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FOREWORD

This handbook has been developed under sponsorship of LEAA's
Naticnal Institute of Law Enforcewent and Criminal. Justice, as
part »f its "Exemplary Project Program." The Institute program
publicizes criminal justice projects which have demonstrated
a notable degree ot success in opzration over a period of time
and which ave suitable for replication. Projects are selected
through the comhined efforts of LEAA, the State Planning Agencies,
and oiher mejor groups with an interest in criminal justice.
Criteria for an “exemnicry" designation include significant
achievement in the reduction of crime or improvement ih the
cuality of justice. Additional criteria include cost effectiveness,
suitahility for renlication in other jurisdictions, and the willing-
ness of project staff to provice information to other comrunities.

The objective of the handbook is to assist other communities
in developing community-based correctional programs 1ike those
found within Polk County, damonstreting by the Denartment’s
succasses and failures hod such programs m giit be implemented.

Gerald M. Caplan

Director
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CHAPTER 1. SUMMARY OF THE DE

LS MOIRES COMMUNITY CORRECTIONS

- PROGRAM

The first cha

basie appreach. 4

and proceduree of each of the
Chapter 3 of this handbook.

A comprehensive, community-based corvections pr
Des Moines program'

Fiftt
Polk County (Iowa)

of Court Services administers four separate corr

which w

has had a significant impact on the criminal Justic
Judicial District, and the combination of the fo
single administrative unit has produced a unique expe
ation of communit& corrections. :
Des Moines Community Corrections program was the-
project in the United States to be designated "exe

Institute of Law Enforcement and Criminal Justice.

The four components of the Des Moines program provide
to defendants and convicted offenders

justice process.

’

ter of this handbook ciimmurinees
Des Moines Commmit

'--was organized into a s
} dJudicial District Department of Coyrt Services,

ere in operation prior to the Department!
have been added since.

the four components of the

n cod identifics the progriam’s

iption of Lhe structure, policies

Four Des Moinas comporente s presented in
. M

Yy Corrections progra
more detailed deser

ogram--commonly called “the
ingle administrative unit, the
by rasclution of the
doard of Supervisors in January, 1971, The Cepartment
ections programs, two of

s croation, and two which
Each of the components of ife Des Moines program

€ system of the Fifth
ur components within a
riment in the coordin-
Because of its novelty and success, the
Tirst criminal justice
mplary" by the National

correctional services
s at different points in the criminal

Two of the components provide services at the pre-trial
stage, and two respond to the necds of post-trial offenders.
four components of the Des Moines Commur

The
11iy Corrections program are:

. Pre-Trial Release (ROR).

Supervised Release ‘
1‘. . ‘1‘
Probatian/fﬁ}g,ﬁfamﬁevtﬁ Toweshiaalion

Community Correcticnal Facility
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1. Pre~Trial Relase (POR) , .-

The Des Moines Community Corrections program is based on the recognifion
that the overwhelming majority of persons who penetrate to the last step

of the criminal jusiice system-»correctfons~~come from the unaducated, the
unskilled, and the least afflucnt segments of the population. The firstjf
disability which such persone face occurs immediately following arreat.f}A
defendant who 1s poor typically remains in jail prior to trial, despite the
presumption of innocence, because he is unable to raise money for bond or
bail. Because he is jailed prior to trial, he is less able to participate
in his own defense and is, thercfore, more likely to be convicted. If con-
victed, he is more likely to be incarcerated because he has been unable to
“demonstrate a post-arrest ability to behave in a constructive manner. In.
addition, pre-trial incarceration may result in the loss of the'defendant'é
Job, and ny cause severs financial strains on nis family.

The pre-trial releace component of the Des Moines program is modeled

on the Vera-Manhattan Bail Refora Project. It is a &ypicé? release- éfﬁa
on-own~-recognizance program. Staff of the pre;tria1 release component

are housea in the Municipal Court Building, site of the city jail and

the Des Moines Police Department. Every defendant booked into the Jjail

is interviewed immediately after processing. (Persons charged with simhle
intoxication agdannn:indietableLiraﬁﬁﬁﬁnﬁﬁfehses are excluded, principally
because their cases are disposcd of aimost imnediate]y.)vfﬁge~tria] :
release staff interview the defendant to determine if ﬁZ:ﬁ*égs the | . '
criteria for release on his own recognizance. The release criteria are

totally objective, and a point system is used to gauge the degree to g
which the defendant has stable roots in the community. Points are :
earned for length of residence in a particular location, stabjlity
of employment, and the presence of family ties. Points are lost as a
result of the frequency and the recency of prior convictions, and
because of past incidents of failure to appear for trial. 'If a
defendant scores a total of five points, the staff recommends to the
court that he be released on his own recognizance.

e

- I
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2. Supervisad Release

For those defendénts who do not qualify for ROR, the options im .wst commu-
nities are typically stark. If the QSzfgﬂeﬁt is unable to secure a bond or
post bail, in-nost.comiunities he must“remain in jail pending trial. 1In N
Des Moines, however, there is another option. The supervised release

component, perhaps the most innovative clement of the Des Moines program,

involves a form of "pre-trial probation". Indeed, one of the explicit

goals of the supervised release component is to assist selected defendants

to become qualified for probation as a final disposition in the event

of conviction.

