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PREFACE

On June 19, 1968, the Omnibus Crime Control and Safe Streets
Act of 1968 became law, initiating a large scale grants-in-aid
program to strengthen State and Jocal Jaw enforcement. This
nrogram is premised on the development by each State of a compre-
hensive Taw enforcement plan covering needs and fmprovement in every
segment of Taw enforcement and criminal administration - police,
nrosecution, courts, and all phases of corrections,

Today, every State has established a State Tlaw enforcement
nlanning agency, received a grant to develop its comprehensive
nlans, and is at work nreparing its first plan, Submission and
annroval of the plan this fiscal year (i.e., by June 30, 1969) is
a necessary condition of eligibility for initial aption monies
annropriated under the Act to enable States, and their Jocal units
of government, to carry out needed Taw enforcement programs and
projects.

The Act defines in some detajl tne necessary elements of an
acceptable comprehensive™plan (Section 303):

Section 303 . . . . fach such plan shall--

(1) provide for the administration of such grants by tne
State planning agency;

(2) nrovide that at least 75 per centum of al] Federal funds
granted to the State planning agency under this part for
any fiscal year will be available to units of general
Tocal government or combinations of such units for the
development and implementation of programs and projects
for the improvement of law enforcement;

(3) adequately take into account the needs and requests.qf
the units of general Tocal government in the Stafe and
encourage local initiative in the development of programs
and projects for improvements in law enfercement, and
nrovide for an appronriately balanced allocation of funds
between the State and the units of general local govern~
ment in the State and among such units;

(4) incorporate innovations and advanced techniques and contain
a comprehensive outline of priorities for the improvement
and coordination of a]l aspects of law enforcement dealt
with in the plan, including descriptions of: (a) general



needs and problems; (h) existing systemss (c) availahle
resourcesy (d) organizational systems and administrative
machinery for implementing the plans (e) the direction,
scope, and general types of improvements to he made ‘in
the futurey and (F) to the extent of appropriate, the
relationship of the plan to other relevant State or
Tocal Taw enforcement plans and systemss

(5} provide for effective utilization of existing facilities
and permit and encourage units of general Tocal govern-
ment to combine er provide for cogperative arrangements
with respect e services, faciiities, and aquipment:

(6) provide for pesearch and develnpment;

(7) pravide for appropriate review of procedures ar actkions
taken by the State planning agency d1sa?prav1ng an
application for which funds are availahie or terminating
ar refusing to continue financial assisfance tn units of
general Tocal government or combinations of such unftss

(8) demonstrate the willingness of the State and units of
general 1ncal government to assume the costs of improv-
ments funded under this part after a reasonable period
of Federal assistances

(9) demonstrate the willinuness of the State tp contribute
technical assistance oy services for Fragrams and projects
contemplated by the statewide comprehensive plan and the

ragrams and projects contemplated by units of general
tocal governments

(10) set forth policies and qracedures designed to assure that
Federal fundy made available under this titie will be so
used as not to supplant State or Tocal funds, but to
increase the amounts of such Ffunds that would in the
ahsence of such Federal funds be wade available for law
enforcement;

(11} provide for such fiscal contral and fund aceounting
preceduras as may be necessary to agssume proper dishurse~
ment of an accounting of funds received under this part,

‘The foregoing requisites have been explained, amplified, and
cast in a suggested plan outline and format in Secttion IIT of the
Law Enforcement Assistance Administration's Guide for State Planning

planning effarts and approaches in specific law enfarcement areds -
nolica, courks,-and carrections, The purposs, therafore, of Lhis
Corpactional Mannipng apd desource Guide 1s Lo supply Analy&is,

Agency Grants (November, 1968). This outling, in 1ts hreVity and

approach, was unable to offer much guidance and 11lustration for

alvice, 11Tustration and source matarfal divectly relavant fo
develnopment of corvecltional segments of comprehensive plans, ,li
is not # model of such a segment, but rather a discussion of how
corpectional planning within the new State plan Tremevare migil
he handled, hath as regards method and conlext anil as pertains Lo
State and Tacal Tevel contributions,

Reactions and comments from those wha have occrgion Lo use
ar review Lhe Guide would be appreciated since furtier lechiical
assistance materials on lav enforcement planning are conlemplaled,
Mvice as ta the Lypes of data and guidance deemed most valuahle
will help insure the quality and relevance nf further issuanres iuf
this nature,

Law Fnforcement Assistance Administration




e o e

CONTENTS

. Meed and Organization far Law Enfercement Rlanning
A. Introduction
B.  Background for Agtiaa,?1ﬁnnin3
Lo Law Enfarcement Planning Caprdination Needed
. Assumptions Regarding Organization of State
and Lacal Planning Agencies
Exiibit T -- Overlap of Law Enforcement
Adency Services
H. Issues in State and Loca] Law Enfarcement --
Lorpectional Service Planning
A, Purpese of Rlanning
H.  Law Enforcement Progeam D legings
L. Planning Based on Analysis af Existing Systeus
U. Plauning for (hange
Exnibit 11 -- durisdictiongl Structure of
Eg:g%nal dustice Operation at the Copmunity
. SEVEL i e
B Initdal Plapnthathbeps
F. Fungtxgndl%ﬂVéﬁﬁiﬁf&Tan for Planning Studies
A | 1
HE Plan Development and Priprities fur Actipn
A. Definitign of Correctional Ohiectives
B, Initial Manning Studies
. Developrent of g Statistical Pata Base
Expibit 111 -~ Offender Movement Thraugh System
V. Corvectional Planning Issyes
V. Strategies for Planning Program Implementation
VI. Correctional Standards
Appendix
L. Sowrces of Information
1k, The Challenge of Crime in a Free Society --

Chapter 6

34638 W - 30 &

24
29
47
49

f7
71

SELTION 1
HEED AND ORGANIZATION FOR LAW ENFGRCEMENT PLANHING
A.  INTRODUCTION
To Le cojprehensive, law enfaccement planning mist include 411

glensnts of the cripinal and juyepile ;ustine system. Further,
conmrehensive plapning will vequire inter-relating of the separgie
lay enfarcement glemgnts -- Vﬁ#jﬂﬁz CONrts, carvectimms, the crimingl
Taw and uf o variety of enyirampiental factors and conditions.  Among
these are popplation growth and chapacteristics, socjo-pLanoyic
canditions, eipioyient, education, mental and physica) health.

The Crime Contyel Ret clearly calls far deyelopment of law
enfarcenent plans of the highest wrder. Since Federal, State,
and Tacal goyernments a]] want action to sirengthen oy enforcement
as snan as possihle, P]anhing fath Topy and shart term goals is
necessary. This can hie accopplished fiys

1. Settipg ip metion the planning organization apd estap-
lishing the pecessary plapning resvirces to assure thel
a1l required informalisn for comprenensive planning will
he availalie.

Copehrrently, preliminary plenning cen commenpce Gu the
hasis of ayailahle information ipcluding responsible,
interim judgient as to what initjal action steps aru
needed i the systen.

™

1. Coneurrently, preliminery plapping cen Ge compartinentadized.
That is, it is appropriate to condyct separate studies of
the needs of police agencies, the courts and the coryec-
tional agencies. The resulting indications of ection
program areas can then he compared o esct otoer and subs
jected ta prierity ranking.

 Initial action programs can be commepced on the foregoing
hasis, particularly if state planning groyides for iocal planning
of & coiparahle scope o that state and local effgris can he mutyally
adaptive,

Initial ackion projects may, for ane tning, produce infurmaiion
useful for further planning. For example, projects seeking to diyert
the aleohelic fram Ehwe criminal justice system cap accomplish seyeral
resultss (1) demopstration of feasibility, {ii) assessment of out-
come in terms af cost effectiveness and crime contrel yalye ang
(1i1) assuming significant success, the planned reallgcation of law

enfarcement resaurces.
I B



Thusy this Planning amd Resoures Guide 1§ concerned with pro-
viding timely asatsfance in the avea uf carrecliong fo stake anl
local plaping dgencies.  Almnst oo vallidated comprahens fve planning
models exiset,  The reporte of the Presfdent's Comriss{nn on lLaw
Entarcenent and Crintpdl istleos are a valughlu @tartin% it and
ather atls (referred to or partly excarpled in tiols guide) will le
usetul,  Nost of foess palertals reprasent a national perapeetive
anil gach state ar Tocallty wit] have diffaranl degress nf newl for
guldanes, adaptiom, and analyais divected Toouninque Tacal condilionma.
Tuis campifation, theesfore, {5 weaul o dccommalate a wide Tald il
fur distinetive approaches ta carvectional syatem planning.

e BACKGUDUNR. Pl ACTINNC PLAINING

fhe President's Compdasion on Law Enforcemsnt and Adwinisiration
af Justice I Tue Challeuge of Griga in g Free hociely, dlsenased
crtme 1o America - thosa who comwlt orine, Piose wine are {ta viching,
andd wital can be dong to reduce 11,

The report makes auee Fhan 200 specitic recomendationg -
goncrety stepe the Coomission heliaves can Tead tooa sater anl wnrs
Huet suelety,  These recoumendations call for a greatly Tneredsead
gttt an the part of the Federal goverament, e aiales, he
vounties, the eities, eheie arganizationae raliglous Tnatifutinns,
busfness groups and Tndividual ¢itizens,

Hut the recommendations ave moee than jusl o Tiat of new
arogeduras, new tactica and new techinfques, ey ave o call far
¢ vevalution Tn the way Awerica thinks abaut criue.,

o Hany Americana take comfort o the view that ceime 8 the vics
of @ bandful of pepple.  This view is Tnaceurate.  Inoan independent
sirvey of 1,700 persons, 21 pervent adwibted they had comnitisd acts

For witlch they wight have recetved Jail ar prison sentences,

Blany Americans alae think of erlug as a very navrow rangs of
pehaviop, Tt 19 nete  An epormons varfety of acts make up the
“eriwe problew®  No single foroula, ne singsl thenry no single
generalization can explain the vast range of hehavior called erine,

Hany Awericans think contralling crime 1s soiely the task of
the police, the courts and the correction agencles, In fact, as
the Comatesion's veport makes olear, opiwe camet he controiled
without the interest and participation of schools, businesses,
soctal agencies, private groups and indlvidual citizens,

Under any circamstances, developing an effective response to
the neoblam of ortme Tn Averica 1s exceedingly difficult, and,
because of tie changes expected in the pepulation in the next

. g

Nucade, 1n years toocome T4 will he mave diFETenTh, Young people
camni toa dispropeelionate shape af criue and L numlsty af ying
pap e 0oy secialy Te geowing al aomuch Tastar vale Hen the
tntal prolation,  Algmph the T e~ Lo ﬁmvun!uun~yagrﬂuldﬁauu
gronp Pepyasenle ol A nepeenlonf i pojmlakion, 1hoarcnnta
Fur 1,8 nereanl of a1 apreatsc T preaditian in the yeare disad
in aceantiated Ty the Fach that 24 percept of the popilalion s
Fap years ohid or yumgey.

negpite thi serionenass of The erfme probilan taolay apl the
increaaing chad tenge T Bhe years abesol, e cedra ] omelastan
o (ha Comdsston 18 Wl e elqpiticant reduction Tnoortme Ta pmsailide
it Lhe tallnding ohjectives ars yigoramaly puradieis

Firale wociuby mnet ssek to neavent crine hafore 41 happens
fy agsuiing o1 Mierioans @ atake ju Lhe Lot ita sl peatias 011166
b merican 17Fey Dy slesmgtloning Lo enfurcemsnta and Jy o redig-ng
criminal romerimiljua.

Garogily St delyly aii oot peticing orime yinld D Tetter gyl

1P The systen nF eriuing ] dustios deyelopal g tar broader vage of
sl iomes withowihich b dis ] witle Tndividual of femlers .

Thrird, the syatem uf crimipal justive mublial1m1nntu”uxihfinu
inauitdee 10 10 Ta Lo acidev 1ls Tluale and win fae respect and
cogperalion nf all citizens,

Fauvtlyy the systeam of criminal fuslice sl allyach wore
gl Al Bl ber pronle == palice, prosecilors, fdies, dufznee
altorneys, pridation and parnle officers, sud corrections nffirials
with moars iy ledys, eapertise, initialive and fnlergrity.

FIFLh, there wush be wich wore aperational and Lhagie ressarta
inbe B peohlews of crive and crininal adainislralin, by g
bkl within and withoud tne syslew of criwinal justice,

Sl Ehe police, courts and corvections] agencies st e
qiven suhsbantial Ty grealer amunts of wangy 1F Tugy are 3o Twriye
tigir ahility ta conbral crime,

savantll, individual citizans, civie and husiness organizalions,
valigtous dnstitubions, and all Tevels of government must fake
rasnarsinility For nlanning and 1mplementing Lhe changes that gt
he made in Lae cpimina) justica systew 1F crime §s Lo be reduced,

Fesantial to Lhe achisvemenl of Lhese ohjecliyes 1§ Lhe need
ta pvercome the fragnentation, disunity and operations Of,ﬂfﬁﬁféﬂﬁ
al. cross purpeses by the sl bude of agencies ahd jurisdiciong
yhich are assential supnoris Lo 1aw enforcement. and corrections.
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C. PLANNING COORDINATION NEEDED

The state and local law enforcement planning agencies should
arrange to inter-relate their correctional planning with other
planning agencies, such as:

State and regional development agencieé

State mental health planning agencies

State education planning agencies

State vocationa]‘training and employment agencies

todel Cities Agencies

Local planning agencies

Cooperative area Manpower Planning agencies

Area Economic Opportunity Commissions

Juvenile Justice Commissions (state and local)

State and local trade advisory committees

State and Tocal probation and parole advisory committees

State judicial councils

Welfare advisory commissions

Private and professiond] organizations which may be asked to
present views, analysis and suggestions are almost too numerous to
mention. Key groups in this category should also, as a rule, be
on the distribution list for preliminary and final plans and reports.
A‘few of the more prominent of such organizations are:

State and local hea]tﬁ;and welfare planning groups

State and local bar aésociations

Chambers of commerce

Organized labor

National Councii for Crime and Delinquency (and local area units)

-4 -

National Association of Social Workers

American Correctional Association

State and Tocal nrobation and parole associations
Peace officer associations

iedical associations

League 0f Women Voters

Parent and teachers associations

t

University and college graduate schiocls and centers (especially
Taw, criminology, sociology, and police science)

Foundations, institutes, non-profit corporations specializing
in law enforcement or closely related research and consulting
work.

D. ASSUMPTIONS REGARDING ORGANIZATION OF PLANHING AGEMNCIES

Statutory and administrative guidelines .for organization of
state law enforcement planning agencies allow for a wide range of
state ootions providing the agency is responsible to tne state
governor.

However, in all cases, the state pnlanning agency will consist
of a supervisory board or council with board representation of law
enforcement, geographical area, and general citizen interests. Tne
council will employ a technical staff, under an administrative or
executive director responsible to the council.

It is not necessarily required, but each state is encouraged
to consjder the formation of the Law Enforcement Planning Agency
conjointly as a Juvenile Justice Planning Agency -- as provided
under the Juvenile Delinquency Prevention and Control Act of 1968.
The advantage of such organizations from the perspective of cor-
rectional nlanning is that planning fragmentation and duplication
of effort can be avoided and conservation of limited technical
staff resources can be achieved. ‘It is clear, in this respect, tnat
correctional efforts will be a major (and perhaps the largest) com-
ponent of planning and program efforts under the delinquency legislation.

The Act contemplates the establishment of local or regional
nlanning agencies or the conduct of local planning studies under
guidelines that the states should establish. A suggestion for such
action is that local agencies be formed to cover contiguous metro-

-5 -
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SECTION 1
ISSUES 1IN STATE AND LOCAL CORRECTIONAL SERVICES PLANNING
A, THE PURPOSE OF PLANNING

In the field of corrections the planning process includes
outlining a series of priorities for improvement based unon a
humber of assessmentss choosing from varfous alternatives; and
adonting strategies.

It 15 the function of corrections to intervene in delinquent
and criminal careers by providing nrograms and scrvices that wi?l
correct the offander.  The broad goals of correctional planning,
then, are Lo increase corractional benefits by measurable amounts
andjtm accomplish this with the most favorable cost~effectivencss
ratio.

B, LAW ENFORCEMENT PROGRAN DILEMMAS

Correctional agencies, along with all correctional programs,

~are part of society's system for the administration of criminal

dustice (which has its own Tocal, state and national dimensions),

in which the primary goal is public protection tnrough crime and
delinquency prevention and control. Within this system, correc-
tional agencies and programs are associated with police, prosecution
and the courts. But correctional agencies and programs are also
nart of soclety's "civil" machinery concerned with general health

and welfare in which there 1s also a broad goal of public protection.
Here corrections 1s associated with the fields of medicine, education,
social services and a variety of community institutions. The basic,
and sometimes conflicting, differences between the two systems are
rooted in different orientations of the law: (1) that which relies
on nunishment of the offender for the purpose of retribution and as

a nossible deterrence to others, and (2) that whicn relies on the
scientific method to heln understand personality, group and environ-
mental factors that influence human behavior so that these factors
ca? be constructively manipulated to reduce disordered and deviant
behavior.

C. PLANNING BASED ON ANALYSIS OF EXISTING SYSTEMS

Correctional planning starts with an analysis of existing
systems for dealing with the range of problems and needs to be met.
This is a painstaking task at best, but it is Tikely to present
formidable complications for most planning agencies because of tne -
dearth of complete and reliable data with whichh to describe existing
correctional and related systems, much less provide a firm bases frcm
which to make acceptable projections.

-9 -




D, PLANNING FOR CHANGE

Mother difficult issue is that planning today must take
account of many changes already here and 1n Erospect'that will
directly affect the numiers of offenders to be accommodated,

For examnle, an effective hail reform program can significantly
reduce the number of persons admitted to detention and 1t can cut
down the length of stay in Jail for some who are awalting trial,
Offsetting this, any stgnificant increase in the numbar of accused
persons accenting thelr right te legal counsel and choesing their
right to Jury trial will tend to increase the costs of court oper-
ations and extend the interval of time hetween arrest and final
disposition, ‘

Substantive or procedural changes 1n the Taw, such as the
decision to treat alcoholics as medical problems rather than as
offenders will tend to transfer large numbers of people, together
with commensurate burdens of cost and services, from the correctional
system to the general health and welfare system, On the other hand,
any deciston to include offenders from other jurisdictions, for what-
avar purposes, will tend to increase the work load of fhe correctional
system with which the planning agency 1s concerned,

Enabling legislation, such as an extension of existing parole
statutes to 1nclude misdemeanants, may cause displacemants that must
be taken into account., In tihis example, there probably would he a
reduction in time served by sentenced prisoners, a possible in¢rease
in commitments brought about by parole viglations and certainly a
very substantial increase in the work load of the parele agency
involved,

These examples suggest that the way in which gorrectional
agencies correlate thetr programs with other agencies is of impor-
tance to planning agencies. It is quite Tikely that state and local
planning groups can do little or nothing about solving immediate
nroblems that derive from the imposition of political and jurisdictional
Timits upon correctional system. Yet, examination of alternatives and
an understanding of the capabilities and mechanisms needed for the
delivery of comnrehensive and coordinated correctional services will
enable planners to produce a blueprint of priorities for the attain-
ment of long-range goals. This involves far more than building
bridges between the correctional system and. the larger community. It
will require development of hew collaborative relationships to
increasé the effectiveness of correctional programs and applications
of cost-benefit analyses to determine the best use of limited re-
sources (i.e. manpower, money, and facilities). ‘

-10-

Other 1mhortant collaborations are those invelving welfare,
aducation, vocational training and rehabilitation, amployment, dand
medical and mental health services. A1l of these, and others tnat
can be added, should he deeply 1nvolved in meating common problems,
The varied nossihilities for collaborations are discussed in Section
IV, Planning agencias will recognize that overlaying the prohlams
to be met are nearly overwhelming complications of governmental and
agency organization, policy and financing.

There are various ways of examining existing organizational
fragnentation. The following chart 11lustrates one means of analyz-
ing the functions of criminal Justice agencies in one statle,
Construction of such charts 1nvolving other agency functions can
reveal surprising anomalies and,at the same time, suggest areas for
evaluation leading to new forms of interagency collaboration, Similar
charts might be very useful 1n examination of correctional agency
functions 1n relationship to employment, madical, welfare and educa-
tion services,




Fedcral Agencies
F.B.I.

Narcotics Bureau

- Treasury

U.S. Praob. Ofcrs.
U.S. Attorneys
Assigned Counsel
U.S. Dist. Court
U.8. Marshal

U.S, Bur. of Prisons
U.S. Parole Board
U.S. Immnig. Bureau

State Agencies
State Police
State Highway Patrol
State Parole Boards
Special Agents
(various agencies;
State Parcle (Adult
State Parole (Juv.)
State Prisons
State Youth Insts.
Dept. of Justice

County Agencies
Sheriffs
Superior Courts
Municipal Courts
Justice Courts
Dist. Attorneys
Public Defenders
Probation Dept.
Parole Board

City Agencies
Police

Special Districts
Police (campus,
parks, etc.)

CORRECTIONAL FUNCTIONS AND AGENCY ROLES*
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*Example -is meant to be generalized for a "typical" state and not intended to be all

inclusive.

]Re. Family Support Cases
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. of fines,
resti, orders, etc.

Coll.

T DL >

E. INITIAL PLANNING STEPS

There are basic initial planning activities which can be
undertaken in the commencement of comprehensive correctional plan-

ning. Tnese are as follows:

What is

the game? 1.
Who are

the players? 2.
Who are the 3.

supporting cast?

Where is the game oA
nlayed?

13-

Define what is to be pTanned.

(viz. correctional services at
the state and local Tevel.)

13

Organize the planning agency's

correctional effort and determine

what kind of review council and

professional staff are necessary

to do correctional planning and

are needed to jmplement proposed
changes. (Ideally, a council and
staff should be selected which have
both the capability to concep-
tualize and organize a major correc-
tional planning effort and the know-
how to conceive and follow through
on strategies for the implementation
of plans. In small states, this may
be coextensive witn the full plan-
ning agency supervising board and
staff. In larger states, it may
require separate staff units and
specialized sub-communities.)

Define who are involved; and get
their participation 1n the planning
activities. (or else they may be
Tess than enthusiastic in putting
plans into action). This would
require an early identification of
all entities exercising correctional
functions whether or not labelled as
such and whether government or
private in character.

Describe the total system under .
study; identify separate functions,
organizations and provide general




How do you know if
the game is won or

lost? 5.
What is the
problem? 6.

- 14

data about the correctional
system and its major closely
related public and private ser-
vice agencies (examples are pro-
vided in Section III following).

Define the objectives of eaci

component of tne correctional

system. For instance, the objec-
tiyesof probation services could
include: (a) screen those ar-
rested and detained to gather
information to aid the courts

in making decisions related to
setting bail and the granting of
no bail release; (b) conduct
psycho-social studies to help

= the court in carrying out its

adjudicatory function; (c)super-
vise probationers to insure that
they comply with the crders of
the courts; (d) provide counsel-
ing and referral services to
help probationers cépe with
problems that could negatively
affect their community adjust-
ment, etc. (See page 17 for an
example of a state's definitions
of correctional objectives.)

Identify or define the major
probTems; why are they problems;
what are tne possible sclutions;
what or who are the power inter- :
ests involved Tn eacn problem's
creation and in its solution?
(There are a number of ways to
approach problem solving. In most
of these, the most practical
approach and an item of first
priority is complete understanding
of the problem.)

