff in accordance with valid job-related pro-
cedures that emphasize professional merit and technical competence. . ..”

Matching the abilities of employees with the requirements of particular positions
is best accomplished through the establishment of valid, job-related criteria for
selection, performance evaluation, and advancement. Such criteria will vary
depending upon the position being addressed.

Past performance is a possible indicator of an employee’s potential for promo-
tion. However, skills used in the past may or may not be related to the individual's
ability to perform at a higher level. Assessing candidates for promotion on the basis
of valid measures that fozus on the skills needed for the new pacsition is a more
justifiable means of selection.

Encouraging voluntary transfers and promotions within and between correc-
tional systems helps agencies fill positions at all ranks and promotes career
development for staff who have consideranle potential but have only limited ad-
vancement cpportunities in their present locations.
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“Comply with professional standards in staff development. . ..”

Professional standards call for correctional agencies to provide on-going training
and staff development. Training and staff development are essential to maintain
work standards, refine skills, expand knowledge, avoid burnout, and keep up to
date with changes in correctional philosophy, policies, and procedures: Training
designed to build on employee strengths and overcome any weaknesses helps in-
dividuals to improve their current job performance and prepare for advanced or
specialized positions. Providing opportunities for, and encouraging participation in,
training and education that promotes personal and professional growth is a critical
element in maximizing agency productivity and employee satisfaction.

While many staff development programs can be offered in-house, agencies
should also make use of outside resources such as colleges, universities, exten-
sion programs, professional associations, and private organizations. This not only
helps to avoid duplication of effort; it allows agencies to focus their in-house train-
ing on subjects and skills relevant to the particular agency but perhaps not available
elsewhere.

‘“‘Achieve parity between correctional staff and comparable criminal justice
system staff. . .."”

Compensation, staff development practices, and administrative policies and pro-
cedures should be equitable throughout the justice system. Because corrections is
the least visible component of the system, correctional agencies must make a con-
certed and continual effort to keep the public informed about the problems and
positive achievements of the field.

Agencies must make the public aware of the difficult and potentially dangerous
working conditions in corrections. The public should also be aware of the qualifica-
tions and skills needed for correctional staff to perform their jobs well. This wiil'help
obtain appropriate recognition and equitable levels of funding and public support
for the field as a whole and for staff in particular.

“Encourage the participation of trained volunteers and students. . .."”

Each year volunteers and students contribute thousands of hours of time and
expertise to correctional programs and services in institutions and the community.
Volunteer-sponsored activities range from visiting with inmates to conducting hob-
by groups, teaching literacy classes, and assisting with work release programs.

While agencies must carefully select and train volunteers to ensure that they
comply with agency rules and maintain a realistic perspective on their job func-
tions, the participation and contribution of these human resources should be ac-
tively encouraged. The benefits of such cooperation extend to all involved, pro-
viding agencies with needed resources and a potential source of public support;
providing students and volunteers with opportunities for job experience, personal
satisfaction, and insight into the field of corrections; and providing offenders with
vital skills and increased opportunities for developing positive relationships with
constructive role models.
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introduction:

Statement:

Correctional agencies should provide community and institutional programs and serv-
ices that offer a full range of effective, just, humane, and safe dispositions and sanctions
for accused and adjudicated offenders. To assure accountability and professional
responsibility, these programs and services should meet accepted professional stan-
dards and obtain accreditation. The use of standards and the accreditation process pro-
vides a valuable mechanism for self-evaluation, stimulates improvement of correctional
management and practice, and provides recognition of acceptable programs and
facilities. The American Correctional Association and the Commission on Accreditation
for Corrections have promulgated national standards and a voluntary system of national
accreditation for correctional agencies. The beneficiaries of such a process are the ad-
ministration and staff of correctional agencies, offenders, and the public.