Defendants who fail to score a sufficient number of points to qualify for

release on their own recognizance, but who may be qualified for supervised

retease, are referred to the supervised release screening staff by ROR

interviewers. A member of the supervised release staff then interviews

the defendant. UnTike the ROR interview, however, the supervised release

~

interview is open-ended and the decision as to whether the defendant

e P R " L . s
qualifies for entry into the component is sub3ecu1ve.

Since this component has the clearly deTined goal of preparing releasees
for probation, the emphasis is on the client's disabilities and the
task is.to assist the client in solving very specific and practical
problems. This approach begins during the selection process, where,
contrary to gensral practice, the incarcerated defendant is evaluated
largely on the basis of the ﬁegative aspects of his position. That is,
the disabilities which mitigate against his being grdnted probation are
identified and a judgment is made as to the Tikelihood that the ..
staff can assist the defendant to overcome those disabifities. *If the
defendant is unemployed, that fact mitigates against'probation. Thus,
helping the defendant to find a job becomes part of his. "treatment"
program. If a contributing factor to unemployment is an inadequate
educational background, remedial education becomes part of the

treatment program. ‘ : ‘ .

LI T R B S i

g L e e s e RMIATIRE B T CHIH IR VI ST St s ety ey Ty oo e B e e




1T 1) the Supervised release staff believes that the specific disabili-
ties of the defendant can be overcome in & carequ]y-strdctured program
of supervision, éounse]ing and treatment, and 2) the interviewer feels
that the defendant is willing to participate actively in such super-
vision, the defendant is recommended for release into the custody of
the supervised release staff.
defendant is assigned a counselor, is given a psychological, vocagiona1
and educational evaluation, and a specific treatment pian is developed
with the defendant. Treatment typically involves job development assis-
tunce, and the defendant’ part1c1pat1on in vocational and educational

g, peechai A(u,
programs, mari taT counse11ng, or alcohol or drug abuse programs.

If the court approves the release, the

3. Probation /Pre-semdrace Ja.,\vcﬁi’“o«.y_&w

Although the probation component is the most traditional element in the
Des Moines program, the conso]iéation of correctional programs in the
Department of Court Services has made probation an important Tink din
the chain of services provided to defendants and convicted offenders.
Formerly, if granted probation, the convicted offender was transferred

to the probationary supervision of the State Bureau of Adult Corrections.

However, the probation function developed as a codnty'responsib111ty in

Polk County during the late 1960s, largely as a result of the increased

ucilization by the courts of probationary dispositions for indictable
misdemeanor convictions. 1In 1971, responsibility for full probation
supervision of felons and misdemeanants alike was transferred to the new

Department of Court Services.

Probation officers in the Des Moines program are housed in the same
building used by the supervised release staff. This physical proximity
is also matched by a close working relationship between the staffs of
the two components. Since supervised release is aimed in part at
helping defendants build a "track record" which will qualify them for
probation if they are convicted, the probation effort is structured so
as to continue the treatment and counsling obJecL1ves of supervised re-
lease. Although the goal of the probat1on component is more generalized
-~to help the client to lead a law abiding life--the major thrust of the

N CL.
/i(‘.f(rf*
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probation unit continues fc be prob1em~°o1vvng rather than suryveillance
and control. '

Two basic functions are performed in the probatﬁon component:

1) pre-sentence investigation and 2) probation stpervision. As

in other jurisdictions, the purpose of the pre-sentence investigation
function is to provide data which will aid the court in determining an

. appropriate sentence for the convicted offender and td assist institu-

tional and/or community supervision staff in developing an appropriate
correctional plan for the offender. 1In Des Moines, pre-sentence investi-
gations typically are conducted within a period of two to four weeks,

and a-report is submitted to the court which presents objective and
attitudinal data about the offender and contains recommendations as to
which of the 1é§e basic sentencing options seems most appropriate for the
o??EHEEFTAQQ a suspended sentence, ) probation, &) comnitment to a
comunity correctional facility, §) commitment to county jail, or

éé) commitment to state prison.

In the case of offenders assigned to probation supervision, a p)obat1on
officer and the client develop a probation contract. Typically, this
contract will be based on ‘the client's earlier treatment b1an if

he participated in the supervised release component prior to conviction,
and will emphasise realistic steps which the client can take to

address practical problems. '

4. Community Correctional Facility

" The fourth component of the Des Moines program is a community-based

correctional facility for men (the fourth component also includes a
small women's facility). The men's facility is a 50-bed, non-secure
institution which is housed in a renovated barracks at Fort Des Moines,

- a partially-deactivated Army base at the edge of the Des Moines city

Timits. The Fort Des Moines facility was originally developed in 1971
as one way of easing the chronic overcrowding which had led to the

repeated condemnation of the Polk County jail. However, Fort Des Moines
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now serves more felons than mi ,dewanan ts, and thus cases the bur‘df_n on (‘ !
the state. pr1soa system as well.