Planning
strategies

336-385 O - 68 - 4

Planning that is comprenensive,
that is, cuts across niany organiza-
tion and functional lines, nust
involve constant toncern with
"strategic" considerations. (For

example, experienced planners often
1imit the scope of their first or
initial planning studies to major
activities. Tne planners might, in
commencing a study of correctional
agencies, determine not to be
interested in such activities as
inmate feeding, transportation,
discinline, staff training and
clerical procedures. Other lines

of strategic consideration involve
such issues as: (a) whether at a
given Tevel of new expenditure there
may be more payoff (more favorable
cost/benefit relationships) in
providing more training for
probation officers than in reducing
caseloads "X" percent (b) should an
increase in tne level of nublic
defender services be affected

before its probable consequences
nave been analyzed, i.e. before we
know what the effect will be in terms
of increased jury trials, court
costs, etc.? or (c) should a
strategy be adopted at commencing
new action programs whicih will have
nigh potential for creating economies,
savings or new revenues wnich can
then be used to improve services

~ that are more costly and offer

Timited short-range savings. (For
example, release on own recognizance,
citation in lieu of arrest and work
furlough programs can have almost

an immediate effect on reducing jail
costs; these savings may in turn be
strategically reinvested in improv-
ing presentence diagnostic procedures
or providing new probation services
for misdemeanants.)
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Plan review 8. Establish a schedule for planning
and plan review, (This would in-
clude target dates for completion
of background data studies, "first-
cut" pianning drafts, fund plan,
components and review of the fore-

going. )
Information 9. Design a feedback system so that
feedback the plan may be in a nearly constant

state of change and improvement.
{Note that tnis contemplates an
organized means of measuring the
output and acphievements or correc-
tional systems and, particularly,
changes made as a result of plan-
ning action.)

Putting the plan 10. Design an inolementation plan and

into action assign responsibility clearly for
carrying it out. {(The role and
targets of all implementing parties
should be clearly spelled out.)

G. FUNCTIONAL ORGANIZATION FOR PLANNING STUDIES

Notwithstanding that law enforcement must necessarily be
developing a total or comprehensive law enforcement nlan, the
task may and should be broken down into separate study area
components or areas of operating specialty. There are a number
of ways of doing this as related to comprehensive planning in
corrections, but one breakdown might be as follows:

Basic Criminal Laws and Penalties*

dJuvenile and Family Court Law*

Police Services*

*These law enforcement components are listed to indicate relationships
to corkections. They are not included, however, in this planning
guide,

-16-

Correctional Services - Juvenile and Adult Detention Services,
Juvenile and AduTt Community-Based Services (praobation, parole,
residential treatment centers, day care programs, foster homes,
group homes, community correctional service centers, ganyg workers,
work/study release pragrams), Juvenile and Adult Institutional
Services for committed juveniles and sentenced adults,

Supnortive Social Services - Schools, Healtn and Welfare, Hental
Health (community and institutions), Manpower Training, Employ-
ment, etc.

Law Enforcement Systems Management Systems - (functions which
cut across all Taw enforcement organizations sucn as political-
jurisdictional 1ines, information systems, research, recruitment
and training, community reporting and business services -- j.e.,
equipment standardization, central procurement, interagency
service cantracts, and general finance).

Such a study structure permits the planning agency, both tne
_board or council as well as the staff, to make specific assignments,
to set schedules, to organize information collecting efforts, and to
reduce dunlication of effort among staff and participating agencies.

-17-




 SECTION I »
PLAN DEVELOPMENT AND_PRIORLTIES FOR ACTION

-

In a practical sense, a major part of a plan 1s completed when the
problems have been well defined, On the other hand, programs established
to solve stataed problems often do not work out as expected. Moreovor,
thelr fatlure 1s frequently not recognized.

It 1s essential, therefore, to define obJectives «~ regults expected
e Y%th as much preciston as possible. It 1s a surprisingly difficult
task.

Extensive statistical data which describe and avaluate the incidence,
nhature, and effects of ¢rime, delinquency and 1ts covrections are essen-
tlal to the definition of the problem, the definttion of objectives, and,
ulttmately, the measurement of accomplishment. v

In most cases, state and local planning agencies will find (1) a great
Tack of needed criminal Justice statistical Information and (2) vague,
platftudinous or utter lack of ¢lear correctional objectives.

A fundamental principle 1n developing a more effective correctional

system 15 the need to coordinate all component parts to achieve the goals

of the system, viz., protection of the public by apprehension, control, su-
pervision and vehabiTitation of offenders. Planning agencies must recognize
that the attatinment of the goal may well requive major organizational, pol~
icy and program changes, as well as substantial increases 1n expenditures,
It must be recognized also that planning decisions effecting change in one
part of the correctional process will have Impact upon the remaining parts.

A, DEFINITION OF CORRECTIONAL OBJECTIVES

An excellent starting point, for planners to begin to establish clear
correctional objectives 1s a careful veview of the relevant sections of the
President's Crime Commission report. In addition, several states have re-
cently defined their correctional objectives. Following 1s a reproduction
of the statement prepared for California presented as an example which may
be adapted -~ not adopted -~ by other states:

THE GOALS AND OBJECTIVES OF CORRECTIONS¥
GOALS OF CORRECTIONS:

1. PREVENTION - To minimize the frequency with which law violators
are recruited from the non-criminal population. Accordingly,

*Organization of State Correctional Services in the Control and Treatment
of Crime and Delinquency, Board of Corrections, State of California, 1967
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the effectiveness of preventive efforts is measured by the volume
of first offensesy that is, the rate of criminal recruitment.

CORRECTION - To minimize the frequency which Taw violations are com-
mitted by persons who have priar records of criminality. Success of
the corrective effort is, therefore, measured by various kinds of re-
cidivism rates.

OBJECTIVES OF YOUTH AND ADULT CORRECTIONS:

Achievement of the goals of corrections requires establishment of

move specific "targets" or "objectives" of the system. These objectives

are:

']Q

TO ASSIST THE CRIMINAL AND JUVENILE COURTS AND THE QUASI-JUDICTAL
PAROLE BOARDS TO MAKE EFFECTIVE DECISIONS REGARDING DISPOSITION OF
OFFENDERS SUBJECT TO THE COURT'S OR PAROLE BOARD'S JURISDICTION.

This objective is accomplished by:

a. Application of established standards in the determination of
detention status of adults detained in jail and juveniles de-
tained in juvenile hall,

b, Clinical and investigative techniques culminating in reports
with recommendations which evaluate the characteristics of the
offender, the offense, and the feasibility of probation of other
sentencing dispositions.

c. Providing paroling authorities with information for the deter-
mination of sentence and of parole date and conditions, which
information is based largely on evaluation of the attitudes,

skills and demonstrated performance of the subject in a controlled

environment and after progress in an appropriate rehabilitation
or treatment program.

TO ADMINISTER THE SENTENCING DISPOSITION: OF THE COURTS BY CONTROL QF

COMMITTED OFFENDERS IN THE INSTITUTIONS AND/OR ON PROBATION OR PAROLE.

This objective is accomplished by:

a. Control in the institutions:

(1) Classifying inmates in accordance with security requirements;
(2) Maintaining safety and order within a secure perimeter; and,

(3) Providing for basic human needs and maintaining morale through

good human relations,

—20-

3.

b. Control in the community:

(1) Classifying probationers and parolees in accordance with
control requirements;

(2) Enforcing the.conditions of parale; and

(3) Investigating, evaluating, and reporting probation and
parole performance.

PREPARE COMMITTED OFFENDERS FOR RETURN TQ THE COMMUNITY AS USEFUL
PERSONS BY PROMOTING AND SUSTAINING CHANGES IN ATTITUDE AND BEHAVIOR.

This objective is accomplished by:

a. Providing programs in accordance with needs individually determined
and reviewed.

(1) Work programs in the institution and on-parole employment com-
patible with his aptitudes, training, and consistent with his
social and legal situation;

(2) Resocialization programs; to include hoth clinical and custodial
aspects of the-therapeutic community;

(3) Educational programs; consistent with appraisal of aptitudes,
interests, and educational objectives;

(4) Spiritual programs; to include religious services and guidance;

(5) Medical service programs; to maintain good health and physical
condition through medical and dentaj care; and

(6) Leisure time programs; encouraging the use of lejsure time for
self-improvement and wholesome recreation,

b. Developing and maintaining the offender’s Tink to the community to
the maximum extent compatible with control requirements.

(1) Encouraging legitimate communications with family, friends, and
the community;

(2) Fostering contact with prospective employers and other persons
concerned with vocational planning; and

(3) Assisting in resolving personal problems of parents and depen-

21
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4, UTILIZE INCARCERATED OFFENDERS' MANPOWER AND CORRECTIONAL FACILI-
TIES FOR THE PUBLIC BENEFIT.

This objective is accomplished by:

a. Providing work for subjects in production of goods and
repair of equipment for governmental use.

b. Providing subjects for wurk in:
(1) Fire fighting;

(

(

2) Forestry and road maintenance operations;
3) Maintenance of beaches and parks and development of
outdoor recreational areas; and

(4) Public assistance in civil defense and disaster work.

c. Utilizing correctional facilities for civil defense and dis-
aster relief.

5. FIND THE CAUSES AND THE MEANS FOR PREVENTION AND TREATMENT OF DE-
L. INQUENCY AND CRIMINAL BEHAVIOR AND TO PARTICIPATE IN THE DEVELOP-
MENT OF CRIMINAL LAW. _

This objective is accomplished by:

a. Conducting basic research in the behavioral sciences re]aped
to the causation of delinquency, crime, and the modification
of deviant behavior.

b. Applying experimental program models designed to modify the
behavior of wards, inmates, and parolees.

¢. Evaluating program effectiveness through accepted research
methods.

d. Communicating to the Governor, the Legislature, the Courts,
and the public in general, analysis of the effects of the
administration of criminal justice in the control of crime,
and providing leadership towards the making of improvements.

B. INITIAL PLANNING STUDIES

Initially, planning agencies might consider a self-completion exer-
cise utilizing available state data, or if not available educated estimates,
to fill in a series of tables presented in the President's Commission's Cor-
rections Task Force Report. (For instance, see page 8, 98, 99, 197, and
193.)

~22-

In addition, the following page presents a flow chart which,. when
coupled with staff, offender work load and cost statistics-could give
planners an overview of their correctional system and may suggest areas
where more data is necessary to establish priorities for beginning fact
finding efforts. ‘

Finally, such an exercise may provide some basis for the establish-
ment of priorities for initial acticn programs.

C. DEVELOPMENT OF A STATISTICAL DATA BASE

t

To arrive at a definition of correctional objectives, planning agen-
cies will need to have access to a broad data base that will enable
discovery and analysis of the problems to be addressed.

The new National Institute of Law Enforcement and Criminal Justice
plans to establish a National Criminal Justice Statistics Center. Uniform
statistical reporting and analytical standards and other services for all
Taw enforcement program areas may be expected of. the Center, but these will
not be available to assist state and local planning agencies with initial
comprehensive plan development tasks.* -

Data Base. Comprehensive statistical studies of criminal and delin-
quent activity, criminal justice activity and the movement of offenders
through the system are essential. These data might by assembled in two
basic forms: (a) to provide a comprehensive description of the current
situation and (b) to provide perspective-relating the present data to
past experience (preferably, five 'years if possible) and to projected
trends (at least five years).

One of the most difficult problems for planners wili be obtaining
agreement as to the numbers and types of persons to be served by the
correctional system. Planners must cope with the current dearth of facts
and figures with which to make firm projections, and must consider changes
already here and in prospect that will directly affect the number and
kinds of offenders to be accommodated.

*For material and analysis on the need for -and importance of national
criminal justice statistical capabilities, see "Report on National
Needs for Criminal Justice Statistics,"” U. S. Department of Commerce,
Bureau of Census, August, 1968.

-23-
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Following 1s a partial Tist of the kinds of statistica farmat
needed for corractional system planning: AREETeaT information

TAD

1, Statewide, regional and Tocal area breakdowns showing measures
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g of hasic oriminal activity#:
[
oo
g a% B, Falony crimes reported
- é% : by Misdemeanor crimes reported
HE | ,
. . §§ Co Givil disturbances Tnvolving property damage, injuries and o
R crimas not reparted ahove, &
2. Tor areas as above, reparl arrests by major categories®;
o A Felony Grimes, ‘ |
M ;
% . - ﬁq Breakdown by crimes against property, against PErsans, nare :
g, ) 5 %; cotics and drugs sale and use, and of A sexual nature (hreak- !
Rl E/ i : 2 down rape with force and all olhep). L
o i :: “f :1} 3;
i i ) . 2 ah o h. Misdemeanor, Crimes*
oo | ol & g [ fe g - - 2
LA % ug ip a lreakdown as for felonfes, but also separate drunk arrests when )
£ Q% %é a§e ol such data 1s available, and minor traffic offenses,
? B i
. C) H
""e; a%’ éyf}ﬂ i . Juvenile Delinquency Acls*
g\ @ d é‘; v | ! : ; :.‘
I Bk g l's,r'eak,uawn”aa for other crimes hut also separate arrests for f.
JEy 2 runaway, "in-danger~of,” and related causes not c¢learly asso- ?
5 £§ = clated with offense categories indicated for felonies and mis- §
: B L demeanors, f
g SR 3. For areas as above, and for all categories of offenses and offenders:
..‘ il
& ) . »
g M a, Pre~adjudicatory detentiop of juveniles and adult -~ percent of
o those arrested who are (a) summoned, (b) hail, (¢) ROR, and (d)
- detained. - (Length of adjudication process for those detained?
. gg For those not detainad? Ete.) :
g N | , .
g : g§ b, Adjudfcation actions ~- dismissed, transfer to other jurisdig-
- 8 i [as|a” tions, pleas as charged, pleas to reduced charges, to trial, con-
A 5 g gag i victions, acquittals (or Juvenile court adjudications),
- : IAVER-R}
o8
. | § i LR ¢. Sentencing actions -»
3 2 ) ‘tﬁ grz .
* By SRR : f
g — Ly (1) Tines, restitution orders and suspended sentences
S F 81z ‘
! 5|88
%‘ : — "% , *Report actual counts and at a rate per 100,000 population.
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) Jail sentence

) probation

) Jail and probation
)

commitment to state prison or adult factilitiegs~-
total by type

(6) commitment to state youth correctional syston (1n
states where applicable)

4. Movement of sentenced offenders, pumbey and:
a. Time served tn Jatl before discharge®

b,  Time served in juvenile detentlion beforae probation or
discharge®

¢,  Time sarved in state institutions before parole or dis~-
charge®

d.  Time served on probation before discharge

8. Time served on parole discharge and those released from

custody who are not undar any form of communtty supers
vision

F

_ Recidivism studies: (Parole, Probation)

- i nge of sophisticated measures may be used. To the
gx¥;3% ;g§g1b1e, hgwever, recidivism should show vig1at10n
for new c¢rime (with conviction) separate from violations on
technical grounds (failing to meet conditfons of paro]e)61
This recidivism breakdown will tend to make more comparabie
the performance out-come measures between areas and between
the states. ;

6. Offender Characteristics

Data will be Timited for many classes of offenders. To th?
éxtgnt possible, 1t will be important to have such data as:

a. Number of prior convictions
b, Age (at time of last conviction or release)
C. Sex‘

. ' dence (In larger communities, residence of offenders
‘ EggaldIEe éroken own into neighborhoods, precincts, etc.)

 *Show separately, for (a) original commitment and for (b) violation

of suspended sentence, probation or parole.
-26-

¢, [Education Tevel (tested Tevel) or highest grade complated
f. Marital status
9. Dependents

h. Vocational sk111 level (ski117ad, semi=ski1led, unskilled, no
employment history)

1. Unusual physical or mental characteristics (e.g., mentally ro-
E?rd§d, physical handicap, former commdtment to mental Institu=-
tion :

7. Correctional System Workloads and Resources

Planning agencies will find 1t extremely useful to prepare special
tabulations relating characteristics of offenders to arrests, sen-
tence dispositions, probation and parole performanca,

It 1s apparent that such data 1s of great concern to police and

court service analysis. Some state criminal statistics units are
already capable of producing much of the desired data. More plan
ning or more nformation gathering.In virtuallv 811 cases,however,ads-
ditional planning for information gathering and automatic data pro-
cessing will have both short~term and Tong-term payoff to the criy-
Tnal Justice system as well as the planning agency.

Choosting strategies for action, To assess the feasibility of change,
planning agencies may find 1t useful to organize the possible alter~
natives into three categories these would aim for;

1. Improved operations within the correctional system and agencies

2. Mobilization of resources outside correctional systems for the
pravention of crime

3. Increased fairness in the administration of correctional systems

The first category includes more efficient procedures to promote faster
flow of people through the system, methods of upgrading personnel, reorganiza-
tion, new information systems and management methods. Although there are a
number of obstacles inhibiting change 1in these areas, 1t is unlikely that changes
of these kinds will achieve their intended objectives unless they are treated
as parts of a larger approach toward organizational development and renewal.
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abegories 2 aid 3 call For new fivolvenents of resources vutside the
cnvvéatié;a1 systen, such gs:  schouls, wedical services, welfdre 3geﬁny$s;
{awyers, busiiness and civic groups and labor organizations. BpL,,mgnfwg
tiase resources alveady are Thadequate to the tasks they aye‘bejhg qsfﬁ
to perfori. Action stirdbegies which would fuivel nFFenders‘;ntu‘pug§1;ei_
resources must confront the Feedback effects stémmingyfvnm,thewageqpig?/tna
volved. Effective {nierfaces with otligr resvurces wgll vgﬂujve‘ uth Lja .
flie orgaiizations and individuals fivolved vedefine “erdme” in the context
of thelr own Fuiickions and that the cefminal justice systen be given d vis-
ity and place of central fmportanes wiich, For the wost part, 1t now
lacks. :

<98~

SECTION 1V
COMRECTIONAL PLANNING 1SSUES

The fullowing Tist rapreserts d useful stdrting puint for
sreidndry planning and getlon program develupisnt.

In this checklist, the nature of changes vr fmprovements
which might be constdered by plarmming groups are indicated for
wach correctivnidl progiam ovr 1ts glements, The sxamples are not
axhaustive but an atbewpt has been made to provide & sufficiently
comsrehensive 11sting to cover all major lmprovenent alternatives
yerardally dchkiiowledyed by the field as worthy of consideration.
H*See Further the "Correctional Standard" Tistinyg in Section VI,
derived Trom Currectlons 10 the Uniled States, for spscific
quantltative and qualitdative taryets 1n deveToping many of the
checkTist 1tews, ]

L 4

Nature of ihanges or
lnprovement to be con-
sidered (Examples Unly)

Correctional Protess

1. Basiv (substantive) crimingl  Redefine crime and penalties by
Law establishing penal code or criminal
Taw revision commissions or
; programs.

State Panal Cudes ,

State Juvenile Codes (a) Establish civil alternatives

Local Ordinances tocriminal dispositions
(e.g.,ategholic, mental
defigient, narcotic addict,
ete, '

() Provide better Tatitude for
correctional - adult and
juvenile - sentencing (e.qg.,
indeterminate senterices,
youth authority disposition
powers ).

(c) For institutional sentences
of significant Tength (e.g.)
provide for administrative ~
clinical decisions regarding
readiness for release and
formulation of post-release
progranm.




2.

3.

4,

Basic (administrative)
criminal Taw

Police correctional
activities

Alternative to pre-
trial incarceration

Reevaluate juvenile court
offense (criminal and non-
criminal) criteria for

jurisdictional distinctions.

Redefine correctional administra-
tive organization, removing 'un-
nessary legal constraints (e.g.,
laws which fractionalize functions
among specific agencies or mandate
specific forms of organization).

(a)

Provide mechanisms for inter-
agency, inter-jurisdictional
coordination, both in plan-
ning, and setting of prior-
ities.

Clarify and reevaluate
judicial - executive branch
correctional functions (e.g.,

why should courts be responsi-

ble for directing probation
or other post-sentence
rehabilitative functions?
Should courts operate
juvenile detention homes?)

Provide non-law enforcement
alternatives for police.

(a)

(b)

(c)

Police community relations
and "service" functions.

Use of counseling and
warning in place of arrest
or citations{summons).

Use of citation in place of
arrest (or after booking but
in lieu of jail).

Increase selective use of release
on own recognizance (bail mod-
ification) pending trial.

-30-

5.

6.

Detention jails (adults)

Detention centers
(juvenile)

336-385 O -'68 -8

Consider adequacy of basic custody-

care services, sucn as:

(a)

(b)

Consider adequacy of basic custody-

iinimum standards for
housekeeping and control;
how prescribed; how enforced?

Administrative efficiency
considerations (i.e., trans-

‘portation and escort costs

vs. alternatives such as
locating jail near court).

Organizational nlacement al-
ternatives (e.g., should:
detention jails be operated
by county, regional or .state
correctional agencies?)

Obligations to protect in-

mates from other inmates;

separation of offenders by
type or charge; policies re
multiple detainees in a
single cell.

care services:

(a)

-31-

Admissions or intake policies
and practices (e.g., are
non-confinement alternatives
exhausted; are standards for
detention uniformly adminis-
tered and under control of
juvenile court or other
juvenile authority?)

Standards for separation by
age, maturity level, charac-
teristics of delinquent’
involvement, and sex.

[Minimum standards for decent
care; how prescribed and en-
forced?

Organizational placement
alternatives including

e A e
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Z,

8

o e .

Detention Jjail treatment

Crimipal (or juvenile) court
arraignmeat procedures

§1) regional facilities and
{2) Judicial versus execulive
branch directian.,

(e) Pravisions for prompt
(within 24 hours) detentien
hearings hy court to review
appropriatenass of detention,

Tdentify service requirenents and
provisions to meet neads:

(a) Prompt completion of admission
(anLing) praceduras and
commencenent of collaction
of pertinent infarmation
(prior case histary, criminal
records, etc,),

(h) 1edical examination and
treatment of acute conditions.

(¢} Provisions far resalving
personal crisis prahlems
arising from arvest (e.g..
family contaet and visiting,
notifications to employers,
care of personal nraoperty
such as automohile).

(d) Public defender (or equiv-
alent) counseling of all
inmates nrior ta arraignment
to explain process ana rights
of accused,

(e) Counseling, recreation,
visiting, and leisure time
activities,

(f) Speed up trial processes to
veduce periods of incarcera-
tion for those who cannot be
released pending trial and
sentence,

“Carrectional" aspects of procedure:

w32=
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Criminal (or juvenile)
court sentencing ar
disposition proredures

(h)

(e)

Pravide, as nearly as nossihle,
similar circumstances of court
appearance for jailed defend-
ants as those released an hail
(e,q,, dress ip civilian or
street clofhus),

Provide raleasa on own recogs
nizance as hail modification
nrocedure in appropriately
screened cases for accused
misdemeanants and felans where
trial is requested or nroceey-
ings conkinues,

Provide equivalent release con-
sideration for juveriles cam-
parahle to ahoye, '

Mroyide pre-adjudicatory social
seryvices during period hetween
arrest and sentence (e,y,, em-
nloyment. counpseling and place~
ment service, famnily counseling,
immediake Lreatment for ciranic
conditions such a5 drug ahuse)

Provide supporting copmuni Ly
seryices fto those released
(charges dyopped, dismissed, or
suspendad septence imposed),

Provide court, with inforpation
adequate to severity of sentencing
alternatives under consideration,
such as;

(a)
(h)

(c)

(d)

Probation report for all felons,

Probation reports for misdemean~
anks (including "short forms"
which can he completed in one day),

Special diagnostic and treatment
reports as needed for unysual of
"high risk" cases,

Provide basis for "risk” ase
sessiment (e.q., "base expectancies”)
and encourage use of least punative,
and Teast expensive correctional

i
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10,

Basic correctional programs
(Tocal institutions for
sentenced offenders)

plans--(1) Suspended sentence in
preference to fine or probation®,
(2) Fine in preference to jail

or probation (with provisions for
deferred or time payment), (3)
Probations in preference to Jail,
(4) Probation in preference to
split Jall and probation dis-
position, (5) Jall in praference
to state prison.

Evaluate functions and standards for
jail operations involving offenders
sentenced to Jail:

(a)

(g)

Rasic jail organization; alter-
nate organizational arrangements
to achieve correctional continum
(e.¢., consolidate with nroba-
tlon services to achieve "depart-
nent of correction").

Program development in which
various community vesources
bring thelr services to the jail,

Provision for work release {(work
furlougn) and educational re-
Tease prograns.