All correctional faciities and programs should be operated in accordance with the stan-
dards established by the American Correctional Association and should achieve and
maintain accieditation through the Commission on Accreditation for Corrections. To
fulfil! this objective, correctional agencies should:

A. Implement improvement as necessary to comply with the appropriate stan-
dards specified or referenced in the following manuals and supplements:

Standards for Adult Parole Authorities

Standards for Adult Community Residential Services
Standards for Adult Probation and Parole Field Services
Standards for Adult Correctional Institutions

Standards for Adult Local Detention Facilities

Standards for Juvenile Community Residential Facilities
Standards for Juvenile Probation and Aftercare Ser/vices
Standards for Juvenile Detention Facilities

Standards for Juvenile Training Schools

Standards for the Administration of Correctional Agencies

B. Seek and maintain accreditation through the voluntary process developed by
the Commission on Accreditation for Corrections in order that, through self-
evaluation and peer review, necessary improvements are made, programs and
services come into compliance with appropriate standards, and professional
recognition is obtained.
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The following discussion
clarifies for the general reader
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Discussion: Standards and Accreditation

Standards provide a profession with the means to measure and evaluate the quality
of its programs and services based on professionally recognized and accepted
criteria. The accreditation process is the formal mechanism by which a program or facili-
ty is evaluated as to whether it meets such standards. The development of national stan-
dards for correctional practice stems from the pursuit of excellence that underlies any
professional field of endeavor.

Correctional programs and services operate at the federal, state, and local level, with
no one legislative, judicial, or executive authority to promote accountability and profes-
sional responsibility. The development of national correctional standards and the crea-
tion of an autonomous accrediting body, the Commission on Accreditation for Correc-
tions, have been major forces in improving correctional practice nationwide and in
enhancing professionalism in the field. Today there are ten volumes of ACA standards,
each covering a specific functional area of corrections.

The American Correctional Association recognized the need to develop standards for
the profession long before the advent of court intervention into correctional operations.
Even though the courts have continued to intervene when unconstitutional conditions
have developed, the judiciary consistently has held it to be the responsibility of correc-
tional administrators and line workers to put their own house in order. The development
of standards and accreditation should be viewed in part as a method of carrying out that
responsibility.

All correctional facilities and programs should operate in accordance with ACA stan-
dards. All facilities and programs should also seek and maintain accreditation through
the Commission on Accreditation for Corrections. Moreover, the correctional field should
educate the legislative and executive branches of government abolit professional stan-
dards and the accreditation process, and encourage their support of this process.

A. ‘“Implement improvement as necessary to comply with appropriate stan-
dards. ...”

The purpose of ACA standards is to set professionally accepted levels of correc-
tional practice. The standards are benchmarks for developing, operating, and
evaluating institutional and community-based programs and services for adults
and juveniles.

ACA standards cover all aspects of correctional practice:
s administration and management
o selection, training, and retention of staff
s community placement
o probation and parole supervision
e Ccase records and information systems
o physical plant
e Security
classification
food service
sanitation and hygiene
medical and health care
WOrK programs
educational, recreational, religious, and social service programs
special management inmates
citizen involvement in programs and services
research and evaluation
e arrest and revocation hearings
o the rights cf aduit and juvenile offenders

@ © © 3 O o6 o
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Compliance with all applicable safety and fire codes is mandatory under the stan-
dards. The standards also require that agencies and facilities put into writing their
policies and procedures.

‘‘Seek and maintain accreditation through the voluntary process developed by
the Commission on Accreditation for Corrections. . .."”’

The concept for a system of accreditation for corrections—including institu-
tions, detention centers, community residential facilities, juvenile training schooils,
and community-based supervision services—emerged in the 1960s. The accredita-
tion of a correctional service or facility is similar to the accreditation of hospitals,
colleges, and other professional activities.

Accreditation is conferred by the Board of Commissioners of the Commission on
Accreditation for Corrections, an autonomous non-profit organization. The Com-
mission works directly with correctional agencies seeking accreditation under ACA
stanclards. To become accredited, a correctional facility or service must
demonstrate that it complies with all mandatory standards and 90 percent of ali
other appliceble standards.

Achieving compliance indicates that the service or facility has attained a high
level of professionalism and accountability in its operations. To ensure that ac-
credited facilities and services maintain these high standards of operation, ac-
creditation rnust be renewed every three years. In addition, the American Correc-
tional Association and the Commission have a formalized process for continuing
commentary from the field whereby existing standards are updated and new ones
developed. This capacity to reflect changing values, based on new experience and
knowledge, is vital to the continued acceptance and use of standards.
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Public Correctional Policy
on Use of Appropriate
Sanctions and Controls

introduction:

Statement:

In developing, selecting, and administering sanctions and punishments, decision-makers
must balance concern for individual dignity, public safety, and maintenance of social
order. Correctional programs and facilities are a costly and limited resource; the most
restrictive are generally the most expensive. Therefore, it is good public policy to use
these resources wisely and economically.