Although Fort Des Ildines 1is 6ccasiona11y used for offendurs on the way
not a conventional half-way house. Rather, it is,
by statute, a jail and is used primarily to house sentenced of fenders

for the entire duration of their sentence. As in the s
and probation components, the emphasis at Fort Des Moines is on a problem-

out of prison, it 1is
upervised release
solving approach to the necds of each client. Based on an cxtremely low
client/counselor ratio (there is approximately one staff person for every
two clients), the facility features intensive interaction between clients

and staff.
ment plan is developed, and a performance contract is signed.

After a client enters the facility, he is evaluated, a treat-
Each Fort
Des Moines client s expected to work while committed to the facility.
and the staff includes a three-man job development unit.

The Fort Des Moines facility cuphasizes helping the client within a

community setting. Clients work at jobs in the community, and are referred C:? : {2
for services to commnity aguncies (for educational programs, family and g
marital counseling, health care, vocational training, psychiatric counsel-
ing, etc.}. As clients increase their employment or educational achieve-
ment, they become qualified for rewards which include ovqrn1gh§ or weekend

s
%

furloughs.

Although physical sccurity devices are minimal at the Fort--there are no

bars or fences--both the number of staff present and the use of informal ‘ &
observation techniques diminish security problems. In addition, the local

pd]jcé and sheriff's departrents receive a weekly listing of Fort Des

Moines residents which indicates where each resident is to be at specified

hours of each day. This information is aveilable to patrol officers who
may see a Fort Des Moines inmate in the community.

Other program procbdur&s also Tulfill a coatrol function. Because of the
Tocation of Fort Das Moines and the inadequacy of local pub11c transporta-
tion, the facility also has iils

residents of the Fort to and from work.

own vans which are used to transport éﬁ}

+

_ Pre-trial release (ROR),
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The Des Moines Program Components-~Are They New?

A]thodgh the Des Moines progrﬁm has received a lot of attention and has
been declared an "exemplary" program by the National Institute of Law
Enforcement and Criminal Justice, what's
components? Not much, really. Most of the components have been
discussed for many years, and most communities have at Jeast one of them.

new about the four Des Moines

for example, waz first develaped in New York
more than ten years ago as the Vera-Manhattan Bail Reform Project.
After the Vera project proved successful, many communities throughout
the country incorporated a form of ROR into their own correctional
systein. Probation has been around even longer, and nearly every
Jjurisdiction has some form of probation program available for convicted
offenders. Other conmunitics have also experimented with community
correctional facilities, and although Fort Des Moines has developed a
number of original approaches, the basic idea is not really new. of
all the four components, the supervised release element is the most

“innovative but even in this area other jurisdictions have experimented

with methods of previding pre-trial supervisicn as a condition of
release. .

In addition, there arc many innovative correctional programs which

are not available in Des Moines. Chapter 5 of this handbook briefly .
describes at least a poriion of the "universe" of corrections programs
which have been tried in various jurisdictions. Many of thesa programs--
e.g., citation release and deferred prosccution--are not part of the

Des Moines system buf have becoms
'juétice systems.

standard elements in other criminal

What is new is the way in which the four Des Moines components have been
pulled together under a single administrative agency~~-the Department of
Court Services.
coordination.

The Des Moines program is based, in large part, on
Coordination is a concept that is talked about often,

but seldom accomp11khed Cut in Des howncs, coordination happens.
And both the Des Moines staff and thg National Inst1tuﬁe believe that il's
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the coordination underlying the Des Moines approach that has made the (”3 ' of correctional programs, a model to which new componen?s can easily be
program so successful. ~ : ‘ - . added.

The Des Moines program is coordinated in two basic ways: administratively The purpose of studying the Des Moines program, then, is not to suggest

and functionally, The program is adninistratively coordinated by its - ! that 1t should be precisely duplicated by other communities. The

very structure. (An organizational chart of the Des Moines project may if correctional needs and problems of other communities are too varied for
be found in Chapter 4 of this handbook, along with a more detaileq | that to work. " Instead, the Des Moines program is described in this
discussion of the role which coordinatién plays in the program.) The handbook as an experience from which other communities can learn. . By
Department of Court Services is the administrative unit responsible for studying the Des Moines approach, it is hoped that other comm?nities
all four of the Des Moines components. By having a single administrative wiTlfﬁika a fresh look at their criminal justice system and find new
focal point, the Des Moines program unites four solid correcticnal ways to upgrade the quality of correctional services.

components into an integrated whole, and provides a unified structure
for additional compon=nts which may be added in the future. It avoids
the overlapping responsibilities which often fragmént the delivery of '
correctional services in other jurisdictions.