Jail parole system--arrangements
for decision making to perinit por-
tions of jail sentences to he
served on parole.

Jail after-care or parole ser-
vices; supporting services to
facilitate released inmate's
reintegration into community.

Use of jail as community correc-
tional center for pre-release
programs for state and federal
nrisoners, and as short tern de-
tention centers for such parolees
and probationers.

Prograims to shift treatwent of
alcoholic offenders from jail
to medical facilities.

(h) Develop pilot programs to enrich

~34-
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correctional treatment capacity

le, g,y via intensive "theraputic
comnunity" or "“operant condition-
ing" treatment for First offenders,

(1) Establish work crews for public
service activities to relleve
Jall 1dlencss.

(1) Consider deve1ap1n? reglonal
corractional factllties.

(k) Need for and methods of achiaving
state subsidy for Jail operations.,

(1) Develop Tfamily cmergency and
pre~release (Job Tinding) short
term furlougn programs.

Basic correctional Evaluate functions and standards f

: ¢ ) or
prograns (fuventile Juventle detentlon and allled 1;st1~
custody and care) tutions: ,

(a) Basic juvenile detention fact)ity
organization and staffing; organ-
jzational placement to Tmprovise
program {n relation to indivi-
dual needs of Jjuveniles, youths,
and young adults (e.g., administra-
tive consolidation of adult and
juvenile services to Tacilita*a
placement of immature adults -

18 to 23 ~ in Jjuvenile facilities
and more mature, agressive juven-
iles - 16 to 18 ~ in adult
fagtlities),

(b) Complete removal of responsibility
for institutional care and services
for denendent and neglected chil-
dren from agencies of criminal or
Juvenile justice system,

(c) Revise juvenile institution ad-
mission procedures to provide
intake control and maximize
prompt search for shelter, fos-
ter home or other non~institutional
alternatives for juvenile detention
wherever possible.

-35-
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(h)

-36-

Establish high standards for
juvenile institution services
and assure compliance by state
inspection and/or state subsidy.

Evaluate needs for regional
facilities, especially for
teen-age girls.

Establish pilot programs for
model juvenile treatment facil-
ities, community based, involv-
ing new treatment strategies

with research components (Crime
Commission Concept of youth
services, bureaus or private
agency roles in speciai community
organization and treatment
services).

Place juvenile treatment pro-
gram administration under di-
rection of executive rather
than judicial branch.

Develop wide range of insti-
tutional treatment options --
e.g. special facilities for
younger offenders, work or
forestry camps, half-way house
or community-based residential
treatment centers, special fac-
ilities for emotionally dis-
turbed adolescent offenders or
drug users.

Strengthen diagnostic capabil-
ity to insure proper placement
of juveniles within available
fields and institutional re-
sources.

Introduce increased use of group
homes and foster homes as alter-
natives to correctional juvenile
institutionalization; develop
programs to recruit and train
foster parents; develop various
models for specialized group homes.

12. Basic correctional programs Evaluate total probation service for
(probation) adults and juveniles:

(a)

(e)

-37-

Basic organizational issues:
(1) orobation as a county or
state program, (2) probation as
an executive branch function,
(3) consolidation or coordin-
ation of probation with state
parole services for juveniles
and adults, (4) probation
coordination with welfare and
renabilitation casewori services,
and (5) coordinate probations
services with innovative
neighborhood service programs
such as youth service centers,
and police community service
officer programs.

Evaluate basic probation case-
work processes to establish

new policies, standards and
nilot programs relating to

(1) caseworker and probatiocner
typologies, (2) relate caseload
size to needs of probationers,
(3) discharge from probation at
optimum (earlier) time, (4) use
of volunteers and former offen-
ders as case aides, and (5) es-
tablishment of "due process"
hearing procedures for proba-
tion violation.

Establish pilot program
services aimed at improving
Taw enforcement teamwori witn
police agencies and probation

denartments.

Establish probation research
and information programs.

Develop citizen advisory groups
to provide policy advice, im-
prove coordination with other
Tocal agencies such as irodel
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13.

Basic correctional pro-
grams (State prisons)

City and OEO Planning Groups,
and to provide broader base

of citizen understanding and
support for effective probation
services.

(f) Combine probation supervision
with group and foster home
care programs to get juveniles
without family roots into
community.

gva1uate role of state correctional
institutions in total correctional
system:

(a) Review all organization and
programs in conformity with
ACA Manual of Correctional
Standards.

(b) Provide incentives for increased
use of local correctional ser-
vices (i.e., probation) for
felony offenders who may be
effectively supervise.

(c) Determine role of state in
meeting needs of communities
for regjonal prisons or jails,
especially for special progran
needs of mentally i11 and re-
tarded, narcotic users, and
wotnen.

(d) Evaluate role of correctional
1ndustries as wocational train-
ing and rehabjlitation resource.

(e) Evaluate correctional program
utilization of conservation,
forestry and work camps.

(f) Improve teamwork between parole
boards and directors of correc-
tions, (e.g., consider making
director chajitman or member of
parole board).

-38-

14. Basic Correctional
Programs (parole)

15. Adult and Juvenile
Parole Boards

16. Supportive Community
Services

(a) Welfare

336-885 O - 69~ 7

Evaluate all parole programs in same
relationship as probation programs
(as above). Evaluate program
fragmentations among aftercare
services of jail narole, juvenile
and adult parole, district attorney
administered probation (family
support divisions). Consider issues
of state administration versus Tocal
administration of probation and
parole systems.

Evaluate the functions, organization,
performance and quaiifications’ of
parole boards; consider the need for
county (jail) parole boards; consider
state adult and juvenile and special
parole boards (such as separate
boards for women, narcotic addicts)
and how the parole decision may be
improved and more closely coordinated
with the correctional systems; evalu-
ate use of professional hearing of-
ficers or referees; evaluate parole
decisions in light of the range of
indeterminate sentence and in
comparison with othér jurisdictions;
evaluate parole violation policies
and practices for correctional
effectiveness and efficiency; ev-
ajuate policies and practices re-
garding discharge from parole
including early discharge of those
having sustained a period of parole
success; evaluate policies and
procedures regarding expungement

of records and pardons. '

(1) Develop community level pro-
gram coordination: Involve
welfare in joint staffing of
cases for diagnosis and treat-
ment planning.
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(b)

(c)

(d)

Rehabilitation

Medical

Employment

(2)

(1)

(2)

(2)

(1)

(2)

(3)

-40-

Seek alternatives to arrest
and incarceration of parents for
(1) child neglect, (ii) non-
support cases (i1i) employ
counselors (social workers) by
contract with welfare agencies
in jails, juvenile institutions
and prisons.

Increase participation of
vocational rehabilitation de-
partments in correctional
training and after care pro-
grams.

Establish pilot programs for
total shift of selected pro-
bation and parole case loads
to vocational rehabilitation
counselors.

Provide adequate medical,
nsychiatric, dental services
to incarcerated offenders by
contract with medical services
agencies.

Provide outpatient services to
offenders and tneir families as
needed in preference to insti-
tutional treatment whenever
possible.

Improve job training and place-
ment activity coordination with
state employment agencies.

Remove discriminatory practices
in job referral of former
offenders.

Improve information and stat-
istics capability of employment
service to describe and evaluate
employment practices, unemploy-
ment trends, etc.

(e) Education and
Training

(f) Housing

(g) Family Service

(4)

Where vocational counselors

are needed in correctional
institutions, obtain services
from the department of employ-
ment, or vocational education
and contract for special service
levels (e.g., special testing
services) as needed;

Reduce civil service discrim-
ination against former offenders,
probationers and parolees.

Utilize local adult education,
junior college and MDTA resources
to nrovide education and train-
ing programs in correctional
institutions; maintain these
program relationships on con-
tinum basis as offender passes
into parole status;

Consider pilot projects of
programmed learning and use of
laymen or former offenders as
aides for remedial education
programs.

Establish vocational training
advisory committees;

Cooperate in research to bring
training programs into closer
coordination with the job market.

Remove discriminatory practices
of public housing agencies
toward former offenders;

Provide shelter alternatives

to skid row for homeless persons
including probationers and
parolees.

On a case basis, involve entire
family in offender treatment
programs.
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(R} Legal Aid alid oiss
ehiabge; did Pardens
Assistdiice; Regtpds
‘Eﬁiﬁ‘é!i"éi&ﬁé!i%ﬁ; ahid
Relief From Biscriies
{uatoty Prackices

17, Covvectivnal Managemsut
vevelupient

) Infarertion Systews

Y Urganization and
danagernt pe=
Ve leprent

(2)

Eneourdye greater invelveient
of private amd public Family
sefvice did mental health
dyereies 11 the treabient of
pffenders did bhgiy Fdidiiies;
Utilize Fawily wrisited thers
apy aid counseling with multi=
prablem Faiilies,

Provide legdl did services fur
urfenders oi Hon=eriningl mat-
ters {g:4.3 divoree; suppoit
payilents; patevhity issuss)i

supply serviees tu foiimer
ofrenders tu expulide retoid,
ubtain pardali; vhe:

tlidlige oi rendve discrimingting
e loyieiit practicds towdrds

of feiidel’s alid uiceiivicted
dgeused.

QéVélﬂ? appilication oF cowputer
techiglovdgy to systematic in=
Formation colleckion and Einely
use Tor corvectiondl degision
waking vesearel aid evajuationss

dAciigve inforuation coovdine
ation with palice did hon=
eriital Justice duboudted
infordtion systeiis.

Evaludte ovganizational wmodeis
including inproved functional
desigis (@.g., conselidation
of probation and parole systens)s

vasign degentralization forus
neluding vegional struetures
and neignuerhood based opers
ations (e.g., multi=gervice
eanters)y

(¢} Correctional Kesearch

(d) Program Planning
and Budgeting

a3

Develop hiierdchial simpiifis
cdtion; reducing levels of
toifiaid §

Apﬁ1y princivles of organizing
fuor "wanayenent by objectivesy”

vevelon programs for training
andgers and anlysts in new
Hatagetient teenniquest

vevelup models for "participative
maﬁa?emenﬁ” at all operational
Tevels from field vffices t
departmental heddquarters.

Fstabiish research managendnt
tapauility to consist of
personnel required to (1) deters
ihe researen needs; priorities
and budgetary requirvemsnts;
(i1) wanaye data requiresirts
for statistical sarvicesy

(111) imitiate requests for
propusdis froim outside ressaren
agenciess (iv) evaiuate pro-
gress and findings of all
research done by and for
agentys (V) assist manageient
in implementation of Findings.

Establish grant and contract
structure for funding and
servieing research projects.
Train and familiarize opers
ational staff at all levels
for coflaboration with rée-
search and development
parsonnel

daintenance by exeeutive
management of firm and inforwed
support of ressarch ovjectives
and stratagy.

Provide training for correctional
vanagers and staff specialists in
new plamiing techniques;




(e)

(f)

(9)

Manpower Recruit-
ment and Selection

Manpower Training

Role of Citizen

(2)

44

R

Consider concentration of
comprehensive correctional
planning efforts in pilot
projects for selected
communities.

Considering total state
and Jocal correctional

needs, determine strategies F
and programs for assuring g
supply to meet new ianpower i
requirements;

Assess "new careers" and
other pilot models involving
extensive use of former
offenders, indigeous

workers or aides, VISTA
volunteers, and other!'lay
citizen volunteers.

Evaluate in-service recruit
training, retraining, or
upgrading training needs;

Consult with local univer-
sities and colleges for
development and utilization
of training and preparatory
education funded by the
LEAA Office of Academic
Assistance;

Consider organizing standing
advisory committees to
coordinate university
training curriculum with
specific needs of operating
correctional agencies.

e

Evaluate various models for
involving the citizen in
correcticnal planning and
operations including advisory
committees on jails, probation,
vocational training and place-
ment, correctional research

and pilot projects;

(h)

Public Reporting
Plans

Arrange correctional represen=
tation on planning commissions,
welfare advisory commission,
anti-poverty program commissions,
school boards, grand juries, etc.;

Establish favorable organiza-
tional conditions such as

providing study and reform
commissions with necessary staff to
play important role in correctional
program assessment and correctional
policy and planning decisfons.

Create models for positive
reporting of correctional
program accomplishments as
vell as problems;

Establish means to constructively
relate to news media including
development of reporting
restraints in pre-trial pub-
1icity and over-dramatization of
correctional failures;

Evaluate, by polls or surveys,
nubTic attitudes towards
correctional issues and offenders,
and develop strategies to foster
greater public support for
improvement programs.
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SECTION V o
STRATEGIES FOR PLANNING PROGRAM IMPLEMENTATION i

The difficulties of planning agencies are not only substantive;
they may be tactical and strategic as well. Consider the following
dilemmas: If the planning agency attempts to cope with problems on
a massive scale, it risks over-running available resources and the
level of understanding that can be brought to bear on them. If it
adopts a strategy that is consistent with Timited resources and under-
standing, the effort may appear inadequate in relation to the magni-
tude of the problem. On the other hand, simply studying problems
without action will not produce change or improvement.

E{'fective strategy might include the following:
1. Action proposals should start modestly, but without the

penalties of smallness, i.e., smallness perceived as
part of a Targer and more significant effort.

2. First steps should have the effect of building competence
which does not presently exist.

3. Mutual understand1ng among all agencies and institutions
involved in correctional improvement should be promoted
through personal contact.

4. MWays should be found to 1ink proposed actior programs with
"champions for change" and current front-runners among
state and local agencies.

% 5. Alternatives shouid be chosen at the outset which will
make it possible to achieve initial - even if modest -
sucesses.

6. Proposed programs should take maximum advantage of local

; initiative, i.e., such as strengthening relevant programs
? already developed by Model Cities, Office of Economic
Opportunity, Community Mental Health, MDTA, Vocational
Rehabilitation, etc.

7. Efforts directed toward program development should be
designed to establish a cumulative data base and to
provide continuing learning from the first experience.

8. Methods of learning from demonstrations and pilot projects
are badly needed and (the mere characterization of a
project as a "pilot" or "demonstration" by no means

-47-
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guarantees that learning will occur or lessons can be

transferred or generalized

Projects first undertaken
Tonger-term processes of ¢
flexible enough to accommo
initiative.

for others).

should be part of a design for
hange, basic lines of which are
date the emerging local

SECTION VI

CORRECTIONAL STANDARDS

Selected by the
Special Task Force on Correctional Standards!

In November 1965, a Special Task Force on Correctional Standards
was appointed by the staff of the President's Commission on Law Enforcement
and the Administration of Justice. Its purpose was to select, frop the
correctional standards already published b{ authoritative bodies, =those that
(ay would be useful to the Commission and to the National Councii on Crime
and Delinquency in making its 1966 survey of correction in the United States,
and (b) were susceptible to measurement. ‘

Correctional standards are defined as the best professjonal thought
concerning the organjzation and function of a correctional system. Few of
those that state a numerical ratio, such as the number of personnel in pro-
portion to the correctional population, have been tested by rigorous research
and are, therefore, tentative and subject to change as means for validation
become available. ‘

The members of the Special Task Force were John A. Wallace (Chairman),
Office of Probation for the Courts of New York City; Kenneth S. Carpenter,
Children's Bureau, U. S. Department of Health, Education, and Welfare; Fred Fant,
Division of Probation, New York State Department of Corrections; Benjamin Frank,
Bureau of Prisons, U. S. Department of Justice (ret.); Abraham G. Novick,
Berkshire Farms School, New York; and E. Preston Sharp, American Correctional
Association.

The standards that were finally selected by the Special Task Force
were reviewed by a committee consisting of Walter Dunbar, American Correc-
tional Association; Phillip Green, U. S. Children's Bureau, Department of
Health, Education, and Welfare; MiTlton G. Rector, National Council on Crime
and Delinquency; and Heman G. Stark, Governor's Conference Committee on
Juvenile Delinquency,

JOHN A. WALLACE

"Correction in the United States," a survey for the President's Commission

on Law Enforcement and Administration of Justice by the National Council on
Crime and Delinquency, p. 264 - 280,

2p 1ist of the source material from which the selected standards were derived

can be obtained from the Library of the National Council on Crime and Delin-
quency, 44 East 23 Street, New York 10010.
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General Standards

1. Though parts of the correctional system may be operated by local
jurisdictions, the state government should be responsible for the
quality of all correctional systems and programs within the state.

2. If Tocal jurisdictions operate parts of the correctional program,
the state should clearly designate a parent agency responsible for
consultation, standard setting, research, training, and financing
of or subsidy to Tocal programs.

3. ATl correctiona1‘systems should have a statement of objectives, po-
licies, and general plans governing their organization and function.

4. Specific rules and regulations setting forth the delegation of au-
thority to subordinate executives as well as the limitations of that
authority should be compiled in all systems.

5. Every correctional system requires a staff of administrative and
supervisory personnel commensurate with the size and extent of the-
system. The staff should be so organized that all important functions
in the total administrative process are represented and an adequate
span of control is maintained.

6. A structured program of on-the-job training is essential for every
correctional agency. Its elements are (a) an orientation period for
new workers, geared especially to acquainting them with the agency
and its rules, procedures, and policies; (b) a continual in-service
program designed to meet the needs of all personnel, inciuding
administrators and supervisors, through the agency directly and by
participation in seminars, workshops, and institutes; (c) education-
al leave programs with provision for part-time and full-time salaried
leave, with financial assistance for educational costs, to achieve
preferred qualifications and to improve professional competence.

7. Besides the appropriate educational qualifications for his position,
each correctional employee should have good health, emotional ma-
turity, integrity, interest in the welfare of human beings, ability
to estiblish interpersonal relationships and to work with aggressive
persors, belief in the capacity of peopie to change, recognition of
the dignity and value of the individual, resourcefulness, patience,
ability to use authority responsibly, and a continuing interest in
proiessional development.

8. Personnel should be covered by a merit or civil service system. N
- They should serve a probationary period of at least six months before
attaining permanent status. When permanent status has been achieved,
dismissal should be for cause only, and the discharged employee should
have the right to a hearing before an appropriate body.
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10.

11.

12.

13.

Appointment should be based on the educational and personal
qualifications set forth in the job description of each class
of position.

Salaries should be adequate and commensurate with the
qualifications, high trust, and responsibility involved.
Salaries Should have minimum and maximum levels with pro-
visions for regular increments based on merit performance
evaluations.

There should be provisions for sick leave, annual leave,
hospital and medical care, insurance, disability, retire-

ment benefits, and other accepted employee benefits compatible
with the best practices of public and private agencies.

An adequate research, evaluation, and statistical reporting
program should be maintained. Al1 correctional data should
be uniformly and routinely reported to a central state
agency. The statistical reporting system should provide for
the collection, storage, and analysis of information, and
its dissemination to local jurisdictions within the state,
to other states, and to national agencies.

Citizen committees should be developed to serve state
correctional agencies and institutions in an advisory
capacity. Similar advisory committees should serve local
agencies operating parts of the correctional system.
Standards for Probation

Definitions

Probatijon -~ a legal status granted by a court whereby a con-

victed person is permitted to remain in the community s$ubject
to conditions specified by the court.

Probation agency -- the organization that conducts pre-

hearing or pre-sentence investigations, supervises probationers,
and makes recommendations regarding modifications of probation
conditions, revocation, and discharge.

Statutory Provisions

1. The statute should require that a paid, full-time pro-
bation service be made uniformly available to all courts
needing the service. It should prescribe how the service
is- to be established, financed, and administered, and
it should state the qualifications of staff, methods of
staffing, and the duties and functions to be performed.
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3.

10,

The statute should authorize the court to use probation at
its discretion, following adjudication or conviction, for the
best interest of the offender and society.

The statute should require that a probation investigation be
completed in a1l juvenile and adult cases, as an aid to the
court in making an appropriate disposition, and it should re-
quire the court to consider the investigation veport and give
due weight to the findings before making a decision.

The statute should prohibit indiscriminate scrutiny of the
probation investigation report and improper disclosure of in-
formation contained in the report and other probation records
to unauthorized persons, and it should authorize the court to
make such information available to persons and agencies having
a legitimate and proper interest in the case.

The statute should authorize the court to determine the con-
ditions of probation, and it should prohibit incarceration as
oné of the conditions.

The statute should provide that, for juvenile offenders, the
period of probation supervision be indeterminate but be ter-
minated before. the twenty-first birthday.

The statute should provide that, for adult felony offendars
the period of probation supervision be fixed by the sentencing
Judge at not less than one year and not more than five years,

The statute should authorize the court to discharge persons
from probation at any time when supervision is no longer needed
and to revoke probation for sufficient cause after a hearing.

The statute should provide that the discharge of adult offenders
from probation has the effect on restoring all civil rights

that may have beeri lost as a result of conviction.

Tne statute should provide for the transfer of probationers un-
cer the Interstate Compact for the Superviston of Parolees and
Probationers and the Interstate Compact on Juveniles.

B. Organization

1. A centralized statewide system providing, to all courts, state-

administered, state-controlled, and state-financed service
through (a) a board, commission, or department; (b) a depart-
ment of which probation is a bureau or division; or (c) a de-
partment of probation and parole.
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A centralized county or city system locally administered by the

P " " o N K3 3. i ’ ed b

cgurt»orya_nonjud]c1a1 body, with state responsibility forysghgr»

vision, consultation, Standard setting; training, and researc

w@ph_fwngncwng or subsidy through (a) a board, commission, op ’

ggpggs?gqg} or (b) a department of which prabation 1s a bureau
1on,

Pévrsonnel
1. Probation Officer Qualification:

(a),Pf?fﬁfFédf,,pOSSQSSiOﬁ of a master's degree from an ac-
cgeqwéeg.sch001 of S?C1a1 work or comparable study 1n
correction, criminology, psychology, sociology, or a ra-
lated field of social science. ’ w

(b) Minimum: Possession of a bachelor's degree from an ac-
credited college, with a major in the social or behavioral
sciences and one of the following: (1) one year of grad-
uate study in an aceredited school of socfal work or
comparable study in correction, criminotgy, psychology,
sociology, or a related field of social science; or 12)
one year of patd full-time casework experience under pro=
fessional supervision 1n a recognized social agency.

2. Supervisor Qualifications: Possession of at least the pr
n .. x P B T ‘ § i . L 5 e rOba“
tion officer's minimum educational qualifications Tistég
above,“and<§w9,years of paid full-{iiie casework experience
under professional supervision in a recognized social agency.

3, Administrator Qualifications: Possession of the educational
and experience qualifications required for a supervisor and,
in addition, three years of paid full-time experience in a
supervisory capacity in a recognized social agency maintain-
ing acceptable standards.

4. A probation officer's workload should not exceed fifty units
a month. (Each case under active continuing supervision fis
rated as one unit; each regular probation investigation
that is completed and written is rated as £ive units).

(@]

One full-time supervisor should be assigned for every s1X

full-time probation officers. ;

6. A minimum of one supporting pOSitioh (stenographer, clerk, or
receptionist) should be provided for every thrge p;obatioﬁ
officers.

Clientele

1. For juveniles a procédgre should be established that provides
for screening and possible adjustment of complaints before a
petition is filed, '
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2. No juvenile or adult offender should be placed on probation
until a probation investigation has been completed.

3. Where probation is used as a disposition, a probation agency
should be available to provide service and exercise super-
vision. . ‘

4, A written copy of the conditions of probation should be
given to each offender placed on probation (or the parents
when the offender is a child). The offender (or, in the case
of a child, his parents) should acknowledge by signature
that the conditions have been discussed, are understood, ard

are accepted,

5, Probation may be revoked only after the probationer has had an
opportunity to be heard.

6. At a hearing held to consider revocation of probation, charges
alleging violation of the conditions of probation and a sum-
mary statement of the probationer's adjustment should be pre-
pared in writing and submitted to the court,

7. -New infractions of the law by a probatjoner should be reported
to the court.

8. Each probationer should be given a copy of his discharge when
probation is terminated, prior to or at the expiration of the
maximum period of probation supervision. '

- 9. When an adult is discharged from probation, instruction and
help should be given for expunging the record.