The sanctions and controls imposed by courts and administered by corrections should
be the least restrictive consistent with public and individual safety and maintenance of
social order. Selection of the least restrictive sanctions and punishments in specific
cases inherently requires balancing several important objectives—individual dignity,
fiscal responsibiiity, and effective correctional operations. To meet these objectives, cor-
rectional agencies should:

A. Advocate to all branches of government—executive, legislative, and judicial
—and to the public at large the development and appropriate use of the least
restrictive sanctions, punishments, programs, and facilities;

B. Recommend the use of the least restrictive appropriate dispositions in judicial
decisions;

C. Classify persons under correctional jurisdiction to the least restrictive ap-
propriate programs and facilities; and

D. Employ only the level of regulation and control necessary for the safe and effi-
cient operaticn of programs, services, and facilities.
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clarifies for the general reader
the correctional issues ad-
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discussion was prepared by
members of the Advisory
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Discussion: Appropriate Sanctions and Controls

Decisions to apply correctional resources tc any one individual take place at several
points in the justice system. Decisions are made by judges, when they sentence
people or determine the conditions necessary to assure appearance at trial or adjudica-
tion; by correctional staff, when they make recommendations in presentence and parole
reports, determine supervision levels, and make program assignments; and by parole of-
ficials, when they decide whether to release an offender from incarceration.

Whether institutional or community-based, for adults or juveniles, for the convicted or
the accused, all correctional programs are designed to meet specific needs. Each pro-
gram functions best when applied to the types of problems it was designed to address.
Correctional options cover a broad range of levels of control and supervision in different
settings—in the community, in residential treatment and work programs, and in prisons,
jails, and local detention facilities. In general, the greater the degree of restriction, the
greater the cost, both for setting up the program (e.g., secure facility) and for operating it
(e.g., 24-hour staffing).

Applying the most appropriate sanction to an offender invoives human as well as
logistical and financial considerations:

e Consideration for the interests of society at large takes into account the specific
objectives in a given case (e.g., retribution; restitution). Certain objectives may
necessitate selecting sanctions that are not the least restrictive. Even so, the
choice should be the least restrictive option consistent with achieving the
necessary objectives.

o Consideration for the offender takes into account the destructive effects of a par-
ticular sanction upon the offender and the offender’s family. Examples include loss
of income, damage to family relationships, ‘and deterigration in job skills and
employment prospects. When equally effective sanctions are available, the one
that minimizes narm to the offender and others is to be preferred.

e Consideration for the effectiveness of sanctions takes into account all available
evidence concerning the potentia: benefits of correctional programs and services.
Some programs and services have been proved to have beneficial results (i.e., to
prevent repetition of the offense and/or deter others from committing that
offense). Other correctional options have demonstrated little impact on unlawful
behavior. As with any sanction, if the options available lack proven effectiveness,
the most humane and sensible one should be preferred.

Depending on public opinion, legislative mandates, and the correctional resources and
options available, the courts should have some flexibility in deciding what sanction or
combination of sanctions. to impose on an individual. Similarly, correctional agencies
should have some flexibility in- deciding how to administer the sanctions imposed. Cor-
rectional agencies can and should take an active role in both promoting and applying the
policy of using the least restrictive sanction appropriate for the individual case.

A.  “Advocate to all branches of government. . .and to the public at large the
development and appropriate use of the least restrictive sanctions. . .."”
Correctional agencies should take a leadership role in helping government of-
ficials and the public understand the rationales and research data underlying the
principle of least restrictive appropriate sanctions and controls. Ideally, this princi-
ple should be applied to all decisions that affect correctional programs and public
safety. These include all decisions regarding pretrial detention, sentencing, and
security or program classification. Decisions regarding new correctional programs
and facilities .also- should be consistent with this principle so that it can be im-
plemented to the fullest extent possible.
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“Recommey:d the use of the least restrictive appropriate dispositions in judicial
decisions. . ..”

Applying the principle of appropriate sanctions and controls does not mean
overlooking the multiple objectives that can enter into judicial decisions. The princi-
ple is not an end in itself, but a practical and phitosophical framework in which to
fashion reasonable ways to achieve objectives.