In addition, the Des Moines program features functional coordination.
The process by which each ¢f the four components -provides correctional £
services is coordinated with the procedures of the other components as ' L

ot

well. Information sharing techniques and other methods are used to

shape the program'‘s cowponents inté a continuum, so that correcticnal.
services are provided to persons involved in different stages of the
criminal justice process. This functional coordination enables the
program to serve very different types of accused and convicted offenders--
from providing simple pre-trial release for low-risk, ré?ative?y stable
defendants to providing intensive counseling, supervision and treatment
services to high-risk defendants or convicted ‘offenders who may lack even

the most basic elements of self-respect and self-discipline. : _ : _ ' . | .

No one claims that thé Des Moines program it a panacea for the .
correctional problems of any or all communities. Nor does it embody : . B o .
all of the corrections programs that have proven succes%fu] in other '
Jurisdictions. But it does represent a caréfu1 attempt to pull four

tested corrvectional compenents together inte a well-structured adminis-
trative uniﬁ.. It provides one effective model for drgauiziqg a number

™y
O
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e CHAPTER 2: DOES THE DES MOINES PROGRAM WORK?

Thapter 1 presented a brief sunmary of the four components of the Des
I T Moines Cormuntty Corrections program. A more detailed descripticn of
cach of ihe components, together with a discussion of the forms and
procedures used in the program, 13 presented in Chapter 3. But before
Looking at the Des Moinzs program in greater detail, 1t makes sense to
ask: does it worlk? What are the costs of the program developed in
Dea Moines, and what benefits has it achieved? Chapter 2, therefore,
identifics some of the costs and benefits associated with the program.
In addition *to deseribing some costs and benefits which are difficult
to quantifu, 1t summarizes the results of a major evaluation of the
Des Moines program which was conducted by the Research Center of the
llational Counctl on Cyimz and Delinquency (NCCD). A-copy-~of—the—com-
plate~NCEn crotuation-wiblbe.distributed-at~the-training ~confenrence:

Program Costs

In any field as compliex as corrections, it is always easier to measure
costs than henefits. Correctional programs are expensive, and the dollar
costs associated with them are often high. Benefits, on the other hand--

emis i A s S e B

{ % even dollar benefits--are more difficult to trace and to measure. None-
theless, this chapter of the handbook will attempt to describe both costs
and benefits involved in the Des Moines Community Corrections program.

One of the major cost implications of the Des Moines program is its empha--
; sis on client "treatment" and problem-solving. This approach requires the
program to have a large counseling staff to evaluate the individual problems
of program clients and to work wifh the clients in developing individualized
treatment plans. And, once a plan has been developed with a client, coun-
selors are nceded to monitor the client's progress in trying to carry out
that pian, Much of the success of the Des Moines program has been attribu--
table to the fact that, in most components, the ratio of’c1iehts to counse-
Tors has been kept low. But, just as this approach seems to be effective,

it is also expensive. .

The total cost of the four components of the Des Moines'program is appraxi-
mately $766,000. Table 1 ihdicates the relative cost of each of the four
Cf% program components. ' '
% v ,
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TABLE 1
Cost of Des Moines Program Components*'
Component Annual Cost.
Pre-Trial Release $ 58,756.00
Supervised Release 157,792.00
Probation** o 161,551.00 o
Fort Des Moines 387,809.00 '
Total $766,008.00

*Costs of the four components from January 1~December‘31, 1973.
Total does not include the cost of the women's residential fa-
cility and of two regional offices in other counties of cre
Fifth Judicial District.

**Probation costs include both the pre-sentence tinvestigation
and probation supervision functions.

As the table indicates, the most expensive components of the Des Moines
program are those which are treatment-oriented: . supervised release, pro-
bation and the community correctional facility. The pre-trial release

(ROR) component screens defendants and recommends to the court which ones

meet the established criteria and should be released on their own recogni-
zance before trial. The program does not provide counseling or other
treatment-oriented services to such defendants, and, as a result, the costs

of the ROR component are far less thaﬁ those of the other three components--both
in absolute terms and in per client costs. And although probation supervision
does involve cou?se11nq, the fact that caseloads are higher in probation
(approximately 55;]{ clients for each counselor) than in supervised release
(approximately 20-25 clients per counselor) or at the commun1ty correctional
facility (approximately'two clients per staff member) makes probatwon cheaper.
(The probation cost indicated in Table-1 includes PSI costs as well as-
supervision. In terms of supervision alone, probation is less expenswve

than supervised release.)