Standards for Parole and Aftercare

Definitions

Parole ~-- a method of releasing an offender from an institution prior

to the completion of his maximum sentence, subject to conditions spe-
cified by the paroling authority.

Aftercare -- the term equivalent to "parole" when applied to a juvenile.

Mandatory or conditional release -- the release, as prescribed by law,
of a prisoner who has served his term of commitment less "good time"
or "work time" credits, under parole conditions and under supervision
until the expiration of the maximum term for which he was sentenced.

Paroling authority -- the body authorized by statute to grant or revoke
parole or aftercare status, :

Paro]e agency -- the organization that completes preparole investiga-
tions, supervises parolees, and makes recommendations regarding modifi-
cations of conditions of parole, revocation, and discharge.

~-54 -

A.

Statutory Provisions | ;

Sentencing 3 &

(a) The court should select and impose a maximum sentence within
the maximum sentence prescribed by law,

(b) The law should not establish a mandatory minimum sentence.
~ However, if the court is authorized to impose a minimum
sentence, the law should provide for a broad spread between
the minimum and the maximum,

Parole Laws

(a) The law should empower the paroling authority to consider
all prisoners for parole regardless of the nature of the
offense committed, to establish the time when a prisoner is
eligible for parole, and to exercise full discretion in
determining the time at which parole should be granted to
any eligible person,

(b) The Taw should empower the paroling authority to establish
rules of operation, to establish conditions of parole, to
revoke parole for the violation thereof, and to discharge
a person from parole when it determines that supervision is
no longer needed.

(c) The law should provide for the establishment of a parole
agency which should have supervision of all persons paroled
or discharged from a correctional institution by mandatory
release,

(d) The Taw should provide that proper notification be given to

the paroling authority regarding violations of any of the
conditions fixed by the authority.

(e) The law should provide that discharge from parole has the
effect on restoring all rights that may have been Tlost as
a result of conviction and that the certificate of discharge
should so state. A ’

~(f) The Taw should provide for the transfer of parolees for

supervision under the Interstate Compact for the Supervi-
sion of Parolees and Probationers$.

Disposition for Juveniles

(a) When a child is committed to a state institution, the court
having jurisdiction should vest legal custody of the child
in the appropriate central agency of state government respon-
sible for administering state instutions for delinquent chil-
dren.
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(b) Legal custody in such commitments should be vested for an

Indefinite period of up to threc years,

Aftercare Laws

(a) The Taw should provide that commitment to a training school s

for an indefinite period (1.e., the ehild shall not be required
to serve a specified minimum length of time before being released
on aftercares

(b) Tha Taw should give the agency granted legal custody the wight

to determine when the child shall leave a training school.

Organization

Parole

(a) The authority to velease on parole should be placed in a
centralized board whose members are appointed by the gov-
arnor through a merit system or regular civil service
procedura, or from a 1ist of candidates who wmeat the minimum
raquirements of education and expertence. None of the parole
board's members should be a person who is already a state
official, such as the commissioner of corvection, or any
other state official serving ex officio.

(b) The parole boavrd should bear full responsibility for all
parole decisions, It should not serve as a hearing and
advisory board with parole decisions being made by the gov~
grnor, the director of corrections, or any other state
gdmig}strative officer, and it should not have the pardoning

unction.

(¢) Whenever possible, members of the parole board should serve
full time and be paid salaries comparable to those for jud-
ges of courts of general jurisdiction,

Aftercare

(a) Responsibility for aftercare should be vested in the state
agency that 1s responsible for administering institutional
and related services for delinquent children.

(b) The authority to approve release should be vested in the
parent state agency. The aftercare decision should be based
on an appropriate training school staff committee's opinion
of the child's readiness for release.
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"~ ¢, Personnel

Parole Officer Qualifications

(a) Preferred: Possession of a master's degree from an ac-
credited school of socia) work or comparable study in
correction, criminology, psychology, soctology, or a re-
Tated field of social science.

(b) Minimum: Possesston of a bachelor's degree from an acs
credited college; with a major in the social or hehavioral
sciences and one of the following: (1) one year of gradu-
ate study 1in an accredited school of socia’l work or com-
parable study in correction, cr1m1no1o?y, psychology,
sociology, or a related fleld of soctal science; oy (2)
ong year of paid full-time casework experience under pro~
fessional supervision in a recognized social agency.

Superyisor Qualifications - Possessfon of at Teast the parole
officer's mininum educational qualifications 11sted above, and
two years of pald full-time casework experience under professional
supervision in a recognized socta’l agency.

Adwinistrator Qualifications -~ Possession of the educational
and experience qualifications required for a supervisor and,
in addition; three years of paid full-~time experience 4in a su-
pervisory capacity in a recognized social agency maintaining
acceptable standards. ’

A parole officer's workload should not exceed fifty units a
month, (Each case under active continuing supervision is rated
as one unit; each preparole or preaftercare investigation 1s
rated as three units.)

One full-time supervisory should be assigned for every six full-
time parole officers.

A minimum of one supporting position (stenographer, clerk, or
receptionist) should be provided for every three parole officers,

An employment specialist should be on the staff of the adult pa-
role agency to serve as liaison between the agency and outside
employment agencies, union officials, and employer organizations.

D. Clientele

1.

Adult

(a) The prisoner should be present at his hearing when the
granting or revoking of parole is being considered.
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(b) A prisioner should not have to apply for parole.

(c) Attendance at parole hearings should be restricted to
members of the releasing authority, a recorder, a pro-
fessional staff member responsible for preparing the case,
the prisioner himself, and persons invited by the paroling
authority for purposes of public education.

(d) Prisioners being considered for parole should be assisted
by staff in developing parole plans. A staff member,
sometimes called an institutional parole officer, should
serve in a liaison capacity between the classification
department of the institution and the paroling autherity.

(e) Basic information regarding the offender that should be
available to the paro]e board at any hear1ng for parole
should include (1) a report on the inmate's prior history,
(2) a report on his adjustment in the institution, and (3)
a preparole investigation report from the community.

(f) Every offender eligible for parole should be involved in
a program of prerelease preparation.

(g) Supervision of parolees should be carried out by full-time
paid staff. Supervision should not consist entirely of

written reports; home and community contacts should be made.

2. Juvenile

(a) Diversified aftercare services and facilities should be
available for children returning to the community from a
training school. They should include foster homes, foster
group homes, and group resident homes for older youths who
are unable to return to their own homes or the homes of
relatives or foster families. Such group homes should be
under the supervision of the parent agency or the training
school.

(b) The program of the training school should include the pre-
paration and counseling of youths: for their return to the
community.

(c) Every child entering a training school should be released
under an aftercare program.

IV. Standards for Institutions for Felony Offenders

Definition

Institutions for felony offenders -- residential facilities, generally
called reformatories, prisons, penitentiaries, or correctional institu-

tions, for the confinement and treatment of adult offenders under
fe]ony sentences.
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Statutory Provisions

1. The administration of the state correctional institution system
for adults should be vested in a seperate state department of
corrections or its equivalent.

2. The institutional system should be headed by a single adminis-
trator.

3. The law shouild specify the minimum qualifications for the state
institution administrator in terms of general education and pro-
gressive administrative experience.

Organization

1. The central office staff should be commensurate with the size
and extent of the institution system and should be so organized
that all the important functions represented in the total opera-
tion receive central supervision and guidance.

2. The state institutions system should demonstrate evidence of
its Teadership in the treatment and control of offenders through
its annual reports and other publications, by services performed
for Tocal communities and other units of government, and through
its consultation and advisory services to legislative committees.

Personnel

1. The warden and all other employees of correctional institutions
should be appointed through the competitive selection process
of a merit system.

2. In each institution, staff should be assigned for establishing
and directing a personnel training program. Assignment of a
full-time contral staff person responsible for staff develop-
ment should be made where it is justified by the size of the
institutional system.

3. Training of personnel should be considered of sufficient import-
ance to warrant the inclusion of budgeted funds for this purpose.
Fifty-two hours of annual training time should be budgeted for
each custodial position.

4. A1l correctional institutions should have on staff, in addition
to correctional officers and operations personnel, the following
employees: medical staff, social caseworkers, chaplains, voca-

tional counselors, psychologists, academic and vocational teachers,

librarians, and recreational supervisors.“The number of employees
and their qualification and experience should satisfy the require-
ments established by standard-setting agenc1es for the various
positions. .
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D.

Clientele

]l

2.

Custodial Supervision and Discipline

(a)

(h)

A system of correctional institutions should have facili-
ties for diversification of custody and program by age,
sex, custodial requirements, types of inmates, and pro-
gram needs. The system should include such facilities

as camps, residential centers, halfway houses, and work-
furlough or work-release programs.

The classification procedure within a state system and
in each institution should provide for at least an annual

review of the treatment program of each prisoner.

Every institution should have predetermined and well-
defined plans for civil defense and for coping with emer-
gencies such as fire, disorder, escape, and power failure.

The types of disciplinary measures authorized should be
set forth in writing and strictly controlled by the cen-
tral office or governing body of the correctional system.

Hearing on discipline should be conducted and disciplin-
ary measures should be imposed not by a single official
but by a disciplinary committee.

Confinement to disciplinary quarters should be for short
periods and should not exceed 30 days. Inmates in dis-
ciplinary confinement should be visited daily by a super-
visory officer of the institution and by the medical officer.
They should be given a daily exercise period and a regular
diet with a minimum of 2,100 calories per day. No inmate
should be placed on a restricted diet without the approval

of the medical officer.

Corporal punishment should never be used under any cir-
cumstances. Physical force may be used only when necessary
to protect one's self or others from injury, to prevent
escape, and to prevent serious injury to property.

Officers should not be permitted to carry clubs.

Useless made-work for purposes of punishment of humilia-
tion should be prohibited.

Classification

(a)

Every state correctional department should have on its central
staff a qualified person responsible for supervising clas-
sification procedures in the institutional system and for
coordinating the institutional program with training, treat-
ment, and parole planning.
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(b)

(c)

An essential element in the classification process is a
recepting program for individuaT diagnosis, evaluation and
orientation of the newly admitted prisoner.

Cumulative case histories of all fnmates should be main-
tained and conveniently located in a records office not
open to inmates.

Counseling, Casework, and Clinical

(a)

(b)

(c)

The maximum workload for a caseworker assigned exclusively
to the reception process is thirty cases per month. In
general institution programs, there should be one counselor
for every 150 inmates.

Clinical services (psychiatric, psychological, and gcounsel-
ing) for a general institution with a population of six
hundred inmates should include a minimum of one psychiatrist,
three clinical psychologists, and three specialized counselors,

There should beat' least one professionally qualified
vocational counselor having a workload of fprty cases per
month in the reception process and one vocational counselor

to every three hundred inmates in general institution programs.

Other Services

(a)

(b)

(d)

A1l inmates and employees should be provided with a whole-
some and adequate diet conforming to the daily dietary
allowances recommended by the Food and Nutrition Board of
the National Research Council.

The institution medical services should be directed and
supervised by a qualified medical officer, and there should
be a medical director for the institutional system where
its size warrants this position. The medical services pro-
gram should include immediate access to various medical
specialists as the need arises.

Suitable screening programs should be developed to insure
that all prisoners are given the medical attention and
treatment indicated. Provisions should be made for the care
of inmates with chronic illness such' as tuberculosis, heart
disease, and diabetes, Complete dental care should be pro-
vided.

An adequate medical staff for an institution of five hundred
inmates should include a doctor, an assistant medical officer,
a dentist, five medical technicians, and a suitable complement
of consultants including psychologists and psychiatrists.
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(e) A1l employable prisoners should have the opportunity to
work. Their assignments should be closely related to
their ability, interests, training needs, and custodial
requirements. Prisoners should be paid for their work.

(f) The central office of the institutional system should
be responsible for planning, administering, and super-
vising all aspects of the educational program.

(g) The Tibrary collection within an institution should con-
sist of not less than six thousand well-selected volumes,
with at least ten books per inmate. Institutions with
Targe groups of long-term prisoners should provide a mini-
mum of fifteen to twenty volumes per inmate.

(h) For the average correctional institution, recreation pro-
grams should be directed by a fully qualified recreation
supervisor (a college graduate with a major in recreation
or physical education) assisted by an arts and crafts tea-
cher, a music teacher, two physical education or recreation
teachers, and four correctional officers.

(1) There should be one clinically trained chaplain for each
major faith group in an institution having fifty or more
communicants.

Standards for Juvenile Detention
Definition
Juvenile detention -- the temporary care of children in physically

restricted facilities pending court disposition or transfer to an-
other jurisdiction or agency.

A. Statutory Provisions

1. No child of juvenile court age should be admitted to a jail or

police lockup. Local or regional detention homes for children
should be provided.

2. No child should be placed in any detention facility unless he
is a delinquent or alleged delinquent and there is a substan-
tial probability that he will commit an offense dangerous to
himself or the community or will run away pending court dis-
position. He should not be detained for punishment or for
someone's convenience.

3. When the child denies the offense or when parents question the
need for detention, a court hearing on detention should be
held forthwith.

cC.

The release of a child should depend not_on his family's ability
to secure a bail bond, but on the personal recognizance of the
parent, guardian, relative, or attorney or other responsible
person.

Delinquent or allegedly delinquent children who must be removed
from their homes temporarily but do not require secure custody
should be place in shelter care.

Organization

1.

An appropriate state agency should be given statutory responsi-
bility for statewide detention planning and the operation of
regional detention homes.

The juvenile court is responsible for providing the policies and
procedures governing conditions under which a child may be placed
into temporary care (detention or shelter). Such policies and
procedures provide the necessary legal safeguards for police,
parents, and child regarding admission, case processing, and re-
lease from temporary care. They should be set forth clearly in
writing with specific delegation to appropriate personnel for
implementing them at all times. ‘

Detention construction requires complete separqtion from jaijl or
any place of adult confinement foolproof segur1ty feature§ (psy-
chiatrically secure and nonjail1-1ike), provisions for auditory

and visual control, fireproof materials, and one hundred square
feet of living area and program space per child in addition to in-
dividual sleeping rooms.

STeeping rooms in detention should be individually occup?ed, ghould
have a minimum floor dimension of 8' x 10', aqd.be provided with
toilets and lavatories protected by semi-partitions.

Sleeping units and activity groups.shou1d‘be of a size that en-
courages individual attention within one person's ab111py to su-
pervise. Under no circumstances should groups exceed fifteen
children under one employee's supervision.

Personnel

1.

Group workers in direct contact with children should possess physical
stamina, personality, and resourcefulness to conduct program and
relate constructively to detained children. They §hou]d have suf-
ficient intelligence and education (a B.A. degree in one of the _
social sciences? to participate effectively in the process of helping
the child.

Staff should preferably work an eight-hour day and a forty-hour week.
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VI.

3. Provisions should be made for medical, religiocus, and g]inica]
services to meet needs promptly and competently to avoid pro-
longing detention.

D. Clientele

1. Detention should provide care that will offset the danger in-
herent in confinement, enable observation and study, and enhance
any later treatment.

2. Children in detention should be under direct supervision at all
times to assure their own safety, protect them from one another
and minimize further delinquency contagion.

3. Constructive activities should be provided to meet individual
and group needs, including a full school program, preferably on
a twelve-month basis, and a balan:& of quiet and vigorous recre-
ation, creative crafts, and work decaijls.

4. Length of stay should be as short as possible, consistent with
prompt processing of the case.

5; Children, including those committed to institutions or ordereq
placed in foster care, should be removed from detention immedi-
ately upon court disposition.

Standards for Juvenile Institutions

Definition

Juvenile institution -- a residential facility, often called a training
school, for treatment of delinquent youth. S

A. Statutory Provisions

1. Legal custody of a child should be vested in the parent state
agency ‘administering the state's delinquency program rather than
in the individual institution. Custody should be for an indeter-
minate period not to exceed three years.

2. The state agency as the legal custodian should be permitted to
select the type of care and treatment which most closeiy meets
an individual child's needs.

3. No child committed under noncriminal proceedings should be

housed in institutions with those convicted under criminal pro-
ceedings. ‘
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B.

C.

4, The parent agency should not be permitted to place
a child for long-term care in*a facility which re-
quires special admission proceedings, such as an

institution for the mentally retarded or mentally i11.

5. Use of institutions for the mentally retarded or
mentally i11 for observation and diagnosis should be
temporary and should not exceed ninety days.

6. . Dependent and neg1ec$ed children should not be com-
mitted to or placed in training schools or other
facilities for delinquents,

7. Training schools should not be used as detention
gen@ers for temporary care of children pending court
ecision.

13

Organization

1. The parent state agency administering the state de-
Tinquency program should have the control, super-
visory consultation, data collection, and research
functions to discharge its statutory obligations.

2. The parent state agency should have inspection and
subsidy authority for juvenile detention and other
local services dealing with delinquency treatment.

Personnel

1. AT11 positions in the juvenile institution, including
that of superintendent, should be covered by an ad-
equate merit or civil service system. The forty-hour
week should prevaijl for all employees. '

2. The institution adminfstrator'shou]d have training in

social work, clinical or social psychology, psychiatry,
education, or a related field of child development.

3. The following staff ratios should be met:

(a) A minimum of one full-time psychiatrist for each
150 children.

(b) A minimum of one full-time psychologist for each
150 children.

(c) A minimum of one social caseworker for every
thirty children.

(d) One trained recreation person for each fifty
children.

(e) A minimum of one supervisor for eight or ten
cottage staff, or one supervisory for two or
three 1iving units.
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(f) ﬁ minimum of one registered nurse during the working
Qurs .,

(9) A minimum of one teacher to fifteen youngsters with
sixth-grade reading ability and abave,

~(h) A winfmum of one teacher Lo ten youngsters with thirds-
to fifth-grade reading ability,

(1) Individual teaching staff for each yaungster with Jass
than third-grade reading ability.

(i) A full-time Tibrarian for each institution.

4, Mator religious faiths vepresented in a training school p0[|>,uw
lation should be served by chaplains on the training school staff,

Clientele

1. A state should have diversified services and institutions for
delinquent youth, These should include, in addition to basic
child welfare services, detention facilities, diagnastic study
centers, small residential treatment centers for seriously dis-
turbed ¢hildren, facilities for varfous age and coeducational
groupings, foster homes, group homes, forestry camps, and other
comnuntity-based facilities,

2. xhe capacity of a training schiool should be Timited to 150 chil~
dren, .

3. Living groups 1n a training school should consist of not more

than twenty children, Forestry camp populations should total
no nore than farty to fifty.

4, Corporal punishment should not be tolerated in any form in a
training school program,

o
:

Confinement of children for prolonged periods in segregation
vooms as a disciplinary measure should be prohibited, Children
in segregatice should be constantly supervised,

6. Each child should have a complete physical examination by a

., Physician upon admission or within twenty-four hours. He should
have a complete physical examination just prior to his release
from the training school.

7. A twelve-month schoal program is recommended. The entire educa-
tional program within a training school should be administered
within the institutions' administrative structure, A1l youth
in the training school who can benefit from an education should
have access to participation in a complete educational program.,
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- APPENDIX I

SOURGES OF INFORMATION FOR CORRECTIONAL PLANNERS

statistics

(
( .
- (State departments of education)
(
(

Special

Federal Bureau of Investigation - Uniform Crime Reports
Bureau of Prisons -~ National Prisoner Statistics
Bureau of Census -~ Directory of Federal Statistics for

Areas-~A guide Lo sources, 1966, order from Superin-
tendent of Documents, Washington, D. G, 20402

U,S, Childrens Bureau - Juvenile Court Statistics
(State highway departments)

(State, county and city planning commissions)
(Federal and state employment security divisions)
(State, county and municipal correctional agencies)
(State and local courts and police agencies)

State taxpayers associations)

State and Tocal chambers of commerce)
State départments of health and mental hygtene)

State and local departments of public welfare)

Reports

"The Challenge of Crime in a Free Society,” dnd 9 Task
Force Reports of the President's Commission on Law
Enforcement and the Administration of Justice.

(Obtain from U,S. Government Printing Office)

‘Report of the President's, Cemmission on Crime in the

District of Columbia, 19665 Superintendent of Documents,
U.S. Government Printing COffice, Washington, D, C
price $3.00
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"Correctijon in the United States," a survey for the Pres-
ident's Commission on Law Enforcement and the Adminis-
trationh of Justice by the National Council on Crime and
Delinquency. (Obtain from N.C.C.D., 44 East 23rd Street,
New York, New York 10010)

"Bail in the United States: 1964," by Daniel J. Freed and
Patricia M. Wald; a report to the National Conference on Bail
and Criminal Justice, Washington, D.C., May 27-29, 1964
(Available from the Department of Justice)

"Prevention and Control of Crime and Delinquency,”" Final re-
port (PCCD-7) prepared by Space-General Corporation (9200
East Flair Drjve, E. Monte, California)

Special reports of the Joint Commission on Correctional
Manpower and Training. (Obtain from Joint Commission, 1522
K Street, N.W., Washington, D.C.) :

"The Organization of State Correctional Services in the Con-
trol and Treatment of Crime and Delinquency." 1967; Board of
Corrections, State Office Building, No. 1, Sacramento,
California 95814)

"Improving the Quality of Urban Life," a program guide to
model neighborhoods in demonstration cities, U.S. Department
of Housing and Urban Development, HUD, p. 47, Dec. 1967;
Washington, D.C. 20410

"Community Work--An Alternative to Imprisonment." (Obtain
from)U.S. Bureau of Prisons, Dept. of Justice, Washington,
D.C.

"The Residential Center: Corrections in the Community."
(Obtain from U.S. Bureau of Prisons)

"Community Correctioha] Centers: New Roles for Jails"
(Obtain from U.S. Bureau of Prisons)

Catalogs and Other Information Sources on Federal Aid
Programs, Report M-30, Advisory Commission on Inter-Govern-
mental Relations,1800 G Street, N.W., Washington, D. C.
20595 ‘

"Preliminary Report of the New York Governor's Special
Committee on Criminal Offenders," June, 1968; 100 Church
Street, New York, New York 10007

Standards
"Manual of Correctional Standards." (Obtain frdm American
Woodbridae Station, P.0. Box 10176, Washington, D.C.
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Standards relating to probation, parole, juvenile courts,
juvenile detention and Standard Juvenile Court, Family
Court, and Sentencing Acts. (Obtain from National Council
on Crime and-Delinquency, 44 East 23rd St., New York, New
York 10010) .

Model Sentencing Act. {(Obtain from American Bar Association,

1705 Desales St., N.W., Washington, D.C.)

Jail Operations Manual. (To be published by National Sheriff's
Association, 1250 Connecticut Avenue, N.W., Washington, D.C.)

Pertinent Current Projects

"Correctional Systems Self-Evaluation Project," American
Correctional Association (under Ford Foundation Grant);
project recently commenced, coordination with State
Planning Agencies has been assured by A.C.A.

"Model Community Corrections Program," Institute for
Study of Crime 'and Delinquency, San Joaquin County,
California under LEAA Grant No. 227; final report to
be completed by June. 1969.