Many valid sentencing objectives may be appropriate to any given case. Ap-
propriate use of sanctions and controls should implement the valid objectives of
sentencing, not function as a substitute for them. (A judge, for example, may
sentence a public official to prison to achieve the objectives of deterrence and
retribution, even though less restrictive alternatives would achieve other goals of
sentencing.) But imprisonment should not be used when other sanctions will
achieve the necessary goals of sentencing in a case. Similarly, alternatives to im-
prisonment should entail only those services and supervision processes necessary
to «chieve the objectives of the sentence.

‘““Classify persons under correctional jurisdiction to the least restrictive ap-
propriate programs and facilities. . .."”

Correctional programs and facilities are costly to operate and to staff. Both labor-
and capital-intensive, they frequently operate round-the-clock. Itis therefore fiscal-
ly prudent to use only the level and intensity of program and facility necessary to
solve a specific problem or meet a specific need.

In addition, correctional programs and facilities are in short supply. Extensive
crowding in facilities and excessive workloads in community-based programs are
common. If a person does not warrant assignment to a particular program or facili-
ty, placing that person there means that someone who needs the program wiil not
be assigned to it, or that the quality of the program will be diminished for all people
assigned to it, or both.

“Employ only the level of regulation and control necessary for the safe and effi-
cient operation of programs, services, and facilities. . ..”’

The administrators of individual correctional programs, services, and facilities
should also be guided by the principle of appropriate sanctions and controls. Per-
sons under their supervision should be subject only to the level of control
necessary to achieve the objectives of the sentence. All correctional agencies that
apply or administer sanctions should periodically reassess the status of individuals
under their supervision to determine whether any restrictions or control measures
in force at the discretion of the agency should be continued or whether they can be
modified.

The overall goal of our justice system is to promote law-abiding behavior. The
knowledge that one can gradually assume more control over one's life by behaving
more responsibly is a powerful motivating force for many offenders. On the other
hand, knowing that one cannot possibly change one's position for the better, only
for the worse, provides little incentive for positive change. While the logical conse-
quence of irresponsible or ““bad”” behavior should be the swift imposition of addi-
tional restrictions and controls, the logical consequence of improved behavior and
performance by individuals under correctional supervision should be the opportuni-
1y to practice and demonstrate more personal responsibility for their conduct.
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Public Correctional Policy
on Use of Force

introduction:

Statement:

Correctional agencies administer sanctions and punishments imposed. by courts for
unlawful behavior. Assigned to correctional agencies involuntarily, offenders sometimes
resist authority imposed on them, and may demonstrate violent and destructive
behaviors. Use of legally authorized force by correctional authorities may become
necessary to maintain custody, safety, and control.

Use of force consists of physical contact with an offender in a confrontational situation to
control behavior and enforce order. Use of force includes use of restraints (other than for
routine transportation and movement), chemical agents, and weapons. Force is justified
only when required to maintain or regain control, or when there is imminent danger of
personal injury or serious ciamage to property. To assure the use of force is appropriate
and justifiable, correctional agencies should:

A. Establish and mairitain policies that require reasonable steps be taken to
reduce or prevent the necessity for the use of force, that authorize force only
when no reasonable alternative is possible, that permit only the minimum force
necessary, and that prohibit the use of force as a retaliatory or disciplinary
measure;

B. Establish and enforce procedures that define the range of methods for and
alternatives to the use of force, and that specify the conditions under which
each is permitted. The procedures must assign responsibility for authorizing
such force, assure appropriate medical care for all involved, and provide the
fullest possible documentation and supervision of the action;

C. Establish and maintain procedures that limit the use of deadly force to those in-
stances where it is legally authorized and where there is an imminent threat to
human iife or a threat to public safety that cannot reasonably be prevented by
other means;

D. Maintain operating procedures and regular staff training designed to an-
ticipate, stabilize, and defuse situations that might give rise to conflict, con-
frontation, and violence;

E. Provide specialized training to ensure competency in all methods of use of
force, especially in methods and equipment requiring special knowledge and
skills such as defensive tactics, weapons, restraints, and chemical agents; and

F. Establish and maintain procedures that require all incidents involving the use
of force be fully documented and independently reviewed by a higher correc-
tional authority. A report of the use of force, including appropriate investigation
and any recommendations for preventive and remedial action, shall be submit-
ted for administrative review and implementation of recommendations when
appropriate,
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The following discussion
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the correctional issues ad-
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Discussion: Use of Force

The appropriate use of force is a controversial issue in all phases of the justice
system that involve the apprehension, custody, and management of offenders. The
public correctional policy on use of force is intended to address the proper use of force
by correctional officials in both institutional and community settings. The policy is based
on professional standards for good correctional practice and reflects the views of the
courts on use of force.