In addition to dollar costs, however, there are other-less quanfifiab]e
costs which are always involved 1n the development of a new program:
organizaniona1 costs. In the case of. a program which attempts to change
the basic structure of correctional service delivery, these costs can be

-
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significant. At the most basic level, organizational costs may include
"turf disputes“Qwoppositinn or constraints to the program caused by
agencies or officials whose "turf", or operational jurisdiction, is
threatened by the program. Any new program changes the~structure by _
which services are provided, and structural changes often entail changeg
in the levels of political or bureaucratic power. Anyone who has tried

to do something in a new way has encountered the institutional or indi-
vidual inertia that can often {mpede what aopears to be a rational change.
And when changes are made, the sense that someone's turf has been en-
croached upon may lead to program costs which cannot be measured in dollars.

In addition, a program like the Des Moines project, which is grounded in
a clear correctional philosophy, may 9130 encounter organizational costs
which occur beceuse others involved in the correctional process do not.
share the program's philosophy. The Des Moines project was developed
gradually, and the initial Tack of competing correctional prograis made
it easier to introduce changes (since there was less organized turf to
disrunt), but the prograim did encounter several types of organizational
constraints: ’

& Althougn the’concept of release on the defendant's own recognizance
is not new, the pre-trial release component‘aid encounter some
opposition from policemen who objected to the quick release of
those arrested. Some officers complained that the defendant was
back on the streets before the policeman (who was required to write
a report of the arraost). And in some cases this was true.

@ The Iowa State Bureau of Adult Corrections had responsibility for
conducting pre-sentence investigations dnd supervising felony pro-
bationers prior to the creation of the Des Moines program. As the
program expanded, it absorbed the prohationary functions'performed
by the Bureau, leading to some "turf-related" disputes.

ov The community~baséd nature of the Fort Des Moines facility led to
some early conflicts with the local police and sheriff's departments.
Officers would sec a person whom thoy had arvested and who had been
~convicted and sentenced to jail (.01t Des Moines is tnchn1ca11y
jail) out on the streets. This led to the re-arrest of some Fort
Des Moines c11ents, and to a basic philosophical conflict between the
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program staff and clients (who felt that Fort Des. Moines residents
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’“re(ﬂﬂfalfll)b°1”9 harassed by the police) and Taw enforcement
0ff1cé;§-(who felt that the Fort Des Moines facility was a "country
club" rather than a jail).
Tocal law enforcement agencies with a weekly T1ist of where and when
Fort Des lMoines residents were to be in the community, but the
philosophical objections of some law enforcement officers to the
program continue to some extent.

The conflict was resolved by providing’

-Program Effectiveness

Any attempt to gauge the bLenefits of the Des Moines program must be based
on an analysis of the program's effectiveness in achieviné 1ts stated '
ehjectives. Although the specific objectives of the Des Moines program
vary among components, the program as a whole had a set of four hierarchical

objectives, ranging from the "immediate" to the "ultimate’:

To protect the community from additional
(This objective

& Imnediate Objective
crima during the pre~trial or correction neriod.
is referred to as "Community Safety" in the evaluation.)

¢ Enabling Objective: To utilize community resources to the maximum
extent possible. (This objective is referred to as "Resource
Utilization" in the evaluation.)

¢ Intermediate Objective: Te integrate the offender into society.
(This objective is referred to as "Social Effectiveness" in the
evaluation.)

¢ Ultimate Objective: To assure that the aécused appears for trial
(pre-trial objective) and te reduce future criminal behavior (post-
trial objectiVe). (This objective is referred to as “'Cofrectional:
Effectiveness" for the post-trial components.) '

The Des Moines program has been evaluated several times, most comprehen-
sively in February 1974, The evaluation of the program was conducted by
the Research Center of the National Council on Crime-ﬂnd Delinquency.
Following the definition of program objectives, data covering January-
November 1973 were gathered and analyzed. The. four ObJ cilves described
above were measured in a number of dif%erent ways:

<
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Community safety was measured by the number of
new. alleged offenses committed by progrdm c11onts during their
period of assignment to. each program component.

Community Safety:

This objective was. measured by the degree
te which each component utilized existing community resources and
was complemented by other community programs. Pre-trial release,
however, was rnot measured against this objective since it provides'
_ho community services to its clients. ‘

Resource Utilization:

Social Effectiveness: The integraticn of the nffender into society
was measuvred primavily by employment rates, occupational Tevels,
and educationa} attainment during a client's particivation in a
‘particular component.

Once again, pre-trial release was not mea-
stred against this cbjective, since it is not concerned with pro-
viding services to its clients.

a) Long Ranae Objectives for Pre-Trial Programs:

e Appearance for Trial
& Conviction Rate
e Incarceration Rate
The -ultimate objective of the pre-trial components is to assure
that their clients eppear for trial and~attend all their court
appearances. Thus, appearance rate is the primary criterion against
which the success of the pre-trial components wés_meaéured. However,
theydb;1 ty of the two pre-trial components to screen out criminals
w/and predict individuals who will be neither convicted nor incarcer-
ated is also an, objective.
(the proportion of adjudicated persons in each component who are
convicted) and incarceration rate (the proportion of.convicted per-
sons in each component who are eventually incarcerated) were ‘determined.
These rates were then compared with the conviction and incarceration
rates for those persons who are detained prior to triai in jail and
for' those persons who are released after posting bail.