Related U.S. Assistance Programs*

Department of Health, Education and Welfare

Vocational rehabilitation and research grants (115)

Correctional rehabilitation study programs (116)

Vocational rehabijlitation training grants for personnel
involved in the rehabilitation of disabled persons (116)

Vocational rehabilitation facilities and workshops (376)

Department of Housing and Urbah,Deve1opment‘-

Planning assistance for schools and other education
facilities (36)

Planning assistance for hospital and other health care
facilities (34) .
Planning staff recruitment and training (38)

Planning and technical assistance in development of
multi-purpose community and neighborhood centers (245)

*Source: The Vice-President's Handbook for Local Officials,
Supt. of Documents, U.S. Govt. Printing Office, Washing-
ton D.C. 20402 (Price $2.00); numbers in parenthesis
are page references. See also, "Catalog of Federal
Assistance Programs." (Obtain from Office of Economic
Opportunity, Office of Information,Washington, D. C.
20506). _ ‘
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Department of Labor

Ski11 training in areas where it is determined a shortage
of skilled workers exist (112)

Training assistance for chronically unemployed adults or
older with annual income below the poverty level (112)
Similar program for those 16 years or over (113)

0ffice of Economic Opportunity

Assistance for migrant and farm workers--opportunity

centers, counseling and vocational training for migrants

?efoye and after having migrant agriculture employment
118

Information Center, National Council on Crime and Delinquency

The NCCD Information Center scans, processes, and abstracts
world literature and maintains a registry of current
projects and new programs in crime and delinquency. The
Information Center maintains a staff of information
analysts able to respond to requests for information about
crime and delinquency literature, projects and programs.
0f special interest is the Criminal Justice Planning Re-
source Center which specializes in serving the information
needs of planners. Selected Highlights of Crime anq
Delinquency Literature and Information Review on Crime and
Delinquency are published bi-monthly.
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| APPENDIX LI
THE CHALLENGE OF CRIME IN A FREE SOCIETY, CHAPTER 6, CORRECTIONS

Chapter 6

Corrections

“GORREGTIONS,” AMERICA'S prisons, jails, juvenile traina
ing schools, and probation and parole machinery, i3 the
part of the criminal justice system that the public sees
least of and knows least about, Tt seldom gets into the
news unless there is a jail break, a prison riot; or a sensn-
tional seandal involving corruption or bratality in an in.
stitution or by an official,  The institutions in which
about a third of the corrections population lives are
situated for the most part in remote rural arcas, or in the
hasements of police stations or courthouses.  The other
two-thirds of the corrections population are on probation
and parole, and so are widely, and on the whole invisibly,
dispersed in the community, - Corréetions is not only hard
to see; traditionally, socicty has been reluctant o look at
it. Many of the people, juvenile and adult; with whom
corrections deals are the most troublesome and troubling
members of society: The misfits and the failures, the tn-
respectable and the ivresponsible, - Society has been well
content to keep them out of sight,

Its invisibility belics the system’s size, complexity; and

‘crucial importance to the control of crime. Corrections

consists of scores of different kinds of institutions and pro-
grams of the utmost diversity in approach, facilitics, and
quality. On any given day it is responsible for approxi-
mately 1.3 million offenders. In the course of a year it
handles nearly 2.5 million admissions, and spends over a
billion dollars doing so, If it could restore all or even most
of these people to the community as responsible citizens,
America’s crime rate would drop significantly, For as

- it is today, a substantial percentage of offenders become

recidivists; they go on to commit more, and as chapter 11
shows, often more serious crimes,
For a great many offenders, then, corrections does

- not correct. Indced, experts are increasingly coming to

fecl that the conditions under which many offenders are
handled, particularly in institutions, are often a positive
detriment to rehabilitation.

Life in many institutions is‘at best barren and futile, at
worst unspeakably brutal and degrading.  To be sure, the

offenders in such institutions are incapacitated from com-
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mitting further crimes while serving their sentences, but
the conditions in which they live are the poorest possible
preparation for their successful reentry into sociely, and
often merely reinforee in them a pattern of manipulation
or destructivencess,

These conditions are to a great extent the result of

a drastic shortage of resources together with widespread
jgnorance as to how to use the resources available,
Morcover, correetions by its very nature must always
work at the “end of the line” of the criminal justice sys-
tem, with those whose problerss have overtaxed the re-
sources of other systerns,

However, there are hopeful signs that far-reaching
changes can be made in present conditions, The Commis-
sion found, in the course of itg work, a number of imagina-
tive and dedicated people at work in corrections. Tt found
a few systerns where their impact, and enlightened judieial
and legislative correctional policies, had already made a
marked difference; a few experimental programs whose
results in terms of reduced recidivism were dramatic. A

start has been made in developing methods of ¢lassifica- -

tion that will permit more discriminating sclection of
techniques to treat particular types of offenders, But
many of the new ideas, while supported by logic and some
experience, are yet to be scicntifically evaluated, Never-
theless, thee potential for change is great. ;

As a foundation for its work, the Commission decided
that a comprehensive, nationwide survey of correctional
operations should be undertaken. Relevant information
existed in bits and pieces around the country, but there
was no overall picture of American corrections, The
structure of probation and parole programs, institutions,
theorics, and procedures that together make up correc-
tions is extremely complex and diverse. A few jurisdic-
tions have relatively small probation caseloads, an inte-
grated system of institutions, well-trained staffs, and a
variety of experimental programs, Others consist of sev-
cral autonomous and antiquated county jails, a state
training school for juveniles, and a huge prison farm
where convicts toil under the surveillance of trusties armed

with shotguns.
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Tt was necessary for the Commission to survey all of the
disparate segments of the system so that its annlysis and
recommenditions would not simply perpetunte the exists
ing state of fragmented and inadequate knowledge, "The
Conmmission, therefore, in collaboration with the Office of
Law Enforcement Assistance, arranged for the National
Council on Crime and Delinquency, an indepentlent,
nationwide group -vith long experience in the correetions
field, to undertake the necessary survey, The detailed
report of thiy survey is presented in the corrections task
force volame,

BACKGROUND OF CORRECTIONS TODAY

The survey gave the finst accurate national pieture of
the number of offenders under correctional autharity on
an average day: 1.9 milllon (table 1), This total is so
much larger than had ever before been estimated that it
has startled even those familine with the field. Tt over
wxes the facilities, programs, and personnel of the cor
rectionnl system badly, Moreover, if present teends in
arrests and convietions continue, the system 10 years (rom
now will be facing ceven more extreme pressures,  The
juvenile system, because of the rapid increase in the nuni=
ber of young people in the population, will be the most
hard pressed.  Adult probation and parole treatment will
also suller, beeause of the teend toward probation or eaely
parole rather than prolonged confinement, In recent
years, adult institutional coramitments have been leveling

off,

Table 1.~-Avarage Dally Population in Corrections
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CUARAGTERISTICS OF OFFUNDERS

Oftenders themselves differ strikingly, Some seem ir-
revocably committed to criminal careers; others subscribe
to quite conventional values; still others, probably the
majdnty, are aimless and uncommitted to gonls of any
kind, Many are disturbed and {rustrated youths.
Many others are nleoholics, narcotics addicts, victims of
senility, and sex devinnts, This diversity poses immense
problems for correctional officials, for in most places the
many special offender groups must be managed within
large, general-purpose programs, "The superintendent
of an institution must meet the challenge of especially hos-
tile and violent inmates, respond appropriately to those

who ars mentally disordered, guard against the smuggling
and use of narcotics, provide instruction and supervision
for the mentally retarded, and handle the dangerous and
intricate problem of sexunl deviances-all within a locked
and artificinl world,

Beneath the diversities, certain characteristics predoms
inate. A grent majority of offenders are male. Most
of them are young: in the nge range between (6 and 30,
The life histories of most of them document the ways in
which the social and economic factors diseussed in chaps
ters 2 and 3 contribute to erime and delinquencey.  Beueae
tion is ns good n barometer ny any of the likelihood of
success in modern urban society; ns figure 1 shows, n high
propottion of offenders are severely handicapped eduens
tionally, Many of them have dropped out of sehool.

Offenders also tend to have unstable work records and,
as shown by figure 2, n Iack of vocational skill.

A lnege proportion come from backgrounds of poverly,
and many are members of groups that suffer cconomic and
social disadvantage. Materdal failure, then, in a culture
firmly orlented toward material success, iy the most come
mon <enominator of offenders,  Some have been nutos
malically exclurled from economic and social opportunity
some have been disqualificd by lack of native abilities;
some may simply not have tried hard enough, Maay, too,
have failed in their relationships with thelr familics and
friends.  Offenders, ndult or juvenile, usually have little
self-csteemn, and for some it is only when they are under
going correction that they get n first glimmering of their
personal worth,

CORREQTIONAL ADMINISTRATION

The differences among offenders do not account for
the most sulient differences among correctional facilities
and procedures, These cnn be traced, rather, to historis
eal development, administrative fragmentation, and din
vergent and unreconciled purposes and theories.

Table 2 shows the diversity of American corrections
with respect to size and cost,

The Federal Government, all 50 States, the Distriet of
Columbia, the Commonwealth of Puerto Rico, most
of the country’s 3,047 counties, and all except the smallest
citics engage in correctional activities—-if only main-
taining a primitive jail in which to lock up over-
night those who are “drunk and disorderly.” Each level
of government typically acts independently of the others,
The Federal Government has no direct control over
State corrections.  The States usually have responsibility
for prisons and parole programs, but probation is frequent-
ly tied to court administration as a county or municipal
function.  Countics do not have jurisdiction over the
jails operated by citics and towns,

Responsibility for the administration of corrections is
divided not only among levels of government, but also
within single jurisdictions. There has been a strong his-
toric tendency for juvenile and adult corrections to fol-
10\\"separate‘ paths. Public support for rchabilitative
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programs first developed in connection with juveniles,
Today, progressive programs for adults resemble progres-
sive programs for juveniles, but more often than not they
are administered separately to the detriment of overall
plinning and of continuity of programing for offenders,
The ambiguity and awkwardness resulting from  this
division is nowhere more apparent than in the handling
of older adolescent and young adult affenders, who often
defy precise claggification and are dealt with maladroitly
by both the juvenile and the adult correctional systems,

Much the same is true of the historical barrjers that
exist between institutional and community programs,
Parole and probation services have olten held themselves
nloof from jnils and prisons, and they are frequently run
entirely separately.  One result often is that the transi-
tion between the way an offender is handled in an instic
tution and his supervision in the community is jrrationally
abrupt,  And of course there are also vast dilferences
in many places between programs in such ‘misdemeanant
institutions as jails and workhouses, and those in State
prisons and training schoals,

THE PERSONNEL OF CORREUTIONS

More than 121,000 people were employed in correc-
tions in 1965, QOnly a small proportion of correctional
stafl had treatmient and rehabilitation as theie primary
function,. Twenty-four thousand, or 20 percent of the
stafl, were probation and parole officers working in the
© community, and educators, social workers, psychologists,
and psychiatrists working in institutions. By contrast, 80
percent of correctionnl manpower had major responsi-
bility for such (unctions as custody and maintenance,

Carrectional agencies across the country face ncute
shortnges of qualified manpower, especially in positions
charged with responsibility for treatraent and rehabilitas
tione Thousands of additional staff' are required now
to achieve minimum standards for effective treatment
and contrel, - Many more thousands will be needed in the
next decade,

HISTORY AND THEOQRY

The oldest part of the correctional apparatus is insti-
tutional confinement. Until “the middle of the 18th
century, execution and such corporal punishments as
flogging and pillorying were the principal means by which
society dealt with offenders. Their replacement by im-
prisonmient arose {rom both the growing spirit of
humanitarianism that acconipanied the “Enlightenment”
in Western Europe, and the effect of the philosophy of
utilitarianism developed in the late 18th and early 19th
centuries, Criminals were no longer seen as men. and
women possessed by evil demons that had to be exorcised
by corporal punishment or death, They were persons
who had deliberately chosen to violate the law because
_ it gave them pleasure or profit,
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Imprisonment was seen on the one hand as a punitive
sanction to deter lnwbreaking by making it painful rather
than pleasant, On th¢ other hand, unlike corporal
punishment and execution, it gave an offender an oppor-
tunity to reflect in solitude over his wrong choices and
to mend his ways,  Not incidentally, of course, incarcera-
tionealso prevented an offender from committing further
harm against the community, which corporal punishment
short of exceution did not,

Many legacies of these philosophical developments
run through corrections todny, They can be seen in much
prison architecture for adult felons, grim and fortresslike,
with tier upon tier of individunl cells arranged chicfly
with a view to security, They can be seen in the daily
regimen of many such institutions, too, though in most
cases this has'been mitigated by later correctional move-
ments, The wide gulf between inmates and stafl in many
prisons, maintained by restrictions on “fraternization,”
rules of address, and constant rollealls and inspections,
is part of this, Impersonality extends to dress, restric-
tions on conversation with other prisoners, and the
way in which prisoners are marched in groups from
cells to dining hall to shop., Cells are usually small and
bare, with prisoners Jockec into them at night and out of
them-—and into shops, recreation rooms, or simply hall-
ways—~during the day.  Juvenile training schools, though
their architecture and their routine are far less forbidding,
{op often emphasize in subtle ways that restraint is their
primary purpose and treatment a casual afterthought.

A prisoner under this sort of regimen is expected to “do
his own time" aloof from staff and other inmates, and his
release may often be nccelerated or postponed according
to his good or bad behavior in this peculiar institutional
setting rather than his preparedness to enter the world
outside, Many institutions, especially those for juveniles
have counsclors, tenchers, and chaplaing whose chargu
it is to aid in the process of rehnbilitation, but their
limited role and number typically make significant re-
habilitative efforts impossible, Shops and farms or other
work activitics too often are operated primarily because
of their value to the state and conducted in a fashion
useless {or instruction in skills and habits needed to suc-
ceed in the community,

This model of corrections has further inadequacies,
With offenders of all kinds confined together and handled
indiscriminately without close stafl’ contact, a special in-
mate culture may develop that is deleterious to everyone,
and especially the juvenile, who is exposed for the first
time to it. Certain inmates—often the most aggressive—
assume control aver the others with tacit staff congent; in
some adult institutions this situation is formalized through
the use of “trusties”—sometimes armed—to carry the bur-
den of close supervision. Rackets, violence, corruption,
coerced homosexuality, and other abuses may exist with-
out stafl intervention., The physical inadequacy of the
older prisons has been compounded in most cases
by severe overcrowding. At best, however, their con-
struction is unsuited to most rehabilitative programs, * It

iy difficult 1o hold group counseling sessions when there
are no rooms of a size between cells and the dining hall;
difficult to release prisoncrs during the day to settle them-
selves into regular jobs in the community when the nearest
town is miles'away; difficult more generally to promote
self-discipline and responsible independence in an institu-
tlon architecturally dedicated to intimate and constant
authoritarian control,

These conditions have given rise to a whole serics of
changes, beginning as long ago as the latter part of the
19th century,  Authorities in most jurisdictions began to
realize that mere restraint could not accomplish the pur-
pose of corrections, and that many of the features of
prison life actually intensified the problems of offenders,
The resulting determination to undertake more positive
efforts at reformation was accompanied by the recogni-
tlon that motivation was more than a matter of rational
choice between good and evil, and that psychological
treatment might thus be a necessary part of corrections,
Tt was also vecognized that the useful occupation of pris-
oners in shops, farms, classes; and recreation would case
institutional tensions and contribute to an atmosphere less
detrimental to rehabilitation,

The reform model reshaped all roles in the correctional
system, No longer was the offender regarded as a
morally deficient person, to be controlled by a keeper,
Instead he biecame, for some purposes at Jeast, a “patient.”
The old rule~="Tet the punishment fit the crime"——was
replaced by a new maxim—‘Let the treatment fit the
needs of the individual offender.”

On the reform model was built a far more complex
approach to_corrections than had existed before,  This
new approach began with and bag gained most ground
with juveniles, who had previously been imprisoned in-
discriminately with. adults, but now began to be treated
separately, A wide range of services was to be provided:

Education; vocational training; religious guidance; and
eventually psychotherapy in its various forms. Prison
schools and counselors would help some; prison industries
would accustom others to the beneficial effects of regular
employment as against the irregular gains of crime. The
main focus was on the individual—on correcting him,

The new ideals led to the development of different
kinds of institutions, Medium-security - prisons were
built that had fences rather than walls and guard towers,
rooms rather than cells, locked doors and windows rather
than bars. Minimum-security facilitics showed even
greater departures: Schools where offenders lived in cot-
tages, forestry camps and farms where they lived in bar-
racks without locks and worked without armed surveil-
lance. Facilities were created for women, for youths, for
reception and diagnosis, for prerclease and postrelease
guidance, for medical and psychiatric treatment, for
alcoholics, for addicts, for sexual psychopaths, and for
others.
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Some of the reforms have been notable, The Federal
prison system and several State systems have taken leader-
ship in bringing about many of the changes discussed
later in this chapter—from such important atmosphere
changes as dining facilities with small tables to modern
prison industries and. programed learning, ‘The prog-
ress that these reforms have made has not been upiform
or free from complications, however. The old build-
ings were built in the stoutest fashion, and it has been dif-
ficult to seeure their replacement,  Today there are 25
prisons in the United States over a hundred years old,
Old methods and evils have been perpetuaed ns well as
old architecture, In some States juveniles are still jailed
with adults, Tn a few, the bulk of the corrections popu-
lation is still employed on vast farms raising cash crops
under condlitions searcely distinguishable from slavery,
Flogging is still practiced in at Jeast one place as disci-
pline even for such offenses as “overlooking okra'w-
carclessness in harvesting,  But a mork pervasive evil is
idleness; this is especially destruetive where there are
no induntrics, no ¢ducational programs, no recreational
facilitics—only aimless loitering in corridors or yards.

Where it has come, the process of reform has not al
ways been smooth,  Those in the field have sometimes
lacked the inclination, and have almost always lacked the
resources, 1o evaluate their new programs carefully,
There has been a tendency for the correctional field to
adopt new or scemingly new programs in an impulsive,
sometimes faddish manner, only to replace them later with
some more recent innovation,  Much supposed progress
really hag been only circular movement. “New” ap-
proaches turn out to he deviees tried clsewhere under a
different name. - The advance guard of corrections in
one jurisdiction may be stregsing individual and family
therapy; in another, vocational training and job place-
ment; and in still another, group treatment relying upon
the influence of fellow offenders to aceomplish rehabilita-
tion, Frustration in achieving clear results sometimes
leads officials to drop one approach and move on to a
completely new one, or to add treatment methods one
on the other without clearly distinguishing thelr purposes,

Correction of offenders has alse labored under what
is coming to be seen ag a fundamental deficiency in ap-

~proach, All of the past phases in the-evolution of cor-

rections accounted for criminal and delinquent hehavior
primarily on the basis of some form of defect within jhe
mndividual offender, The idea of being possessed by dev-
ils was replaced with the idea of psychological disability.
Until recently reformers havd tended to ignore the cvi-
dence that crime and delinquency are symptoms of the
disorganization of the community as well as of individual
personalities, and that commurity institutions—through
extending or denying their resources—have a critical in-
fluence in determining the success or failure of an in-
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dividual ofTender.

The responsibility for coumunity treatment and ay-
pervison has been entruated mainly o probution and
paeole services. As oted, these programs handle far
e offeiders than do Tustiutlons,  Probativn- supee-
vislon I the cotimuity 16 Hew of Bnptisonment- waa
first established Tor Juventles glinost o entury agy, andd s
tow at Jesst superficlally avallable for buth juveniles and
aduit Tefous I o majotity of States, Very little probation
aervier Js aviilable to misdemennants,

Parole, the postinerceation equtvalent ol probation,
duting from about the same period, I8 also witely used
for juventles atd {elovs, but seldont for misdemeaniils.

Oftent probation aad porole wre separately adininls.
feretly pyobation ns o serviee to the couns aud parole o8
# part of Staié correctiousl dgereles, Prolistion offfcers
typleally spetd much Ume prepatlig sentencing re-
porty Tur Judpes fn addition to supervistg offetders.
Parole officers perfosm ke Sunetions for parole bhoardy in
providiuy infornation relative W declsions o grant or ge-
voke parole, 7

Supereiston congists busteally of o combination vl sue-
vetllatee wnd vonnseling, drawing partly upon the methe
ods Wentified with soelal easework, but distingulsted by

the teed 1o enforee anthotiiaties Hngs atd standards ol -

belevior.  Ofendets are put on probation or relensed
ol pavole subject (o certain conditions: “That they stay
outof trouble; that they maintain regular ewmplogment or
stay I sehool; that they not deink or use nareotivs; aul
wsually that they obialy perndlsston for sucdy steps ns get-
ting wiarfed, changiig Jobs or residenee, ur leaving the
juisdiction. The probation or parsle officer's frst duty
is to "keep tiaek® of lis vases and see that they cutuply
with tese vonditions.  Oftens he has Hitle thue even for
this Dunetion.

T s were the whole of the job, Tt still would not be
easy to accomplish {nowest jurlsdictions,  But in fact
probation and parole supervision alms at wueh more,
An officer is expected o offer vounseliig and guldnuce
and o lelp fn gerting a job or in straightening out family
diffieulties, In provties bie s nhinost always oo pressed
to do this well.  Probation aud parole supervision typi-
cally cotststs of a 10- or 15-minute Interview onee by bwice
a wonth, during which the officer questions and ad-
manishes Iis charge, refers lifui to an employniént ageney
e a publie health clinie, and makes notations for the ve-
ports he nust file.  The great pressuids on these officers
make it difficult for thent to exercise evenly and kuowl-
edgeably the tremendous diserstion they have in recom-
wehding the vevocation or continvation of conmunily
treatiient when offenders under thelr supervision get
fita trouble,

Theve ate, of couise, many exceptions to this plcture,
some of them very impressives—expesiiients with small
caseloads of offendeis classified on the basis of need and
given cavefully preseribed treatitent, and with agencies
that use teanss of caseworkers and have speclalized services
such as psyehiatric treatment, legal advice, job placement,

The ehallenge Taelng parole andd probation officees s
Inereased by the growlty sense that the efforts of correes
tivtal ufficials should be directed toward both the offend-
et untl the community institations- schoo, work, religlon,
antl ceeredation-—with whivh he must effect a reeoneifia.
to If he 18 to avold fupther erimes, Tt s of lttle wse to
Improve the reading skiils and motivation of a juvenile
wiletider 1T the cotnutity sehool spsterr will not receive
It whient Bie 8 placed on parole; or if e tannot provide
tsuble Instruetion for L. 1t makes little sense {ot a
rorreetional fnstitution to offer vorational teadning il an
ullender cannivl fined reluted work when he returng to the
vomntdty, ‘The process of repairdog defeets Tn the in-
dividual must be combined with the opening of opportu-
ulties for satlalying pactelpation i community life,
opportunitivs that Tend lowart] fegitimate suecess and
away fromt Hielt and destruetlve ways of lile.  For tnost
offestlers, however, tie dovrs to legltimte spportunity
wre hiardd Lo Oind and haeder Lo open,

These 18 o growlng appreelation within the fiefd of the
Trentionality lhu’l runs through muelt of correctional prac-
tee foduy: OF liaving suels stiarp lney Detween instity-
tlonal and vomsmunity treataent; between Juvenile and
atlult progreams, between loeal jalls and State peisony; of
spending so muels on custody and so litte on rehabilita.
ton ol focusing so heavily va seeurdty durlng ineareera-
ton angd 3o Jittle on supervision fo proteet the commu-
nity oniee dn oiTender s returned o it

While teeent public apinton polls show inereasing pub-
He sympathy with rehabllitative goals, vonflict and uncer-
tnirity about tie theories belidnd and the goals of cocree-
tions have lupaired brogd suppost for needed experiments
ad changes, CQurrectional treatnent designed to meet
the offender's needs 18 often (although not always) less
burdensonse aisel unpleasant than teaditional forms of
(reatment. "Tliys, rehabillitation efforts inay o sone ex-
tenit sostflict with the deterrent goal of the erlminal system
and, if treatiment 18 in the comunnity instead of in prison,
with the goal of jueapatitating the offender from commit-
tng further erime,  But the Jssue s not simply whether
aew correctional mathods amount to “coddling” A ma-
{or goat of turrectltn s to make the community salec by
preventitig i ofTender's retuns to erlme upon his release.

COMMUNITY-SASED CORRECTIONS

With tvo-thitds of the total corrections caseload under
probation or parole supervision today, the central question
1s no longet whethier lo handle offenders in the community
but how to do so safely and successfully, Clearly, thereisa
teed to incaicorate those criminals who are dangerous
until they no longer are & threat to the community. How-
ever, for the farge bulk of offenders, particularly the youth-
ful, the first or tho minor offender; institutional commit-
ments ¢an cause more problems than they solve,

Institutions tend to iselate offenders from society, both
physically and psychologleally, cutting them off from

schools, jobs, familics, and other supportive influences and
increasing the probability that the label of eriminal will be
indelibly impressed upon them. “The goal of réintegration
is likely to be furtheted mueh more readily hy working
with offenders in the community than by incarceration.