The definition of "‘use of force” is critical to the policy. Basically, use of force is broadly
defined as physical contact for the purpose of controlling an individual’s behavior and en-
forcing or restoring order. By implication, use of force is not a routine procedure; it is ap-
propriate and justifiable only under particular conditions. In addition, the policy makes
clear that correctional agencies should specify in written policies and procedures the
types of force that are justifiable and the conditions under which they can be applied. The
policy call on correctional agencies to:

A. ‘“Establish and maintain policies that require reasonable steps be taken to
reduce or prevent the necessity for the use of force....”

This section of the policy places emphasis on preventive measures by stating
that the use of force is warranted only when no reasonable aiternative is possible,
and then only in the minimum degree necessary. By implication, the policy calls
upon correctional agencies to develop strategies and techniques that will reduce
the necessity for using force to the lowest level possible.

B.  “Establish and enforce procedures that define the range of methods for and
alternatives to the use of force, and that specify the conditions under which each
is permitied. . ..”

The policy applies the principle of proportionality to the application of force by re-
quiring that agencies identify a hierarchy of methods so that the least force
necessary is applied to any particular situation. By calling 7or the “fullest possible”
documentation and supervision of use of force, this section of the policy
recognizes the necessity for correctional line staff to be able to respond quickly to
emergency situations. At the same time, supervisory staff should be made aware of
any potential or actual use of force as quickly as possible. Moregver, supervisory
staff are responsible for documenting any such actions as fully as possible.

C.  “Estabiish and maintain procedures that limit the use of deadly force to in-
stances where it is legally authorized and where there is an imminent threat to
human life or a threat to public safetly that cannot reasonably be prevented by
other means. . ..”

This part of the policy was carefully framed to recognize two possible conditions
under which deadly force might be justifiable. The first condition is when there is an
immediate threat to human life. The second condition is when there is a threat to
public safety that cannot reasonably be prevented by other means. Such a threat
does not have to be simultaneous to the use of force. In general, the policy affirms
that use of deadly force is a last resort and should never occur unless necessary.

The policy recognizes that the use of deadly force may be limited by taw in cer-
tain jurisdictions, particularly with respect to juvenile offenders. It is against the
philosophy of juvenile corrections to consider the use of deadly force with
juveniles. Juvenile courts have made clear the distinction hetween adults and
youths. When this distinction becomes clouded based on the juvenile's age,
seriousness of offense, previous record, and the appropriateness of juvenile-
oriented interventions, then the juvenile court or other statutory authority has the
legal prerogative to waive jurisdiction to adult court. In short, the decision to treata
juvenile as an adult is the result of a legal or statutory process.
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The policy does not prevent a jurisdiction or agency from prohibiting deadly
force for certain populations or programs as a matter of law or procedure after
careful deliberation and examination of all related factors. For example, a halfway
house could determine that none of the offenders in its custody represents a threat
to public safety or human life, and could therefore prohibit deadly force in all cir-
cumstances.

‘“Maintain operating procedures and regular staff training designed to an-
ticipate, stabilize, and defuse situations that might give rise to conflict, confron-
tation, and violence. . ..”

The orderly running of a correctional facility or prograrn depends on sound
management procedures and well-trained staff. Experience indicates that certain
situations and incidents raise tension levels in correctional settings. These include
overcrowding, hastily instituted changes in rules and procedures, and
misunderstandings caused by lack of communication. Being aware of tensions and
resentments that could escalate into pnysical conflict or violence is a key factor in
preventing the necessity for use of force; the better staff are able to recegnize and
actively intervene at the outset of any disagreement or potentially dangerous
behavior, the greater the chances of defusing the situation.

“Provide specialized training to ensure competency in all methods of use of
force....”