Thus, each component's conviction rate

b) Long Ranqe Objective for Post-Copviction Programs :

& Reducing Future Criminal Behavior . .
The reduction of future criminal behavior (the lowering of the
recidivism rate) is the ultimate objective of both the probation
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and community correctional facility components. 'THe‘primary
measurement of this obJective was the number of alleged new offenses
committed by persons who were termfnateq from each post-conviction
component. Mew offenses include felonies, indictable misdemeanors.
and non-indictable misdemeanors. '

In general, the objectives of the four components reflect the competing
goé1s of community safety and treatment. Obviously, community safety

can best be achieved by isolating potential and convicted criminals from
the rest of society and placing them in secure prisons or jails. On the
other. hand, treatment is considered to be a necessary ingredient in the
prevention of future criminal activity, and thus correctidnal programs
should provide for the reintegration of the offender inﬁo'society. But
effective social reintegration necessarily means the loss of some commun-
ity safety. Though a trade-off does exist between these two competing
goals, all four components of the Des Moines project are designed to treat

the offender without permitting an intolerable increase in criminal activity.

Over and above the progtam objectives described above, each component
must also be evaluated in terms of financial effectiveness. Even if a
particular component does in fact achieve all of its stated goals, the
costs of operating the program might not justify its benefits.
must therefore be evaluated in terms of its cost (either on a per day basis
or per average-length-of-program basis) and then compared with the cost of
alternative programs. Furthermore, the four components do not operate in a
vacuum; to the extent that offendérs and potentia] offenders are channeled

Each component

into one of thea four components, fewer resources need be expended in operating

the Polk County Jail, the state-prison, and other correctional institutions.
Thus, the cost of operating all four Des Moines components must be comparéﬂ
with the increased cost of operating other state, county and local correc-
tional programs were there no Des Moines project. i

F1na1Ty, the financial benefits of the Des Moines project can not be com-
pletely analyzed unless one takes into account both the wanes earned by -
clients in the various programs and also the money saved which otherwise'’
would have been spent in the purchase of bail bonds. Tf. there were no

pre- -trial rélease and supervised release components, many clients would not
be able to post bail, would therefore be detained in jail prior to tr1a1 and
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would thus be deprived of the ability to carn income. Similarly, most of the
clients in Fort Des Moines, had they been incarcerated in the Polk County
jail or a state institution, would also have been prevented from earning
any wages after their conviction. And, if therp were no pre-trial pro-
grams, large sums of money would have been spent by clients who were forced
to purchase bail bonds in order to gain release prior to trial..

1. Pre-Trial Release (ROR)

Community Safety: The'February 1974 evaluation of the Das Moines project
analyzed the records of 633 clients who were released on their own recog-
nizance and later adjudicated before the data collection period ended.
The number and rate of alleged new offenses committed by these clients
were tinen compared with the similar figures for clients released to the
supervised release program and for clients released on bail during the
same period, '

Table 2 indicates the results.

TABLE 2

Alleged New Offenses Commitﬁed During Pre-Trial Period

New Offense No New Offense . Total

Pre-Trial Release 50 (7.9%) 583 633
Bail 26 (8.8%) 268 ‘ 294
Supervised Release 45 (16.8%) 223 . 268

As the table indicateq, the pre-trial release component was successful

in meeting its objective of maintaining pub11c Fafetv The new offense

rate for pre~trial release clients was mang+na4 ; Tower than the rate
for persons released on bail and significantly lower than that for per-
sons released to the supervised release program.

. An earlier evaluation of the pre-trial release program, summarizing the

-results of the program from its inception in 1964 thwough 1969, compared
the new offense rate for persons released on their own recognizance W1th
the rate for persons released on bail. The result was similar to that
reached in the February 1974 evaluation. Specifically, only 6.45% of
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those persons who were ~eleased on their own. recogn1zance and later ad-
judicatad during the period of evaluation were alleged to havc committed

a new offense during their pre- -trial period (89 out of 1379). On the

other hand, 10.83% of all persons released on bail committed new offenses

prior to their adjudications (46 out of 426).

Appearance Rate: The 1874 evaluation compared the number of persons
who were released on their own recognizance and who failed to appear
for adjudication with the number for both th: supervised release com-
ponent and for those who were released on bail. The results appear in
Table 3. '

TABLE 3

Appearanca Rates for Pre-Trial Groups

Appeared Failed to Appear Total

* Pre=Trial Release 625 8 (1.3%) 633
Bail . 274 20 (6.8%) 294
Supervised Release 254 14 (5.2%) 268

As indicated in Tahle 3, the failure-to-appear rate for pre-trial releasees
was Tower than the rate Tor those released on bail and 1ower than the rate

for those released to the supervised release program.