Additionally other goals are met, One is economy,  Ini

1965 it cost; on the average, about $5,600 a year to keep
A youngster i & teaining school, while it rost less than
oneatenth that amount ter keep hiny on probation.  Bven
allwing for the substantial improverments in salaries amd
persbinel needed (6 thake cotmunity programs more
ellective, they aee less costly.  "Thisis especially true when
vosteuetion casts, whick oow run up ta $20,000 for each
bed ircw ehildren's institution, are included.  “The differ-
eutinl beeames even greater i the costs of welfare for the
fatailies of the incarcerated, as well as the loss of taxable
incorue, are included.

Various studies have sought to measure the success of
eoratunily teatment.  Cne suromdry analysls of 14 dif-
[erent studles of probation outcotnes indicates that from
61t 90 percent of the probationers studied completed
termng without revoeatlon. o another study, undertaken
in Callfornia, [ LGAE adult probalioners who were granted
probsation during 1956 L [958 were followed up after 7
years. U this group alriost 72 percent completed helr
probation terms without reeovation,

T'fiege fAnelings were not obtained under controfled cons
ditlons, vior were they supported by dale thiat distinguished
amung the typea of offenders who succeeded or among,
the types of services thal were rendered.  But they are
the produet of a variety of probation services adinlnls-
teredd al dilferent ties and places aritl provide some eyl
denwe that well planned and administered community
prograsng ean be successful in reducing recidivisus, T'hese
findings, combined with the data from thé natlonal sur.
vey ol corrections showlng that probation and parole serv.
lees are characteristieally poorly stalled and often poorly
athninistered, suggest that Improvement In the guality
of contmutity treatment should be a imajor goal.

INSURING AVAILABILITY OF PRODATION AND
PAROLE SUPERVISION

The Cominlssion's survey of corrections disclosed (hat
there are still a significant number of jurisdictions that
lnck probation or parole facitities of any sort for misde-
meanant offendes, O e 250 counties studied in the
national corrections survey, one-tlited provided no proba.
iion service at all.  Institutionalization and oubright re.
lease on suspeitded sentence without supervision are the
only alternatives in such jurlsdictions, Most inisdemean-
ants are released from local institutions and jails without
parole; information obtained in the survey from a sample
of 212 Joeal jails frdicated that 131 of them (62 percent)
had no parole procedure.  In the other 81, only 8 percent
of the inmates were lis fact released on parole; thus 92
percent were simply discharged at the expiration of their
senfences.

Al States appear to have community supervi-
sion facilities for juvenile offenders and adut felons,
but in some jariddictions these are no more than
nominal,  Many small juvenile courts, for example, rely
almost entirely on release on suspended sentence in lieu
of probation supervision, and their judges attempt for
keep a cheek on those released as best they can, often with
the assistance of the focal police.

_ 'These inadequacies can have serious consequences.
Lack of community treatment facilities for misdemeans
ants and juveniles means the neglect of one of the most
tportant lines of defense against serious crimes, since
many persons with juvenile or misderneanant records
fradunte to graver offenses. Lack of prabation facilities

also ray mean ihiat mwany minor and firstotime offenders,
whit would be more suitably and economieally dealt with
in the community, are instead institutionalized. And lack
of supervision, particularly through pan\'-.;)z*, mieans that the
eorununity is betng exposed {o unnecessary risks and thas
olfenlors are gokng without assistance in reestablishing
themselves in johs und schoals.

The Commission racommends,

Parole and probation services should be available in all
jurlsdictons for felons, juveniles, and those adult mis-
demennants who need or can profit feomi’ community
teentmeid,

I a prisoner serves his term without having been
paroled, in most places sie 3 weieased into the comymunity
without any guidance or supervision.  But in the Federal
systor, wnd in severnl Staten, when an fnmate is released
hefore bis masimum tenn because of good behavior, he
is subject to supervision in the community for a period
grpuivalent Lo bis “good time credit”  He js relepsed 10 a
parole oflicer under the same vonditions ay an inmate whe
is paroled, and he can be returned to prison to setve out
Iis sentence if he violates those conditions,

The Commission recommands:

Every State should provide that ofienders who are not
paroled receive adequate supervision after release un-
less it is determined to be ynnccessary in a specific case.
THE NEED POR INCREABED MANPOWER

"The statistics from. the national survey of corrections
make clear the vastness of the community treatment task
and the inadequacy of the resources available to accom-
plish i, They do not convey the everyday problems and
frustations that result from that disparity. These take
many forms. For example: ‘

[ A probation officer meets with a 16-year-old boy who
2 months previously was placed on probation for hay-

and remedial tutoring, : , ] ' -
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ing stolen a car, The boy begins to talk, He explains
that he began to “slip into the wrong crowd” a year
or so after his stepfather died. He says that it would
help him to talk about it. But there is no time; the

- waiting room is full, and the boy is ot scheduled to
come back for another 15-minute conference antil
next month,

- A parole officer feels that a 29-ycar-old man, on parole

after serving 3 .years, for burglary, is heading for
trouble. He frequently is absent from his job, and
there is a report of his hanging around a bar with a
badl reputation, The parole officer thinks that now is
a critical time to straighten things out—before it is
too late. He tries unsuccessfully two or three times
to reach his man by telephone, and considers going
out to look for him. FHe decides against it. e is
alteady far behind in dictating “revocations’ on
parolees who have failed and are being returned to
prison,

1 A young, enthusiastic probation officer goes to sce

his supervisor and presents a plan for “something dif-
ferent," a group counseling session to operate three
evenings a week for juvenile probationers and their
parents. The supervisor tells him to forgat it
“You've got more than you can handle now getiing
up presentence reports for the judge, Besides, we
don’t have any extra budget for a psychiatrist to help
out.” ‘

1n these situations the offender is denied the counsel-
ing and supervision that are the main objects of proba-
tion and parole. Because the probation or parole officer
is too overworked to provide these services, the offender
is left on his own, If he does not succeed, he loses and
the community loses.

On the basis of information gathered in the corrections
survey, it is possible to form a gederal picture of the mag-

nitude of need for additional probation and parole officers -

il they are simply to carry on orthodox supervision at the
caseload levels widely accepted as the maximum possible,
Figure 3 on the following page shows the average present
cascload sizes of probation officers,  The findings of the
survey are alarming:

7 In the juvenile field there is an immediate need to
increase the number of probation and parole officers
from the present 7,706 to approximately 13,800, This

manpawer poal would mean caseloads of 35 offenders
per officer«and would permit additional time for the
hundreds of thousands of diagnostic investigations
needed each year by juvenile courts. Tt is estimated

that a total of 23,000 officsis will be required by 1975 -

to carry out the functions essential to community treat-
ment of juveniles.
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{1 For adult felons there is an immediate need for al-
most three times the number of probation and parole
officers currently employed. This estimate again is
based on an average caseload size of 35, for while
adult probation and parole caseloads have typically
been somewhat larger than those of juvenile systems,
this difference is more a reflection of historical factors
than one justi” 1 by a difference in need.  On this
basis, too, po,r . jon projections point to a require-
ment of a total of 23,000 officers in 1975,

[ The need for officers for misdemeanants is staggering;
15,400 officers are needed as against 1,944 currently
employed, The number needed in 1975 is estimated
at 22,000, ‘This forecast, unlike those for adult felony
and juvenile officers, is based upon needs for officers to
supervise only the rather modest proportian of the mis-
demeanant givap that could be aided in the commu-
nity, plus others to provide minimal screening and
classification services for the roughly 5 million persons
referred to the lower courts each year, Many of the
latter, particularly alcoholics, could be diverted from
the criminal justice system if identified in time.

The Commission recommends:

All jurisdictions should examine their need for probation

and parole officers on the basis of an average ratio of 35
offenders per officer, and make an immediate start toward

" recruiting additional officers on the basis of that exami-

nation,

Standards for average caseload size serve a useful pur-
pose in estimating the magnitude of present and future
-needs for probation and parole officers.  But in operation
there i3 no single optimum caseload size. Indeed, in the
Commission’s opinion, it would be a mistake 1o approach
the problem of upgrading community treatment solely in
terms of strengthening orthodox supervision to bring case-
load sizes down to universal maximum standards. Such
an approach would ignore the need for specialized case-
loads to deal differently with particular types of offend-
ers, and for changes in the standard procedure that results
in an offender being supervised by only one officer.
Furthermore many of {h answers {0 manpower needs
munst he found outside the ruold of the existing system.
There.is, for example, great promise in employing sub-
professionals and volunteers in community corrections,
Much work performed today by probation and parole
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Caséisads of Probation Officers Figure 3

Source: Nation! Corrections Survey

Probation Qfficers with 0-50 cases are responsible for: -
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officers could be effectively handled by persons without
graduate training in social work or the behavioral sci~
ences, In fact, organizing teams of workers within which
the tasks of investigating, monitoring, helping, and guid-
ing o.ffenders are divided in a logical manner, would
permit more specialized and individualized attention.
The use of subprofessionals and volunteers could signifi-
cantly reduce the need for {ully trained officers.

Clitizen volunteers have been used with apparent suc-
cess by some probation departments. Royal Oak, Mich,,
for example, has utilized volunteers for 6 years and claims
a high success rate for the probationers who have re-
ceived supervision. The General Board of Christian So-
cial Concerns of the Methodist Church, the North Ameri-
can Judges Association, and the National Council on
Crime and Delinquency have launched “Project Misde-
meanant,” a program to encourage other communities to
develop programs similar to that in Royal Oak., By 1966,
75 communities in over 30 States had expressed interest,
and a number of other such programs were operating or
were in the developmental stage.

',.Fhe State parole agency in Texas uses volunteers as
assistants to parole officers, Vblunteers contact parolees

“upon release and help arrange jobs for them or secure
their readmission into school, Thereafter volunteers are
available to counsel parolees in any problems tligy may
have or simply to serve as the kind of successful friends
whom many offenders have never known, The work of
the volunteers is closely supervised by professiona. parole
officers, to whom they go: for guidance when there are
signs of trouble,

The use of paid, subprofessional aides in probation and
pafole is also promizing. Such people, if properly
trained and supervised, could, for example, collect and
verify information about offenders, work thut now takes
up much of the time that probation and parole officers
could be spending ‘in counseling and arranging com-
munity services {or offenders.

Subprofessionals  could provide positive benefits
beyond that of meeting manpower shortages. People
who have themselves experienced problems and come
from backgrounds like thuse of offenders often can help
them in ways professional caseworkers cannot. Contact
j/vith a person who has overcome handicaps and is liv-
ing successfully in the community could mean a great
deal more to an offender than conventional advice and
guidance, '
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To the extent possible, subprofessionals should be pre-
pared for career advancement within the corrections field,
3

The Commission recommends:

Probation and parcle services should make use of vol-
unteers and subprofessional aides in demonstration
projects and regular programs.

MOBILIZIXXG COMMUNITY RESOURCES

Basic changes alio must be made in what probation
and parole officers do. They usually are trained in case-
work techniques and know how to counsel and supervise -
individuals, but they are seldom skilled in or oriented to
the tasks required in mobilizing community institutions to
help offenders, Much of the assistance that probationers
and parolees nead can come only from institutions in the
community—help from the schools in gaining the educa-~
tion. necessary for employment; help from employmeht
services and vocational training facilities in getting jobs;
help in finding housing, solving domestic difficulties,
and taking care of medical disabilities. .

As chapter 3 has pointed out with respect to juveniles,
many offenders are, at the time of their offenses, alre: dy
rejects and failures in home, school, work, and leisure-
time activities, Once they become officially labeled
criminal or delinquent, and particularly once they have
been institutionalized and their community and family ties
have been broken, their estrangement from these primary
institutions increases, and their sense of powerlessness to
succeed in legitimate ways is accentuated. In many
cases, society reacts to their criminality by walling them
off frem the help they most need if they are to turn away
from eriminality.

There are many specific barriers to reentry, Perhaps
the most damaging are those limiting employment oppor-
tunity. The inability of ex-offenders to obtain the hord-
ing noeded for certain kinds of employment; licensing
restrictions that deny them access to certain kinds of work;
and outright ineligibility for many forms of employment.
The rituals surrounding the banishment of a lawbreaker
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are very potent, but there are no rituals to remove from
him the label of oflender when he seeks to reenter the

community. o
Even stronger than these formal restrictions are the

informal pressures operating throughout t}‘ae Fornm}xnity
to “lock out” the person who carries a criminal stigma.
Those who profess to believe in rehabilitation often per-
sonally shun ex-offenders who seck to return to S?hOOl,
find work, or join reereation groups.  Of course, this feaﬁr
is in some cases legitimate. But when it is not, there Is
rarely any official assurance to minimize it. 'There is
usually no conference with the parole or probation ‘oﬂicer
at which a job applicant’s background and probleins zre
discussed, or means worked out to enable employers to
consult the officer if problems result.

If corrections is to succeed in mobilizing varied com-
munity resources to deal more effectively with offenders,
it must significantly change its way of operating. .Prob:f-
tion and parole officers today direct their energies pri-
marily toward the offender rather than the social environ-
ment with which he must come to terms.

Although it is important that present skills in working
with individual offenders be retained and improved,
much is to be gained by developing new work styles that
reach out to community resources and relate them to the
needs of the caseload. The officer of the future must be
a link between the offender and community institutions;
a mediator when there is trouble on the job or in school;
an advocate of the offender when bureaucratic pelicies
act irrationally to screen him out; a shaper and developer
of new jobs, training, recreation, and other institutional
résources.

The Commission recommenrds:

Probation- and parolc officials should develop new
methods and skills to aid in. reintegrating offenders
through active intervention on their behalf with com-
munity institutions.

-~ A number of changes will be necessary if community
corrections is to do this, A basic one is in the internal
organization and management of many probation and
parole agencies. _

Few departments have expanded their concept of pro-
graming beyond the basic relationship between an officer
and an offender. The resources of staff and of com-
munity agencies typically are made available to an of—
fender through the officer to whose cast’:load' he is
assigned. There must be more direct relationships be-
tween offenders and persons who can help them to find
success in legitimate ways, o

Instead of giving a single officer total responsibxhty. for
an offender, the system needs to draw many persons into
the task-—teachers, vocational counselors, friends, family
mermbers, and employers. The aim mustbe to change the
context of an offender’s life as well as his personal orienta-
tion to the world around him. Most probation and parPIe
agencies should reexamine their policies and operating
procedures; how they assign cases, how they use the time
of officers, and how they relate to the surrounding
community.

The Youth Services Bureau recommended in chapter
3 as an alternative to adjudicatory treatment of delin-
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quents can both serve and be served by community cor-
rectional programs, Such bureaus could constitute a
valuable point of refevral for probationers and parolees.
Corrections, on the other hand, could provide important
assistance to the Youth Services Bureaus through diag-
nosis and investigation, and through provision of special
treatment services not involving coercion,

SERVICE PURCHASE

If community institutions can be encouraged to de-
velop policies and operating procedures to help offenders,
and to allocate a larger share of resources to them, their
chances for success in the community will be greatly in-
creased. Usually, however, a probation or parole officer
has no means to encourage community institutions to ex-
tend this sort of help,

The Vocational Rehabilitation Administration of the
Department of Health, Education, and Welfare has pio-
neered in the development of a method for helping handi-
capped persons overcome personal problems that stand
in the way of sclf-sufficient performance in the commu-
nity. This method, called service purchase, provides
counselors with funds that they can use to obtain psycho-
logical, vocational, educational, medical, and other serv-
ices for their clients when the counselors' own agencies
cannot provide them, This approach would, in many
places, be a valuable tool in reintegration of the offender.
The ability to obtain a period of on-the-job training, for
example, might well be a critical factor in moving an of-
fender recently released from prison away from his earlier
pattern of illegitimate associations and activities,

The Commission recommends:

Substantial service-purchase funds should be made
available to probation and parole agencies for use in
meeting imperative needs of individual offenders that
cannot otherwise be met,

SPECIAL COMMUNITY PROGRAMS N

One of the most disappointing experiments in correc-
tions was conducted several years ago in California. The
caseloads of some parole officers were greatly reduced to
allow more intensive contact, Methods of parole super-
vision remained static; caseworkers simply had more time
to devote to their usual duties of checking on progress
in school or vrork, briefly interviewing parolees, and in-
terceding occasionally in family or personal problems,
The performance of parolees in avoiding further trouble
with the law did not improve.

Substantial improvement did occur, howevér, when
in a subsequent experiment parolees were divided into
subgroups according to their special characteristics, and

assigned to different kinds of officers who used different
methods.  This result has been confirmed and elaborated
by an impressive line of research over the past several
years, It was the basis for an innovative community
program that has attracted national attention. In this
experiment, the community treatment project of the Cali-
fornia Youth Authority, juvenile court commitments from
Sacramento and San Joaquin Counties were first screened
to eliminate those offenders—about 95 percent of the
boys and 5 to 10 percent of the girls—for whom institu-
tionalization was deemed mandatory. From the remain-
ing cases, assignments were divided randomly between the
community project and the regular institutional programs,

The youthful offenders assigned to the community
treatment project were placed in caseloads of 10 to 12
per officer, Treatment methods were tailored to meet
the individual needs of each youth, They included a
wide variety of personal and group counseling, family
therapy, tutoring for the marginal or expelled student,
occasionz! short-term confinement to provide essential
disciplinary controls, and an increased use of {oster homes
and group homes. ’

A principal goal has been to determine the effective-
ness of different kinds of treatment for different kinds of
delinquents, Current results include striking differences
in the responses to dilferentiated treatment, As the re-
search data accumulate, important clues as to who should
and should not be institutionalized are emerging, as well
as insights in the specific kinds of treatment and control
required for particular offenders.

After approximately 5 years of experimentation, the
community treatment project reports that only 28 percent
of the experimental group have been subject to parole
revocation, as against 52 percent of the comparable con-
trol group who were incarcerated. The results have been
so encouraging that the California Youth Authority has
launched modified versions of the project in high-
delinquency areas in Los Angeles (including Watts), Oak-
land, and San Francisco. By 1966, these community pro-
grams were handling a youth population of approxi-
mately 600, larger than the capacity of an institution, thus
saving some 7 to 8 millions of dollars of construction funds
plus the difference in costs between institutional and com-
munity treatment. .

The Commission recommends:

Caseloads for different types of offenders should vary in
size and in type and intensity of treatment. Classifica-
tion and assignment of offenders should be made accord-
ing to their needs and problems.

In recent years, too, a number of imaginative programs
have been developed that offer a middle ground between
the often nominal supervision in the community provided
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by probation services and confinement in an institution,
Some of them involve patt-time residential supervision of
offenders in small centers situated in their own com-
munities, A significant element of some programs has
been a research project to evaluate the effectivencss of the
programs, 'These projects bring together in an extremely
useful way practitioners interested in trylng new methods
and researchers concerned with increasing knowledge.

The prototype for several experimental programs was
Taunched at Highficlds, N.J,, in 1950. The Highficlds
program limits its population to 20 boys, aged 16 and 17,
who are assigned directly from the juvenile court as a
condition of probution. It operates on the premise that
corrections has its najor impact on an offender during
the first 3 or 4 months of contact,  The inmptes work
during the day at o nearby psychintsic institution; in the
evening they participate in group counseling sessions.

They are given as mucl respousibility for their own
futdres as the stafl feels they can manage,  Youths who
do not respond favorably are transferred elsewhere, but
those who do remain must confront thejr own and each
other’s problems, and participate actively in solving them,

For example, the boys are not usually released until
their peers {eel they are ready for frecdom in the com-
munity.  Robert Weber, who studied some 160 programs
fex Juveniles immediately prior to the Commission’s work,
reported ; ‘

If you aska youth tn most conventional institutions,
“How do you get out?” you invariably hear some ver-
sion of "“Be good. Do what you are told, Behave your-
self? 1f one asks a youth in a group treatment program,
“How do s+ get out?™ ane hears, “1 have to help myself
with my problems,” or “when my group thinks I have
been helped”  This implies a basic difference in the
soeial system of arganization,. including staff roles and
functions. In the large institution the youth perceives
getting out in terms of the problemi of meeting the in-
stitutional need for conformity. In the group treatment
program the youth sees petting out in terms of his solutions
to his owen probler:s, or how that is perceived by other
youths in the group. :

The Highfields project has been a model for similar
programs elsewhere: The Turrel Residential Center and
Essexfields in New Jersey; Pine Hills in Prove, Utah; and
other programs in San Francisco and Los Angeles, in Ken-
tucky and New York. ' The Galifornia community treat-
ment project, which was discussed above, is partly based
on the Highfields approach. The Provo, Essexfields, and
San Francisco versions, unlike Highficlds, permit the boys
to live at home. Program activity centers on gainful
employment in the community, classroom studies, and
daily group meetings. The regimen is rigorous,
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During the Provo experiment, for example, all boys
were employed by the city during the summer. They
put in a full day's work on the city streets; the goll courses,
the cemgiery-—wherever they were needed, They were
paid 50 cents an hour, - After work they all returned to
the program headquarters Lo meet ag a group. At 7 in
the evening they were free to return home,

The daily group scssions were built around the tech-
niques of “guided group interaction”  All group mem-
bers, not stall alone, wore responsible for defining and
addressing difficult questions,  Such programs seek to
discover how much. responsibility for their own lives
offenders can take and how to reward them for respon-
sible behavior, The basic agsumption iy that change, if
it is to oceur, must be shared with others, It is reasoned
that if & youth can see others changing and receiving
support for doing so, he is more likely to change himself,

Because these programs are located in the community,
the problems with which the participants struggle are not
the aitificial ones of institutional fife but the real ones of

living with family, fiiends, school, work, and leisurestime .

activity, The available evidence indicates that these pro-
grams arg achieving higher success rates than the ingtitu-
tional alternatives, and at a substantially lower cost.
Another effort to find alternatives to institutions js the
program of the New York State Division for Youth.
This agency, which is independent of the State Lraining
schools and prisons, deals with the offenders served by
both. Originally developed to sttbsidize delinquency pre-
vention programs, it moved into the divect-service figld
about 5 years ago,  For the more delingquent youth, sev-
eral programs (hat are replications of the original High-
fields model have been developed,  For the younger or
more immature youth, who needs to be removed from
inadequate home or community situations, the ageney
provides a series of small {orestry camp operations, which
combine work with schooling and group counseling,
And for the youth who needs support in his efforts to
obtain emancipation from a poor home enviromment,
there are residential centers within the citics, The pro-
gram pravides shelter, group guidance, and supportive
counscling by a small stafl, but it rclies primarily on the
educational and employment resources of the community,

The Commission recommends:

Correctional authoritics should develop more extensive
community programs providing special, intensive treat-
ment as an alternative to institutionalization for both
juvenile and aduls offenders,

CORRECTIONAL INSTITUTIONS

On an average day in 1965, as table 3 shows, there
were-some 426,000 persons in correctional institutions.
Whatever the differences in type and quality among cor-
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rectional  institutions-—{rom  huge  maximum-sccurity
prisons to open forestry camps without guards or fences,
from short=term detention homes for juveniles to peniten-
tiaries where men spend most of their lives, from institu-
tions of brutal or stultifying routine to those with a
varicty of rehabilitative programs——there remains an in-
herent sameness about places where people are” kept
against their will,

It arises partly [rom restraint per se, whether symbolized
by walls and guns or by the myriad more subtle inhibitions

on personal liberty, 1t arises from the isolation of the

institutional community from the outside world and from

‘the alienation and apartness of the inmate society, Tt is

fed by the strangeness of living apart from families, with
1o’ choice about place of residence, seleation of intimate
associates, or type of occupation-~all erucial values that
are taken for granted in the world outside.