All staff members who could be called on to use force should receive specialized
training in the authorized methods and equipment in order that any force applied is
done so as safely and in as limited a context as possible. Training programs should
include testing and certification by the agency that the individual has achieved
competency in the use of whatever methods of force have heen taught. In addition,
agencies should carry out continuing in-service fraining and recertification to
assure that staff maintain the necessary skills.

“Establish and maintain procedures that require all incidents involving the use of
force be fully documented and independently reviewed by a higher correctional
authority. . ..”

The phrase "independently reviewed by a higher correctional authority”
means review by an experienced correctional official who was notinvolved in the in-
cident but who is trained in the use of force. Depending upon the seriousness of
the incident, the reviewing :sfficial may be a ranking official within the institution or
field office, an official within the central administrative office, or an official within
the executive or judicial branch of government. In addition, the policy recognizes
that agencies can learn from past incidents and should therefore initiate any pro-
cedural changes recommended to help prevent repetition of a similar incident.
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Public Correctional Policy
on Victims of Crime

introduction:

Statement:

Victims of crime suffer financial, emotional, and/or physical trauma. The criminzl justice
system is dedicated to the principle of fair and equal justice for all peopie. Victims' rights
should be pursued within the criminal justice system to ensure their needs are addressed.

Victims have the right to be treated with respect and compassion, to be informed about
and involved in the criminal justice process as it affects their lives, to be protected from
harm and intimidation, and to be provided necessary financial and support services that
attempt to restore them to their former position before the crime was committed.
Although many components of the criminal justice system share in the responsibility of
providing services to victims of crime, the correctional community has an important role
in this process and should:

A.
B.

T

Support activities that advocate the rights of the victims;

Promote local, state, and federal legislation that emphasizes victim rights and
the development of victim service programs in local communities;

Advocate funding and technical assistance to develop and expand victim ser-
vice programs;

Promote and advocate the development of programs in which offenders pro-
vide restitution to victims, and compensation and service to the community;

Promote active participation of victims in the criminal justice process, in-
cluding the opportunity to be heard,

Promote the use of existing community resources and community volunteers
to serve the needs of victims;

Cooperate in the development of training programs, designed for criminal
justice officials, that promote sensitivity to victims' rights and identify com-
munity services; and

Operate those victim assistance programs that appropriately fall within the
responsibility of the field of corrections.
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The following discussion Discussion: Victims of Crime
clarifies for the general reader

the correctional issues ad-

d(esseq in the policy. The The justice systemis dedicated to the principle of fair and equal justice for all people,
discussion was p rep gred by including the victims of crime. Programs to assist victims should be developed and
membgrs of the Advisory expanded in local communities nationwide. To accomplish this requires actions on the
Committee and staff of the part of correctional practitioners, justice officials, and the general public. The public cor-

’gg)’?eigbhc Correctional Policy rectional policy on victims of crime calls on the correctional community to do the follow-
’ ing:

A.  “Support activities that advocate the rights of the victims. ..."”

Until recently, the public in general, including the justice system, has tended to
overlook the pain and trauma of victims of crime. While victims are considered im-
portant to achieving conviction, they generally have been ignored otherwise and
left to bear the financial and emotional burdens resulting from the crime. As the
correctional field expands its constituency, it should broaden its focus to include
concern for all individuals and systems affected by crime. This will not only promote
greater balance within the justice system. It will develop more adveccates for correc-
tions and for correctional practitioners because victims will know they are being
supported by the justice system.

B. “Promote local, state, and federal legislation that emphasizes victim rights and

the development of victim service programs in local communities. . .."”

Local justice officials, correctional professionals, and lay citizens can influence

their local, state, and federal legislators to develop model legislation promoting the

needs of victims and providing adequate funding for victim programs and services

in communities. Legislators will respond to the plight of victims if individual victims,

lay citizens, and criminal justice professionals speak out and support these posi-
tions.

C. ‘“Advocate funding and technical assistance to develop and expand victim ser-
vice programs. ..."”
The correctional community shares in the responsibility for actively advocating
funding and techn’:..a! assistance from both public and private sources for pro-
grams to assist victino.

D. ‘“Promote. . .the development of programs in which ofenders provide restitu-

tion to victims, and compensation and service to the community...."