The success of pre-trial release in achieving a Tow failure-to-appear
rate was also demonstrated in the earlier 1964-1969 evaluation. This
eva]uat1on found that the failure-to-appear rate for clients in the

pre-trial release program was 1.68%, while the comparable rate for those

released on bail was higher, 3.2%.

Conviction Rate: The 1974 evaluation compared the cpnviction rate for

fhpse released to the pre-trial release component with the comparable rates
- for those relcased to the supervised release component, for' those released

on bail, and for those detained in jail pr%or to trial. The conviction

~rate was defined as the percent of adjudicated persons who were convicted

of at least one offense. The results (as displayed in Table 4, below)
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indicate that, although the highest conviction rate was for pre-trial re-
leasees, there was no significant difference among any of the four cate-

gories.
TABLE: 4
Conviction Rates for Pre-Trial Groups
. [ )
Convicted Not Convicted Total
Pre-Trial Release 419 (66.2%) 214‘ 633
Bail 179 (60.9%) 115 294
Supervised Release 157 (58.6% 111 268
Jait 97 (62.2%) - 59 156

The earlier, 1964-1969 evaluation compared’the conviction rate of pre~
trial release with the comparable rate for those released on bail. In
that study, the pre-trial release rate was actually lower (50.3%) than
the bail rate (72.7%). '

Incarceration Rate: The 1974 evaluation indicated that only 4.3% of
those persons released on their own recognizance ‘and later convicted
were eventually incarcerated. This incarceration rate was far 1owq%
than the comparable rate for conVicted persons who had previously been
released to the supervised release component, released on bail, or de-
tained in jail prior to trial. Table 5 displays the relative rates.

TABLE 5

Incavceration Rates for Convicted Persons

’ Incarcerated Not Incarcefaféd Total

Pre-Trial Release - 18 { 4.3%) 401 419
Bail 25 (13.9% R T 179.
Supervised Release .37 (23.6%) 20 157

59 (60.8%) .38 : 97

Jail

[ I L e
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As indicated in Table b, the incarceration rates for‘pe%san'who were
released prior to trial (pre-trial release, supervised release and bail)
were significantly lower than the rate for those persons detained in jail
prior to trial. Although there may be many reasons for this substantial
disparity in rates, one possible explanation is that pre-trial detention
in and of itself is a factor which influcnces judges to incarcecrate a
convicted defendant.

2. Supervised Relrase

Community Safety: As indicated above in Table 2, 16.8% of all persons
who were released to the supervised release component and who were adjudi-
cated prior to the termination of the data collection pefiod were alleged
to have committed new offenses during their pre-trial period.  This new
offense rate was higher than the new offense rate for pre-trial releasees
and for bail releasees.

Although supervised release cannct, therefore, be adjudged completely
“successful in meeting the commurity safety objective, it should be noted
that over 40% of the ndw offenses allegedly committed by the supervised
release group was committed by persons who either were initially rejected
by the supervised release program or whose participation in bail release
or pre~-trial release was subsequently revoked. This fact indicates that
initial judgments made in either rejecting clients or revoking their pre-
vious release status are generally better than subsequent decisions. If
the initial judgments had been followed, the supervised release program
would have achieved a far better community safety record.

The results of the more limited earlier evaluation, which was completed in
May 1973 but which utilized different criteria and objectives than the
February 1974 evaluation, generally support the results detailed in Table
2. The May 1973 evaluation showed that the new offenselrate for clients
released to the supervised release component was 23.3%, while the new
offense rate for bail relcasees was slightly lower (20.7%). But those
defendants rejected by the project but later released cn 0211 had a signi-
ficantly higher re-arrest rate (34.4%). ' B

Resource.Utilization: The February 1974 evaluation revealed that the level
and variety of utilization of community resources were extremely high for.

the supervised release component. During the 1973 data collection period,

e
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415 community services were utilized by 269 clients; thesc seréices were
focused primarily in the areas of psychological evaluation.and treatment,
employment and vocational upgrading, and educatioh. These 415 services
were provided by 42 cutside community agencies.

Social Effectiveness: The February 1974 evaluation indicated that the
supervised release program measurably increased the extent to which its
clients functicned productively and Tawfully within society. Hew educa-

~tional diplomas or degrees were received by 6.4% of all clients for whom

data was available during their period of assignment to the component.
Moreover, while only 50% of the program's clients ware aiployed at ihe
time of arrest, 80.3% were employed during their period of assignment to
supervised release. .Fina11y, the average client earned $1,433 in wages
during his period of assignment.,

Appearance Rate: As indicated in Table 3 above, supervised release was
successful in achieving a low failure-to-appear rate. Only 5.2% of all
persons assigned to the program failed to make their court appearances.