These restraints have both advantages and - disad-
vantages.  On the one hand they serve the function of
punishment and deterrence,  They also prevent the
dangerous offender {rom committing further crimes in
the community during the term of his sentence. And, by
keeping him apart from the conditions of community life
and subjecting him to a special environment that can be
artificially controlled 24 hours a day, they sometimes af-
ford opportunities for rehabilitative treatment that cannot
be duplicated in the community,

On the other hand, an artificial environment that works
against self-reliance and seif-control often complicates
and makes more difficult the reintegration of offenders
into free society. Sometimes institutions foster conspicu-
ously deleterious conditions—idieness, corruption, brutal-
ity, and moral deterioration.

There are many ways in which the advantages of in-
stitutionalization can be exploited and the disadvantages
minimized. For many offenders, institutionalization can
be an cxtremely valuable prelude to community treat-
ment. - For a few, those: who must be incapacitated for
suciety’s protection if not their own, it is the only possible
alternative.

N

A MODEL FOR INSTITUTIONS

The Commission’s national survey of corrections and
other studies showed it how far many jurisdictions still
were from optimal uses of institutions, Tt was disturbed
to find that much planning for institutional construction,
and the attitudes of many officials concerned, indicated
that these conditions were not likely to be radically
changed in the future, -

‘The Commission believes that there 15, therefore, value
in setting forth, in the form of a “model,” the changes
that it sees as necessary for most ‘correctional institutions,
There will, of course, continue to be special offender prob-
lemns that must be dealt with in other kinds of institutions,
But in general new institutions should be of the sost rep-
resented by the model, and old institutions should as far
as possible be modified to incorporate its concepts.

The model institution would be relatively small, and
located as close as possible to the areas from which it draws
its inmates, probably in or near a city rather than in 4 re.
mote location, While it might have a few high-security
units for short-term detention under unusual circum-
stances, difficult and dangerous inmates would be sent to
other institutions for longer confinement,

Architecturally, the model institution would resemble
as much as possible a normal residential setting, Rooms,
for example, would have doors rather than bars, Inmates
would eat at small tables in an informal atmosphere.
There would™ be classrooms, recreation facilitics, day-
rooms, and perhaps a shop and library,

In the main, however, education, vocational training,
and other such activities would be carried on in the com-
munity, or would draw into the institution community-
based resources. In this sense the model would operate
much like such programs as the Highficlds and Essexfields
projects, Its stafl, like probation and parole officers,
would be active in arranging for participation by offend-
ers in community activities and in guiding and coun-
seling them,

Some offenders might be released after an initial period
of detention for diagnosis and intensive treatment. The
model institution would permit correetional officials to
invoke short-term  detention—overnight or for a few
days—as a sanction or discipline, or to head off an of-
fender from prospective trouble. Even if initial screening
and classification indicated that long-term incarceration

was called for, and an offender was, therefore, confined.

in another facility, the community-based institution could
serve as a halfway house or prevelease center to ease his
transition to community life. It could indeed serve as
the base for a network of separate group homes and:
residential centers to be used for some offenders as a
final step before complete release,

-83-




i pnstustve proposal s, 0 ol widvlg winild
Jidgs shatrt thoe foeapoul voneetivial st s B Temporary
Fastntstonnst of wihadite g eovsbully devled vinidii.
Pt nl eotitued wind Heabssan {1 aggmried besmiietly
Hontiye Jwvn aut podivhs, 1wl prgasty Dttt
yoebarbiek B b pretd vndy B s o o e s Dy
ypsbilly addiabal o vather i e elaiely
hlin] sl Bitlortble oo

A il sdvasttanie sl Ui vastienpl migaratid Bt Bt
fetitit i it e sl vl o tastoegdlian atias,

stied Iubdy divetaitiad ta et pomntive il vavetsd
sttt By pesadele amd wgsafumaiaion gl van
An s e G e Tt Nt vph e

by steevenlibe oG elali mel wibivg vemieln vditsig,
Tunk Wit wton stind Diaswihiies Dot hatehy Uhdts Toalet o ol
e Tlendlu 0 Bnguity aied By e Buglesigating w
ki nigesting Wy i

$ 8 © NG beer AL

Padvial tind Brate geveiieate shoghl Togties e o
patelintipent wt seeded sl aui v i tional fastitid o
st Herilibve vonnidtvuiited reatiment,

vt ARMALILE P i LR

Fuei T ettt aiimibivd T homtaee i oaeiodi
st 2oy v bhe s bt ed tik inded o B
vty e vt e e witionatiog ol wiginlste
e sr Bndauteneal of e chiames ey be aitied
e et eeiadbidinent s A udliborative v i nhih
Wt awd datee wik toagether enand sehabilitative
vealy, avd e e vorlii U Betuwett the Ton gionpe b
Avvntvad 7

Pl yaiunitive i which poinse ae kopt
Agaired thedt witl ol e grsetate st amd conthict
ftnvent e paidbec amd the et The task ol puepar
e (e dittke R dedntegiation e the oty be
et Bt s vialsaiate B o vanpetiths I oeoved
Led v 9ipeies boteen aiand and it
Poddirn, Akt B Tepvd saistviaiy b pasiviiv e the
AT Atater  Ulneeiooitiagis anger baand dmd et
i depsandvitor v sttt qithain

Phe seladwaine appreads webs toverse tHils oo
CSATIENL Batr B teiedial sttt fot enanpde,
sttt A Bavag wieal et fetosaiseling fim
o, S st Al st sdividiad fusates amd i
WA RIS Frn e ARITHIRHEI R ER U Yigsi-
e A Glowae rave oo Tevaphit i the el of
evveaeion and avizmad sdhaliliative futwtiens 6 s
wangiacey SR v iaborane wade o tdnagenient 18
o SRS A it e yentRion ARl i Anguented
TR R Ehein K U0 wORnEngL With Wit fhrates

Crlemain BEuohaiies aevsiiiing wiksiders wdie can
PR B daneieg motiation oy ieadad wwas
hyL svaziomat. anad othey selinwptevenent woak
s ad wobssiaeal ks van Do s wselalin
S A% B e haad vosteetions.

Auntlier oo tand Jgeastn of the eollghialive con
vl I e volvennt of sifemdiere ieies]vey i Geal.
ibH Taneloms g sonveeing sl g 1»?«:;111[;11&
prosdli apentinitive fue Honater b bielp sacle other
el Jand i} ket lotutiedy fop Jonesty i self
sttt ety ki b dmle witl syl
Togrs atnl Tt b atafte whons wemdery have ot bad
pra ] brporlenes il worhl ob eiditi] aellvity e
Tttty of Dt ol tnd o Dnao b rale thi.
pititatattdon Denbe o bedites Ui tietod e poditielan® powet.
Mugwmr, e Mat® compler, whivli Didigs great welad
algit autd plivelead daiger o g Bnmdde whio venpie
dtve whlt wadl o Gadid el e greally
didnielil. ;

A Helteats baldier fa el Bstaesn el Tnuates
ot peseinttgliid Eole b pletde t Hes Do ol e pistitation, ael
allsivivne thste e naarpe anthoedte tiat shondd vy be cay
pad B sttt Ul D st Jesttge Taalitageed fu ot
sk alady aned e e fines will be it
tis e el whione & it apwethie sdiean siiclo st
b Ginatee f fody ok aind Behog wnits sl desjatine
vl G il ol sttty

Fhe Capshiainn lresubineindt

AR fuistitattons showbd e coi to thie gestest pusaibde
patent with vehalulitation s it veapoisibifite of atalt
aind tiatve, Poainting of curreetonal iaiislers sl
aball bl vodlert 1iia wnde ol ojistation

PRV LR VR VOO DRAL PiaTRiTign

1t Tetw bogy el Vgt Qe imapati of oifvinles ags
sevedsly Btndeapped by sducathoal delicieocies T
averdiing fnd labee patkot at ieasingly demants
) Toant o biatoselvad sdieatiun

T woptety wl delinginia aand vilininale io oapuscially
sl bive to thoss yuable e Gimd lagitimdie patlivave (o
stievese amd selleaeen. Fallwe & camndative B e
fopteal vase Bowt pertoiuanee dind sl ewand fis the
sarly whond s toad to fatling atd dipplug vt at e
iy wlowd fevel Ul fu tuo wakes entey tite e
wabhd of work donbtinl Lack oF spectfic okflls e ap-
wradaterd b alslite W vops with tine selwdides and Uie
<andards of diligeiwe and vonfonnitye tegited o most
ks

Traditional wik and vovational tratnlig progranis
within veniectinnal intitutions have not effectively solvad
suvh problems A major difioulty i awh programs tu-
dav 1 the Jack ol incentives tor achievenient, whilch re-
salts d dow tnotivation on the padt of npate traiees,
Tinnediate rewards Qur efticiont leartiiing are small, Suel
tote-terin vewdaids ax fproved enplovability seem dis
rant and wiveal  Tn fact they often are unieal in Uie
et practival sense that ex-allenders cannet seeure the
fohs For which they wete tratved i prisons and Juvenile
ustitatient.

ot fallns and iy
* restfE of st perd annditess L sclionl:

Racenl srpedients In special sducation for students
fromt culturally deprived nefghbooods Tave provided
bl Tustgglity anel mmethods Uiat can e trdnsplanted Inty

© corteetonal pregrams: 0 I noteworty et mosk e

inates have bl é‘isrmics'nw i the sehwols of oot tefgh
Dohwnds: “They lave aclieved far Tess acadendeally
Han e tdellgenes fest seores tndieats they cait

Caeldeve. Tl way Wbl Qi o Teari 3s to ks leati-

g & 1~pwmdim‘i witpeiienee did s vrc e e sy
siiliation - tHisy liave come ty ferl 8 2

Coige of (i sl prondsiig approsches w this prob:
Tistat I8 thses iy oof preongratnie Toaradig iz}thmf%ugg._ Byiseidl
toxly A e Ilies present the materal w s Tearned

sl ity Pl studsod st mmster wacdi pait before

fig et e néd. He goss ab s owie pace: Tt
Hesir Tsvones possible o use & vatisty of Tnceitives and
rewandy for at bivveneit,  Prograined steucte fs dis.
vissesd] furthier i Clfiapater 11

Dl the prst few yorey there lisve bion several si-
psHiuental applloatlony vf programed st ton o eor
fust Qonad ~silucation: The most slgdheant work fos

Tkt plae e T e centers. *The Theaper Youth Cenlet,

o vefnentaliytypes Ihstiton in Alaliing, liss cottiiied
pritsgisseitest]. Jearndig withe edforis Ly chatgs die soclal el
uisle of e Ystitulon:  Inates wlio progiess well

e aliton are sdisten] T A seeviee corps Lo belp other -

tingten,  Clollsge shudents Troin neaitby Aubaen Univee-
sity himves Lpen eenudted Lo work i this prograin. Al
thiesagly 1 welenitihe svaluation has been made, inforinal
eputls show lghly aecelerated edueationad and ve
callunal puogiess, a5 wall ay an apparent wduon i
ye el one e part of s whir paiticlpated iy the
apselal rojgran, ,

Al e Natiunal Praisdog Belol for Hoys, g Felvial
wistiation 1 Washdugton, DAL, w8 whole Uprogeaied
sitvliatitieist” for tolishilitative leatidig fas beor created.
Thie titistes fmve a wide range of doles as (o how 16
neeipy thetnsilves, and are rewarded fro*polngs” dad ae
pulvalvnl Gononey. Tliey have s vadety of vppor-
tudtles o “spend” thisse pofits, Dut they iy wlso L

ed for uidsbelavior and so do st ek nany polnts

1 iy elisose Lo b Jazy or udifferent.
‘Tlils prograin timhes o detepnined sffort U shsilate the
probluins aid comitions of e dn the ouside world.  For

exatnple, the boys wust use eared polnts o pay ot

foi eapeclally autinctlve sleeping quastess or Lo purchase
e destrabla mealy than those routingy offered, They
iy alsy purelisse a varlely of sl ltems from s coni
mlssary or 8 pil-order catnlog. Medls aid vistts to sela
ttves are pald for with polnts; special recreational seulpe
et sl eouises can also be purchissed with points
Pululs may be eamed by work, completion of programed
courdes, o good behavior, Suely Ineentive progrumns go
far townrd stlmulating inmates Lo take responsibility for
thelr own Lves, They create opportunities for learning
how to deal with the very problems they will encounter
fn the comnunity,

The Gommlaion recatimnends:

Gorrectioiad fustitutfons should upyrade edueatonst aad

vutitioimgl teafnlng programs, extending them o aff fne

i tes wh ease profie fron thew: They shiould experis.
ment with speclal  technlques such s progeamed
tirstruc o,

Tl ereatest wend 35 al the elanesntary and secondary
Yeredd suitee 8o bislt of adult ttiates have it oinpleted
eleanwndaty sehool. Hergever, eniichinent of jriogeains
i tmtiche newded at all stapss, ndluding eoftegedouet
rinises. A Jupntinity for bt the tesonurces of near-
by itdwersities dnto cottections! institutions i aew aiel

"t bl /9 is grest, aied is bsrpely anespluited. Hut o
LB et

v thatk i “ptiseire collene™ wus pgendly started
ite Bty Lneitite by the Viiversity of Chdifornia and the
Institate for Policy Studies of the Distret of Columbia
Thete aee shignt G000 acaddene anthoerabionad tear by

vts it Etployert i the Nation™s correctigd mstbdiong,
It s esthuted that an additional 10,700 persns ate
needled innediately o deaelp effed e watteisie and oo
Cafitmal progragns. Tu pder fo tlse 6y gap, vhiel iy
spiinding vapidfly, sdstantial subsidies ate needed e
v FRE nEetledd specialists ared to gl thedge with the
fratitriagy booprieeed 0 jnhe thetn effe e s thest coapple s
stel thullenging task

Che Coimissinn vervrimonds:
fitsites should, viith Federal suppurt, establish jrunediate
progedius o rectult amd fraly sesdetnic and vocational
fustevctors o work in correctionsd institations.
RGN HAL RS [ RTES

Vouatlemal teittitng can vttty cates be best catied

anb it Copane it withe afierating prson sdusteies,
Watl prageatns for prisoness weré fust rstabished for

© Msturdy brugars™ te 6thecentury Futope, and were

dotinint feature of Americar relormatories abd prii-
teitlaties fromn the outset.  “Pypically, however, peral
work peogiristiis Tave beer tepetitions dradgety, providing
litdle incentive for diligent or enthusiastic pedformatce
Lt sure instatices fnstitutions have beer and still are .
titited tor be selfssuppotting or even o show & profit:
and work fgencrally agriculturey s cartied on typieatfy
without tegard for the offeader, under conditions thas
liave lotg sigee been displuced in the rest of suxiety.

During preriends when snemployment was extensive in
the autside corammunity and private businesses could niot
sell theit goods, political pressures mounted to prevens
{reisans fro engaging in enterprises seen as compttitive,
Fhis culrminated duting the Great Depression in a varisty
of Stute and Federal laws designed (o restrict the use of
prison tabor,

, w5
m&}_«}{m




Beginning in 1929, with the passage of the awes-

“Codper Act, the sale of prison-made goods was gradually

restricted by Federal and State legislation,  Today there
are severe constraints upon the development of industrial
work programs within correctional institutions. This fact,
combined with a frequent attitude of suspicion and
resistance on the part of organized labor and business in-
terests, has made idleness a prevailing characteristic of
most American prisons and jails,

Tn the absence of good industrial programs, mainte-
nance and work details are usually so heavily overmanned
that offenders do not learn from them the habit of work-
ing independently and with dispatch.

Prisor-made goods tend to be inferior in design and
workmanship to those available from private enterprise.
Delivery has been unreliable, and, despite the availability
of cheap prison labor, the products frequently cost more
than similar items that are privately produced, This
is the result of many factors, including the small size of
prison shops, the lack of strong administrative support for
industrial programs, and the dearth of imaginative and
aggressive gales operations.

One of the first requirements for the promotion of more
realistic and  competitive correctional industries is a
clear recognition on the part of the public that gross idle-
ness in penal institutjons works a serious detriment to the
larger society. As has been noted, work skills are badly
needed by many offenders. . These skills are best de-
veloped under realistic conditions of production. Use-
ful jobs cannot be learned in an environment of indolence
and lethargy. Moreover, it is tremendously wasteful to
support thousands of persons with no return of goods or
services. Of course, increasing the productivity of prison
industries would be futile if action also were not taken to
increase the market for prison-made goods or, at the very
least, increase the current percentage of the State-use
market which is now the principal outlet for those goods.

The most extensive and successful use of prison in-
dustrics is found in the Federal prisons. In 1965 Federal
prisoners assigned to industry shops earned an average of
$40 per month, according to their skill and produc-
tivity, primarily on a piece-rate basis, The industries
also paid the cost of vocational training programs in the
Federal prisons.  The staff includes employment place-
ment officers who help procure postrelease jobs for
prisoners, In some cases industries and vocational train-
ing are supported by private businesses and labor unions
and tied to job placement upon release. The Federal
system offers a model for the development of prison in-
dustries programs’ in the States, although most States
would be unabie to duplicate its features without financial
assistance from the Federal Government or cooperative

" arrangements with each other.

The Commission recommends:

States should work together and with the Federal Gov-
crnment to institute modern correctional industries
programs aimed at rchabilitation of offenders through
instilling good work habils and methods, State and
Federal laws restricting the sale of prison-made products
should be modified or repealed.

Strong and informed administrative support in State
correctional programs will be required to upgrade serv-
ices and to adopt the practices of private industry, = Labor
organizations and business: firms could be of inestimable
help in advising and guiding the development of new
programs, and in neutralizing opposition to them,

PARTIAL RELEASE AND FURLQUGIT PROGRAMS

Even within the limitations of most existing institutions,
there are a number of means by which the transition from
institution to community can be made less abrupt, and
the resources of community institutions drawn upon to
help in rehabilitation. Short-term furloughs from institu-
tions have been used most extensively in Mississippi and
Michigan, esch of which has reported less than 1 percent
failure to return, Juvenile institutions have used such
procedures successfully, though parsimoniously, at family-
gathering times, such as Christmas, Thanksgiving, wed-
dings, and funerals. . Furloughs are useful in helping to
prevent the deterioration of family ties'and in allowing
offenders to try newly learned skills, and test the insights
they have developed in counseling experiences.

The most striking increase in temporary release from
institutions in recent years has been in work-release pro-
grams, - Introduced in Wisconsin institutions for mis-
demeanants over 40 years ago, their use spread slowly until
large-scale extension to adult felons began in North Caro-
lina in 1959, Favorable experience there led to work-
release programs for felons in the early 1960’s in South
Carolina, Maryland, and other States in rapid succession,
and to work-release provisions for Federal prisoners under
the Prisoner Rehabilitation Act of 1965,

Despite difficulties inherent in lack of experience in ad-
ministering them, work-release programs have been highly
successful. - In North Caralina, where inmates are eligi-
ble for work release when they have served a relatively
small portion of their sentences, cancellation of work re-
lease for serious misbehavior—generally absconding—
has occurred in only 15 percent of the cases, Revoca-
tion has been lower in the Federal system, where prisoners
usually enter work release approximately 6 months before
their expected parole dite.

With their earnings the work-release prisoners usually
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pay for their transportation to and from their work, and
meet incidental cxpenses as-well. They buy necessary
work clothes and tools and pay union fees and income
taxes. In some places they have also reimbursed the
State for reom and beard, With the surplus above these
expenses they can send money to dependents, pay fines
and debts arising from their preprison activities, and
save funds to use once they return to the community.

The Tederal correctional system has been a leader in
the establishment of special prerelease guidance centers—
residential facilities where prisoners stay prior to parole
and which help them arrange jobs and other contacts and
adjust to reentry into the community. The same princi-
ples, on a less formal basis, are reflected in the halfway
houses established by a number of State and local juris-
dictions, often in cooperation with private agencies,

A number of work releasees and residents of prerelease
guidance centers attend school part time or full time in
addition to or instead of working, This arrangement
sometimes is called study release, Particularly appropri-

" ate for juvenile and youthful offenders, it is highly dé-

veloped at several State establishments resembling the

" Federal prerelease guidance centers, The New York

State Division of Youth, for example, has several centers
consisting of selected apartments within large apartment
buildings, which serve primarily as alternatives to tradi-
tional commitment.

All of the programs described here suggest that crime
control can be increased by making the transition from
confinement in a correctional institution to freedom in
the community a gradual, closely supervised process,
This process of graduated release permits offenders to
cope with their many postrelease problems in manageable
steps, rather than trying to develop satisfactory home re-
lationships, employment, and leisure-time activity all at
once upon release. It also permits staff to initiate early
and continuing assessment of progress under actual
stresses of life. *

The Commission recommends:

Graduated release and furlough programs should be ex-
panded. They should be accompanied by gnidance and
coordinated with community treatment services,

LOCAL JAILS AND MISDEMEANANT INSTITUTIONS

No part of corrections is weaker than the local facilities
that handle persons awaiting trial and serving short sen-
tences. Because their inmates do not seem to present
a clear danger to society, the response to their needs has
usually been one of indifference. Because their crimes
are considered petty and the sentences they serve are
relatively short, the corrections system gives them low
status, Many local jails and misdemeanant institutions
are administered by the police or county sheriffs, authori-

- ties ‘whose experience and main concern are in other
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fields. Most facilities lack well-developed recreational
:_md counseling programs, sometimes even medjcal serv-
ices. Thé first offender, the innocent awaiting trial, some-
times juveniles and women arc imprisoned with confirmed
criminals, drunks, and the mentally disturbed or retarded.
A I.argc majority of the 215 misdemeanant institutions
examined in detail in the Commission’s survey of cor-
rections have few, if any, rehabilitative pregrams, Less
than 3 percent of the staff perform rehabilitative duties
and some of these work only part time, Tt would not b(;
uncommon to find a single psychologist—or nione at all—
for several thousand inmates (table 4). Most teachers

Table 4.—Distribution of Per;sonnel in Jai .
Local Correctional Institutions, 1!1965&,5 and

Rat
Number s(.A;? l%(

jnmates
Social workeys or zou
Psycholo%lsls'__. ounselars 167 1:846
Psychiatrists,_.. 33 1:4282
Academic teachers, 58 1:7436
Vocational teachars. ... 108 1:1333
Custodial officers, ..., . J00 7000 707" - y 137 1:1031
Administrative and supportive Seices,..o ool o .?gi {333
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SOURCE: Hational Survey of Corrections,

and social workers are concentrated in the larger facilities,
leaving the great bulk of institutions without any at all.

Since many misdemeanants go on to commit subse-
quent offenses, and many “graduate” jnto felons, the gen-
eral lack of rehabilitative programs is critical, ’

In a few misdemeanant jnstitutions promising steps
haye been taken to correct the deficiency. The St, Paul,
Minn,, workhouse has in the last 8 years substantially im-
proveﬁd its work and educational programs. Professional
staff is augmented by volunteers, Counseling and test-
Ing services for men under 21 years of age are provided
through funding by the Office of Economic Opportunity.
A_ work and school release program has been initiated.
Sirice the inception of the release program, a high propor-
tion of the inmates involved appear to have adjusted
successfully, '
_Multnomah County, Oreg. (Portland), is among the
Jurisdictions that have established special facilities as an
adjunct to théir county jails. Multnomah’s program
serves offenders who are sentenced for more than 60 days,
apply for transfer and are accepted after case history re-
view and psychological testing. The program includes
work, counseling, tutoring by college student volunteers,
corrective surgery, and dentistry. Work release has been
zcidded recently. Since December 1, 1963, when it received
its first inmates, over 500 have been released. The recid-
ivism rate has been estimated at less than 20 percent.
The population includes all categories of misdemeanants,
including skid row alcoholics and felons who ordinarily
would serve prison sentences.




$an Diego, Calif., has established five camps to which
prisoners sentenced to the county jail are transferred after
screening. Men are sent to particular camps according
to their needs. One camp accepts only younger prisoners
and has a specially trained staff selected for its ability to
train and counsel younger offenders.