Restitution, whether to an individual or to a community, offers a tangible and

positive way by which an offender can be accountable to the victim of crime. In ad-

dition, restitution offers sentencing options for the judiciary that are less costly

than incarceration and that can help relieve overcrowding in local and state correc-
tional facilities.

A restitution or community service sentence can be viable punishment for
low—risk offenders who can be safely maintained in the community in lieu of in-
carceration. Restitution can also be imposed in addition to fines and other sanc-
tions. The most common form of restitution is financia! payment made by the of-
fender to the victim. Some communities are also exploring the concept of payment
in service; for example, an offender who has few funds but has professional paint-
ing skills may be assigned by the court to paint the victim's house or perform other
work directly on behalf of the victim.

Restitution to the community at large typically takes the form of a ‘‘community
service”” sentence whereby the offender works a specific number of unpaid hours
for community agencies, such as hospitals and libraries, or for public lands such as
parks.

E. ‘“Promote active participation of victims in the criminal justice process. . .."”
Victims are becoming more vocal in expressing their needs, including their wish
to be heard in all components of the justice system. These productive efforts by
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victims to be more actively involved in the justice system shouid be supported by
the justice community. Correctional agencies should be sensitive and responsive
to the concerns and inquiries of victims and should supply requested information
as appropriate.

“Promote the use of existing community resources and community volunteers
to serve the needs of victims. . ..”

Victim services should go beyund financial restitution. Some of these services
should include crisis intervention (e.g., emergency shelter, food, medical
assistance); short-term support counseling; negotiation with offenders and the
police for a prompt return of the victim’s money or property; notification about the
progress of investigations; notification about court dates and proceedings; and
transportation assistance where needed (e.g., for the elderly, disabled, or financial-
ly needy) so that victims who choose to can attend court hearings and trials.

At the same time, it is neither desirable nor feasible for the justice system to pro-
vide all of the services needed by victims of crime. Many victim needs can be ad-
dressed by existing community mental health agencies, social service agencies,
and family and child agencies. Lay citizens, including victims of previous crimes,
can provide emotional support and other forms of assistance to victims. The justice
system can and should serve as a catalyst for mobilizing and using these local com-
munity support services on behalf of victims of crime.

“Cooperate in the development of training programs. . . for criminal justice of-
ficials that promote sensitivity to victims’ rights and identify community ser-
vices. . ..”

Many justice officials are insensitive to victims' rights because they are unaware
of the pain and trauma carried by victims. Correctional officials should cooperate
with other criminal justice professionals in developing and participating in training
programs concerned with the issue of victims’ rights. Moreover, justice officials
need to be made aware of specific resources and services in the community that
can help victims.

‘“‘Operate those victim assistance programs that appropriately fall within the
responsibility of the field of corrections. . ..”

The correctional system has a part to play in providing victim assistance. The
field as a whole needs to be receptive to program ideas for victim assistance and
willing to develop as well as participate in such programs.
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These principles were first
set forth in 1870. They were
reaffirmed in 1982 following
modifications in language to
bring them up to date.

Appendix A.

ACA Declaration of Principles

Preamble:

Principles:

Preceding page hlanﬁs

More than a century ago, in 1870, leaders in American corrections first developed prin-
ciples stating the ideas and objectives underlying the practice of their profession.

As members of the American Correctional Association, we continue in the spirit of our
founders by renewing and revising these principles in 1982, so they may continue to
guide sound correctional practices, make clear our philosophy and aims, and facilitate
our seeking out and involving the leaders and citizens of the communities we serve.

The role of corrections is to assist in the prevention and control of delinquency and
crime. We believe that the principles stated herein provide the conceptual foundation for
correctional policy that will increase that contribution. Uitimately, however, preventing
criminal and delinquent behavior depends in large measure on the will of the individual
and the constructive qualities of society and its basic institutions-—family, school,
religion, and government.

Social order in a democratic society denends on full recognition of individual human
worth and dignity. Thus, in all its aspe” ** . corrections must be measured against stan-
dards of fairness and humanity. We share with the rest of the juvenile and criminal justice
systems the obligation to balance the protection of individuals against excessive restric-
tions.

Finally, we are committed to conducting corrections in a manner reflecting rational
planning and effective administration as measured by recognized professional stan-
dards.

Article 1 - Basic Precepts

1. Laws and administrative policies and systems stemming from them shall be based
on respect for human dignity and worth with recognition that hope is essential to
humane and just programs.

2. © Victims, witnesses, and all other citizens who come in contact with the criminat
justice system shall receive fair, concerned consideration and assistance including
restitution and/or compensation when appropriate.

3. The accused or convicted offender shall be accorded the protection of recognized
standards of safety, humaneness, and due process. Individuals who are neither ac-
cused nor charged with criminal offenses should be served by other systems.

4.  Sanctions imposed by the court shall be commensurate with the seriousness of the
offense and take into account the past criminal history and extent of the offender’s
participation in the crime. Unwarranted disparity, undue length of sentences, and
rigid sentencing structures are an injustice to society and the offender and create
circumstances that are not in the best interest of mercy, justice, or public protec-
tion.
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The least restrictive means of control and supervision consistent with public safety
shall be used. Use of institutions for control and supervision of pretrial detention
and post-conviction disposition shall be based on judicious and restricted use of a
limited resource. Incarceration shall only be used with juveniles or adults charged
with or convicted of criminal offenses and for whom no other alternative disposi-
tion is safe or acceptable to society.

Juvenile and adult correctional agencies, whether federal, state, or local, or public,
private, or voluntary, must regard themselves as part of a highly integrated larger
system that must work together toward common goals.

Correctional agencies, in order to be accountable to and receive strong support
from all branches of government and the public at large, must take an active role in
setting future direction and must provide information on which public policy deci-
sions can be made.

Article il - Programs and Services

8.

10.

Correctional programs at all levels of government require a careful balance of com-
munity and institutional services that provide a range of effective, just, humane,
and safe options for handling adult and juvenile offenders. These services shall
meet accepted professional standards and be accredited where appropriate.

Correctional agencies shall provide classification systems for determining place-
ment, degree of supervision, and programming that afford differential controis and
services for adult and juvenile offenders. These systems shall be based on sound
theory and empirical knowledge of human behavior, giving consideration to such
factors as age, sex, physical and mental conditions, and the nature of the offense.

All offenders, whether in the community or in institutions, shall be afforded the op-
portunity to engage in productive work and participate in programs including
educational, vocational training, religious, counseling, constructive use of leisure
time, and other activities that will enhance self-warth, community integration, and
economic status.

Article §il - Personnel

11.

12.

13.

Adequately trained and well-supervised volunteers are essential adjuncts to effec-
tive delivery of services to adult and juvenile offenders at all stages of the correc-
tional process.

Leadership selection for correctional agencies at all levels, public and private, shall
be on the basis of merit without regard for political affiliation, race, sex, or religion,
with tenure assured as long as there is demonstrated competent performance and
compliance with professional and ethical standards.

The staff of correctional systems must be professionally competent and well-
trained. They shall be selected and retained on the basis of merit without regard to
political affiliation, race, sex, or religion and afforded training, career development
experiences, and remuneration commensurate with job requirements and perfor-
mance.

Article 1V - Advancement of Knowledge

14.

Correctional agencies have a continuing responsibility to promote, sponsor, and
participate in research and program evaluation efforts. Doing so will contribute to
both an understanding of the prevention and control of delinquent and criminal
behavior and to assessment of the effectiveness and efficiency of programs and
services.
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Issued by the American Correc-

tional Association in coopera- Appendix B.

tion with the Commission on
Accreditation for Corrections.

Manuals of Correctional Standards

General:
Administration of Correctional Agencies (June 1979)

Adult Corrections:
Adult Parole Authorities (2nd Edition, June 1980)
Adult Community Residential Services (2nd Edition, August IS80)
Adult Probation and Parole Field Services (2nd Edition, March 198])
Adult Correctional Institutions (2nd Edition, January 198l)
Adult Local Detention Facilities (2nd Edition, April 198)

Juvenile Corrections:
Juvenile Community Residential Facilities (2nd Edition, January i983)
Juvenile Probation and Aftercare Services (2nd Edition, January 1983)
Juvenile Detention Facilities (2nd Edition, January 1983)
Juvenile Training Schools (2nd Edition, January 1983)

Supplement:
Correctional Standards Supplement (Annual)—
Additions, deletions, revisions, and interpretations for all manuals