Such projects illustrate the progress that can be made

- by implementing reforms directed toward rehabilitation

of offenders; they indicate that many of the measures re-
quired in institutions for juveniles and adult felons are
also applicable to the misdemeanant system, It is not
feasible in most States, however, to expect that advances
such as these will be made as long as local jails and mis-

‘demeanant institutions are administered separately from
- the rest of corrections,

The Commission recommends:

Local jails and misdemeanant institutions should be in-
tegrated into State correctional systems. They should
not be operated by law enforcement agencies. Rehabili-
tative programs and other reforms should be instituted.

The national survey found that in 93 percent of the
country's juvenile court jurisdictions, covering 44 percent
of the population, there is no place for the pretrial
detention of juveniles other than a county jail or police
lockup. In 1965, over 100,000 juveniles were confined
in adult institutions, Presumably most of them were
there because no separate juvenile detention facilities
existed. Nonetheless, it is clearly undesirable that
juveniles be confined with adults.

Even more undesirable is placing abandoned, ne-
glected, or runaway juveniles in detention, a practice pur-
sued in many communities that do not have shelter fa-
cilities under their welfare departments.

The Commission recommends:

Separate detention facilities should be provided for ju-
veniles. All jurisdictions should have shelter facilities
outside the correctional system for abandoned, neglected,
or runaway children. - '

A special problem exists in the handling of persons
awaiting trial or appeal. The implementation of bail re-
forms proposed in chapter 5 would go far toward alleviat-
ing the present situation in most jurisdictions, where large
numbers of persons presenting no particular danger to the
comuutnity are imprisoned pending trial, often to be re-
leased on probation afterwards. There will, of course,
continue to be perspns who require pretrial custody.
However, in large cities they might still feasibly be housed
or handled separately from adjudicated offenders.

The Commission recommends:

Wherever possible, persons a{vaiting trial should be
housed and handled separately from offenders.

CORRECTIONAL DECISIONMAKING

The preceding discussion has been about the range of
correctional treatment, There is another issue in cor-
rections that has not been touched on—the range of deci-
sions made by correctional personnel and the problems
created by the great discretion they exercise, Most of
these questions are old ones, but they have become acute
with the widening of treatment alternatives and the grow-
ing advocacy of greater flexibility in choosing among
them.

During the period when restraint was the dominant
response to crime, there were only two major statuses to
differentiate: In prison being punished and out of prison.
after having served a sentence. - Concern for accurate
factfinding and procedural safeguards was therefore
focused on adjudication.

Today, however, an offender may be sentenced for an
indeterminate length of time, with his release depending
on the decision of correctional authorities. He may be
referred to any of a wide variety of facilities or treatments
on the basis of screening by correctional authorities. And
he may be subjected to special discipline or punishment on
the basis of determinations from which he has no appeal,

More numerous alternatives also create decision-mak-
ing problems from the standpoint of effectiveness. Most
correctional decisionmaking is to some degree handi-
capped by the following deficiencies:

First, important data often are not. available, data
which are essential to the making of sound decisions. In
determining whether or not to grant parole for example,
decisions usually are based on scanty information col-
lected at the time the offender was gommitted to the insti-
tution. Information on changes that have occurred dur-
ing confinement is usually either not  available or
inadequate,

Secand, information that is available may be irrelevant
to the outcomes which determine whether the decision
was sound, It is characteristic of any decisionmaking
process that those involved often are not aware of the par-
ticular bits of information they employ in arriving at a
judgment. Moreover, the information they do use may,
by empirical standards, be unrelated to the judgment be-
ing made.  The question of relevance cannot be answered
by argument but only by careful research.

By withholding certain items of information from the
directors of juvenile institutions in England, for example,
one study found that prognosis of inmate performance
could often be improved, Apparently certain items of
information tended to mislead the officials because they
attached greater weight to them than was warranted.

A final and related problem is that the volume of in-
formation often overloads human capacity for analysis
and utilization. The sheer number of offenders under
correctional supervision is staggering and is growing rap-
idly each year. Adequate disposition of these offenders
may require tens or hundreds of items of information on
each offender at each step in the correctional cycle.  The
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potential of computerized information systems as an aid
to meeting this proble,is discussed in chapter 11,

DIS’I’IP{GUISHING DEGREES QF DANGERGUSNESS AND
DETERMINING OPTIMAL DISPOSITION FOR *~ B
DIFFERENT OFFENDERS

A core responsibility found in all phases of the correc-
tional process is the requiremént of gathering and analyz-
ing that information about the offender that will provide

correctional decisions.

an adequate basis on which to predicate the series of *

. Whether thc’; decision be to invoke the jfx‘dicial‘process,, ;
to choose between probation or imprisonment, to select

the appropriate degree of security in a correctional insti-
tution, to determine the timing for release from incarcera-
tion or the necessity for revocation of parole, the judicial-
“and administrative decisionmakers are concerned with
very similar issues,
These issues include:

(1) The extent or degree of threat to the public posed . -

by the individual. = Significant clues will be provided by
the nature of the present offense, and the length of any
prior record; ‘

(2] The extent or degree of an individual's commit-
ment to criminal or delinquent values,'and the nature of
his response to any earlier correctional programs;

(3) The kind of personal stability and responsibility
evidenced in his employment record, residential patterns,
and family support history;

(4) The kind of personal deficiencies zpparent, in-
cluding educational and vocational training needs;

(5) The personal, psychological characteristics of the
offender that determine how he perceives the world and
his relationship to it S

A few correctional research programs are seeking to test
the way in which these personal dimensions can be sub-
jected to objective analyses and used as the basis for pre-
dicting the probable response to alternative correctional
programs. Some progress is evident in both statistical and
psychological research experiments,

Central to such evaluation is the necessity for identify-
ing those dangerous or habitual offenders who pose a -
serious threat to the community’s safety.  They include
those offenders whose personal instability is so gross as to
erupt periodically in violent and assaultive behavior, and
those individuals whose long-term ‘exposure to criminal
influences has produced a thoroughgoing commitment to

- criminal values that is resistive of superficial efforts to

effect change.
For these persons the still primitive state of treatment
methodologies can' only offer a period of confinement
followed by the kind of parole supervision that will pro-
vide the requisite control. _
Clearly indicated is the need for an improved capability
in the information gathering and analysis process and

“continued experimental development té improve the pre-
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dictive power of the information gathered, These needs
point to increased manpower and the training requisite
for the development of sophisticatién and skill in the in-

_ vestigative-diagnostic process, :
Paralleling thes¢” general needs is the need for pro-

fessional clinical personnel to assist in the evaluation of
the bizarre acting, seriously disturbed, and mentally de-
ficient offenders, and to provide consultation and advice
to the line staff who must deal on a day-to-day basis with
this special group. R '

Impraved correctional decisionmaking requires not

- only better information and personnel but also a wider

range of alternative facilities and programs. These are

particularly needed when dealing with disturbed or dan-
* gerous offenders, ' : L ‘

Penal institutions tend to be a kind of catch basin for
a myriad of human problems not resolved elsewhere.
Correctional staff must deal not only with -offenders as
such, but with offenders who also are alcoholic, mentally
ill or deficient, addi¢ted to narcotics, or driven by psy-
chological pressures to commit sexually deviant acts.

The implications of these conditions for needed treatment - -

resources are sobering indeed, if they are faced realisti-
cally. - .. '

It is true, moreover, that some categories of offenders
require spgcial treatment and control, not because they

are pathological in a particular way but because they are
different from the numerically dominant inmate group.

For example, female offenders, especially juveniles, have’

mainly been provided only with inadequate iinitations of
the institutional programs used for males, despite factual
evidence that their needs and their involvements in crimi-
nal activity are strikingly different. Older adolescents
and young adults often are not served well by either the
adult or juvenile system of corrections. R

It would seem obvious that offenders are as different
from each other as are people in the general population.
Those who are highly ski’.-d and persistent at manipu-
lating and hoodwinking persons in authority must be
handled firmly if change is to occur, Others need re-
assurance about their importance as human beings more
than they need firm limits on their behavior, S$till others
require practical assistance in getting a job or securing
needed training, rather than psychological help of any
kind, And there are those who need no help at all; they
have experienced a legal sanction and will manage ably
enough in the community thereafter with only per-
functory contact with authority,

-Special offender groups such as alcoholics, derelicts,
those with psychological problems, narcotics addicts,
gifted people with high IQ’s and female offenders may
also require very distinct kinds of services that can be
provided most effectively and efficiently through special-
ized treatment. Promising experiments with this kind of
classification. have occurred -in Neswy York -and
Pennsylvania.

" The problems of special offender groups should be ap-




proached through efforts to classify and handle them
separately wherever this will achieve either improvement
in their treatment or alleviation of the conditions under
which other inmates are handled. This will require in
many cases—particularly for local misdemeanant sys-
tems—that jurisdictions join together; as a number are
now beginning to do, in operating joint facilities and
programs for special offender groups, or alternatively that
they. contract with neighboring facilities. to handle such
persons, . ,

" The Commission recommends:

Screening ‘and - diagnostic resources should be strength-
"+ ened, with Federal support, at every point of significant
decision, Jurisdictions should classify and assign offend-
ers according to their needs and problems, giving sepa-
rate treatment to a!l special offender groups when this
is desirable.. They should join together to operate joint
regional facilities or make use of neighboring facilities on
a contract basis where necessary to achieve these ends.

Under such a pattern, the Federal Government would
be in a particularly advantageous position to undertake
the handling of small groups of special offenders who re-
quire highly specialized or long-term treatment. Maxi-
mum security prisoners and those serving life sentences,
are among the groups that could be handled away from
local communities,

IMPROVING PAROLE DECISIONS

A particularly critical ‘area of correctional decision-
making is that which surrounds the granting of parole.

Chapter 5 has suggested a number of improvements in
sentencing procedures. Unlike sentencing, which has
traditionally been a judicial function, the parole decision
is administrative. It is made by correctional authorities
or by a special parole board, usually composed of laymen.

While many parole officials are extremely able ‘and
knowledgeable, some still are merely political appointees
without training and many serve only on a part-time
basis. Such a situation is incompatible with the develop-
ment of the kind of expertise necessary to make « decision
which is as complex and important as that made by a
sentencing judge.

The Commission recommends:

Parole boards should be appointed solely on the basis of
competence and should receive training and orientation
in their fask. They should be required to serve full time
and should be compensated accordingly.

Parole boards should concentrate on developing and
monitoring policy guidelines within which decisions about
individual cases could be made fairly and corsistently.
Where the workload is heavy, boards should review the
actions of professional hearing officers rather than at-
tempting to carry on all hearings themselves.
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In the main, both juvenile and adult releasing author-
ities must depend on their staffs for information about
persons being considered for release. The quality of
staff "available to releasing authorities is, therefore, a
crucial determinant in effective decisionmaking., Staff
must be able to develop and assemble vital information
and present it in such a way as to establish its relevance to
the decision. * Far too typically, the pattern is for ari over-
worked caseworker to attempt to gather information on a
prisonier from meager institutional records. Institution
officials sometimes form their impressions primarily in
terms of whether an individual was detile during con-
finement, rather than on the basis of his readiness for re-
lease into the community. ’

Another problem arises from the fact that the informa-
tion on offenders often is fitted into a highly stereotyped
format. The repetitious character of parole hearings,
coupled with the sameness of reporting style and jargon,
make it very difficult for board members to understand
the individual aspects of a given case and to assess them.

“wisely.

It seems especially important that research and experi-
mentation should be undertaken to develop improved in-
formation for use in making parole decisions and to
discover better ways of presenting that information.
There should be a flow of information on the perform-
ance in the community of offenders previously released,
so that parole officials will know who succeeded and who
failed to adopt law abiding ways.

CONCERN FOR THE RIGHTS OF OFFENDERS

As the line between institutional and community treat-

ment becomes increasingly blurred, problems of achieving
fairness in decisions relating to release will proliferate.
Partial release to the community for work or study, place-
ment in a prerelease residential unit-—these are only some
of many ways of gradually shifting an offender
from life in an institution to life in the community. Given
the many shades of gray along that +ransition route, and
the present rapid invention of ncw variations on the
theme, it is increasingly difficult to determine when the
shift actually has been made—indeed this is the very
point of such correctional stratezy.

But many questions arise relative to the decisions that
are made as the offender moves away from the institution,
‘These questions become even more acute if it is
decided that he should move part or all of the way back.
This area of decisions has for a considerable timie been
the province of parole boards, but such new procedures
as work furloughs and educational leaves sometimes place
the decisions in the hands of institution officials.

These developments have increased. the need to in-
sure that adequate procedures are present to safeguard
the rights of offenders. Already such formal decisions
as parole revocation are coming to be seen as requiring
legal representation of offenders—as the Commission rec-
ommerds in chapter 5. Less formalized decisions—
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proached through efforts to classify and handle them
separately wherever this will achieve either improvement
in their. treatment or alleviation of the conditions under
which other inmates are handled. This will require in
many cases—particularly for local misdemeanant sys-
tems—that jurisdictions join together, as a number are
now beginning to do, in operating joint facilities and
programs for special offender groups, or alternatively that
they contract with neighboring facilities to handle such
persons,

The Commission recommends:

Screening and diagnostic resources should be strength-
ened, with Federal support, at every point of significant
‘decision. Jurisdictions should classify and assign offend.-
ers according to their nceds and problems, giving sepa-
rate treatment to all special offender groups when this
is desirable. They should join together to operate joint
regional facilities or make use of neighboring facilities on
a contract basis where necessary to achieve these ends.

Under such a pattern, the Federal Government would
be in a particularly advantageous position to undertake
the handling of small groups of special offenders who re-
quire highly specialized or long-term treatment. Maxi-
mum security prisoners and those serving life sentences,
are among the groups that could be handled away from
local communities.

IMPROVING PAROLE DECISIONS

A pazrticularly critical area of correctional decision-
making is that which surrounds the granting of parole.

Chapter'5 has suggested a number of improvements in
sentencing procedures. - Unlike sentencing, which has
traditionally been a judicial function, the parole decision
is administrative. It is made by correctional authorities
or by a special parole board, usually composed of laymen,

While many parole officials are extremely able and
knowledgeable, some <till are merely political appointees
without training a~: many serve only on a part-time
basis. Such a situation is incompatible with the develop-
ment of the kind of expertise necessary to make a decision
which is as complex and important as that made by a
sentencing judge.

The Commission recommends:

Parole boards should be appointed solely on the basis of
competeice and should receive training and orientation
in their fask. They should be required to serve full time
and should be compensated accordingly.

Parole bpards should concentrate on developing and
monitoring policy guidelines within which decisions about
individual cases could be made fairly and consistently.
Where the workload is heavy, boards should review the
actions of professional hearing officers rather than at-
tempting to carry on all hearings themselves.

In the main, both juvenile and adult releasing author-
ities must depend on their staffs for information' about
persons being considered for release.  The quality of
staff available to releasing authorities is, therefore, a
crucial determinant in effective decisionmaking. Staff
must be able to develop and assemble vital information
and present it in such a way as to establish its relevance to
the decision. - Far too typically, the pattern is for an over-
worked caseworker to attempt to gather information on a
prisonier from meager institutional records. = Institution
officials sometimes form their impressions primarily in
terms of whether an individual was docile during con-
finement, rather than on the basis of his readiness for re-
lease into the community.

Another problem arises from the fact that the informa-
tion on offenders often is fitted into a highly stereotyped
format. The repetitious character of parole hearings,
coupled with the sameness of reporting style and jargon,
make it very difficult for board members to understand
the individual aspects of a given case and to assess them
wisely.

It seems especially important that research and experi-
mentation should be undertaken to develop improved in-
formation for use in making parole decisions and to
discover better ways of presenting that information.
There should be a flow of information on the ‘perform-
ance in the community of offenders previously released,
so that parole officials will know who succeeded and who
failed to adopt law abiding ways.

CONCERN FOR THE RIGHTS OF OFFENDERS

As the line between institutional and community treat-
ment becomes increasingly blurred, problems of achieving
fairness in decisions relating to release will proliferate.
Partial release to the community for work or study, place-
ment in a prerelease residential unit—these are only some
of many ways of gradually shifting an offender
from life in an institution to life in the community. Given
the many shades of gray along that transition route, and
the present rapid invention of new variations on the
theme, it is increasingly difficult to determine when the
shift actually has been made—indeed this is the very
point of such correctional strategy.

But many questions arise relative to the decisions that
are made as the offender moves away from the institution.
These questions’ become. even more acute if it is
decided that he should move part or all of the way back.
This area of decisions has for a considerable time been
the province of parole boards, but such new procedures
as work furloughs and educational leaves sometimes place
the decisions in the hands of institution officials.

These developments have increased the need to in-
sure that adequate procedures are present to safeguard
the rights of offenders. Already such formal decisions
as parole revocation are coming to be seen as requiring
legal representation of offenders—as the Commission rec-
ommends in chapter 5. Less formalized decisions—
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Elements of a Modern Correctional System Figure 4

R

Police

Screening of Offenders

“Committing
Judge

' (Probation)

|

Community Based Programs

Community
Organizations;
Recreational
Religious
Schools .
Vocational

JIL

-
Therapy

Programs:

Group
Family
Individual

Residential
Facilities;
Group
individual

Caseload Supervision

—

Intensive Supervision in
;Supervision Reguiar

In Special Caseloads
Caseloads

-

-State Agency __//m)/—/

Screening
Resources

Institutional
System:
Camps

Open Units
Security Units

~91~




g

assignment to patticular facilities and treatment pro-
grams, return of halfway-house residents to confinement
before rather than = after trouble—present greater
difficulties,

On the one hand, such decisions can vitally affect the
lives of offenders, and there is danger that they may be
made on the basis of inadequate or incorrect information,
or through prejudice. On the other hand, serious prob-
lems would be presented by subjecting these and similar
actions to all of the traditional legal proceduyes associated
with judicia] due process requirements. The law has yet
to define limits and standards in this area. But correc-
tional authorities should take immediate steps to insure
that there are adequate safegiards by providing for hear-
ing procedures, review of decisions by persons removed
from the immediate situation, explicit policy guidelines
and standards, and adequate records to support decisions.

Offenders should always have administrative recourse
for grievances against officials, and the adequacy of this
recourse should be subject to review by some external
authority.

The Commission recemmends:

Correctional agencies should develop explicit standards
and administrative procedures to enable those under
correctional control to test the fairness of key decisions
affecting them. These procedures should include
gathering and recording facts and providing for in-
dependent monitoring and review of the actions  of
correctional staff.

CREATING CHANGE

The correctional programs of the United States cannot
perform their assigned work by mere tinkering with faulty
machinery. A substantial -upgrading of services and a
new orientation of the enterprise toward integration of
offenders into community life is needed.

To achieve this end, there must be new divisions of
labor, cooperative arrangements between governments,
and a better balance between institutional and commu-
nity programs. There must be a wide variety of tech-
niques for controlling and treating offenders, and arrange-
ments that allow these techniques to be used flexibly and
interchangeably. A strategy of search and validation
must be substituted for the present random methods of
determining how correctional resources should be used.
Figure 4 depicts the operational elements of a modern cor-
rectional system as recommended by the Commission.

Such pervasive changes will require strong and decisive
action, The following points out where responsibility for
taking action rests and notes the cost and consequences of
inaction.
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RESPONSIBILITY FOR ACGTION! ROLE OF GOVERNMENT

Certain principles should govern correctional opera-
tions: )

(1) Correctional operations should be located as close

as possible to the homes of the offenders.

(2) Reciprocal arrangements between governmients
should be developed to permit flexible use of re-
sources.. Regional sharing of institutional facil-
ities and community programs should be greatly
increased.

(3) Large governmental units should take responsi-
bility for a variety of forms of indirect service to
smallér and less financially able units, helping them
to devclop and strengthen their correctional
services.

The Federal Government should assume a large share
of responsibility for providing impetus and direction to
nceded changes. It should take increasing responsibility
for hiclping to upgrade the correctional programs of State
and local goverriments. Ultimately, Federal authorities
might provide only those direct services which cannot be
operated effectively and economically by State and local
governmerits,

The Federal Government can stimulate action by pro-
viding financial and other assistanice to State and local
governments.. Federal financial support can be of
crucial importance in developing the capacity to secure,
analyze, and disseminate information -on the treatment
that is most successful with different classifications of of-

fenders; in assisting State and local agencies to recruit and
train the many kinds of personnel necded to staff new
programs; in providing funds for needed research: and
demonstration, and curriculum development projects.

State and local activities should reflect the principles
outlined above, . Some counties and metropolitan areas
are sufficiently large to develop comprehensive cor-
rectional services of their own. In such cases, the State
role might be similar to the Federal role indicated above—
providing stimulus for change. Primarily, however, the
State governments themselves should develop and ad-
minister correctional services, involving local governments
as much as possible and decentralizing operations through
regional offices. No single pattern of organization will
fit the varied conditions that exist; needs in the correc-
tional field are a challenge to imaginative inter-govern-
mental problem solving.

RESPONSIBILITY FOR ACTION ! NONGOVERNMENTAL ROLE

A sizable number of nongovernmental organizations
operate nationally to improve correctional practices.
Among them are the National Council on Crime and De-
linquency, the American Correctional Association, the
National Association of Training Schools, the Joint Com-

e

mission on Correctional Manpower and Training, and
various affiliated groups. These entities, operating in-
dependently of vested interests and of the limitations im-
posed by public office, have an opportunity to play a
most important role in bringing about needed changes in
corrections. They can carry out surveys in States and
localities, provide consulting services, and heip with re-
search and information exchange. Above all, they can
inform the public about needs and problems and mobilize
the grassroots support required for major change. Public
funds should be made availalde to help private agencies
perform these functions, but it is impurative that they
maintain a perspective from outside the system in order to
be incisive critics and monitors of its operations.

RESPONSIBILITIES OF HIGHER EDUCATION

At present, university curricula generally ignore the
“field of corrections. Correctional concerns tend to be in-
visible to students and faculty at both the undergraduate
and graduate level, despite the fact that many disciplines
and professions—psychology, sociology, public adminis-
tration, law, and social work, among others—have legiti-
mate responsibilities in this area, Universities have an in-
dispensable role to play in filling the knowledge gap that
exists throughout corrections. However,. two hazards
should be avoided: Heavily vocational programs which
purport to answer questions about how to perform cor-
rectional functions without addressing the complexities of
what and why and thus further isolate corrections from
the university community; and conversely the reluctance
of scholars to address the specific problems faced by those
charged with the perplexing task of controlling and
rehabilitating offenders.

Funds from Federal, State and local governments and
private foundations are specifically needed for research;
for fellowships and stipends to promising students and to
those employed in corrections who want further iniver-
sity training; and for sustained support for internships
and field placement programs developed with correctional
agencies,

The GCommission recommends:

Universities. and - colleges should, with governmental
and private participation and support, develop more
courses and launch more tesearch studies and projects
on the problems of contemporary corrections,

CONSEQUENCES OF INACTION

It would be satisfying to have availakle a quantitative
statement of the costs and consequences over the
decades ahead of continuing the present faltering cor-
rectional system, and of the gains that could be achieved
through implementation of the recommended changes,
How much reduction of crime and delinquency could be
achieved over 5, 10, or 20 years? When would the econ-
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omies implicit in more effective handling of offenders
equal or surpass the increased cost of a renovated carrec.
tional system? ‘What would be the cost to the Nation, in
human lives and suffering as well as in dollars, of inaction
in thg t:ace of such critical conditions?

It is impossible to answer such questions in quantitative

terms. The cost of additional personnel and facilities
can bf: estima}ed roughly, but there is at present no solid
basis In experience for predicting the impact of a changed
correctional system,
_ However, the inéffectiveness of the present system
is not really a subject of contraversy. The directions of
changg—toward the community, toward differential
han‘dhng of offenders, toward a coherent organization of
services—are supported by a combination of objective
evidence and informed opinion. : ’

’!‘he costs of action are substantial. But the costs of in-
action are immensely greater, Inaction would mean. in
effect, that the Nation would continue to avoid, rat’her
than confront, one of its most critical social problems; that
?t would accept for the next generation a huge, if now
1mm'egsureable, burden of wasted and destructive lives.

Decisive action, on the other hand, could make a differ-
ence that would really matter within our time.