Although this rate was higher than the rate for pre-trial release, it was

lower than the failure-to-appear rate for bail releasees (6.8%).

The ear]iér evaluation of supervised release, which was completed in May
1973, corroborates the results listed in Table 3.  That evaluation showed
that the failure~to-appear rate for persons released to the. supervised
release component (1.8%) was approximately the same as.the rate for those
refeased on bail (1.1%). (Recent increases in failure to appear rates
reflect an upgrading of data collection techniques.)

_Conviction Rate: As indicated in Table 4, the supervised release program

was effectively able to screen out some persons who vere eventually convicted.
The conviction rate for persons assigned to supervised release and subse-
quently adjudicated was actually slightly lower (58.6%) fhan the conviction
rate for those assjgned.to pre-trial release (66.2%), Tor those releascd on

" bail (60.9%), and for those detained in jail prior to trial (62.2%).

Once again,'the earlier evaluation of supervised release'that was coﬁp1eteﬁ'
in May 1973 contained simitar findings. The conviction rate for persons
assigned to -supervised release and Tater adjudicated was very slightly
Tower (63.8%) than the conviction rate both for persons released on bail
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(64.0%) and for persons detained in jail prior to tr{al (71.4%).

Incarceration Rate: As indicated in Table 5, the resulfs of the February
1974 evaluation showed that 23.6% of the clients who had been assigned

to the supervised release component and .later convicted Wcre eventually
incarcerated. This incarceration rate is significantly higher than the
incarceration rate for pre-trial releasees (4.3%) and bail releasees (13.9%).

However, one must bear in mind that supervised relcase is a program de-
signed for "higher-risk" defendants who do not quality for pre-trial release.

Thus, it is logical that the incarceration rate for supervised releasees
is fairly high. Further, as Table 5 indicates, the incarceration rate for
supervised release is far below the rate for those detained prior to trial
in jail (60.8%).
for those detained in jail prior to trial indicates that pre-trial deten--
- tion may itself be a factor which influences judges to incarcerate a con-
victed defendant. Thus, supervised release, by freeing a person prior to
trial and Tetting him build a "track record", may reduce the sentencing
inequities which result when a person awaiting trial is incarcerated.

As mentioned above, the extrcmely high incarceration rate

The eariier evaluation of May 1973 reinforces the results of Table 5.
In this earlier evaluation period, the incarceration-rate for those as-
signed to supervised release (18.9%) was far below the rate for those
detained in jail prior to trial (37.5%), but was higher than the rate
for those released on bail (9.9%)
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Community Safety: %he Feb;Eary 1974 éva]uation analyzed 232 clients who
were released from probation during the eva1uat16n period of 1973. During
this perjod, 31.5% of these clients allegedly committed new offenses.
cne-third of these a11eged offenses were felonies.

Over

This number of alleged new offenses (73) s high, and it indicates that
the probation program was not completely effective in meeting its community

, §afety objective. "However, it.should be noted thata majority of the clients

assigned to probation had been convicted of felonies, and, Turther, that
these clients'hqd contact with their supervising probaf?on officers for only
a short period of time. Recause the oppartunity to commit criminal offenscs
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is significantly greater for probation clients than for clients of more
restrictive correctional programs, it 1s nol surprising that the new offense
rate for probation was so high.

Resource Utilization: One of the primary features of community-based
corrections programs is the greator use of existing community
The probation program was ex-

resources which such programs permit.
tremely successful in placing its clients in educational, vocational,
treatment, and counseling services.

Une hundred and twenty (120) or 52% of all persons terminated from the
probation component during the evaluation period received one or more
community services. A total of 300 services were provided by 50 different
agencies and pfogvams. Approximately one-third of the services were
work-related (employment or vocational), and another one-third involved

counseling or psychological, drug, or alcohol treatment.

Social Effectiveness: As indicated above, social effectiveness measures
the successful integration of a client into the community and is measured
primarily by means 'of examining the ecmployment and educational achieve-

Clients whose probation is revoked

ment of the client while on probation.
or who are transferred to more restrictive correctional programs carnot
be considered to have been successful in functioning tegally and produc-
tively within society. Thus, the social effectiveness of the probation
program was determined by comparing the pre-assignment and post-termina-
tion educational and employment characteristics of clients who were favor-

ably terminated from probation.

A limited amount of cducational upgrading occurred for the 169 clients
who were favdrab1y terminated from probation during the.eva1uatjon period.
Twenty-two (22) service referrals were made to-educational programs, and
16 new diplomas or degrees were received by these successful probation
clients., | ‘ ’

Increases in employment and occupational levels were more dramatic.

The employment rate increased among program ¢lients from 67% at the. time
-of assignment to 837 at the time. of terminationfv Moreover, a significant
shift occurred in the movement of workers from unskilled occupational

A v
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categories into the semi-skilled and skilled categériés. Between the GIE 6"3

time of assigrment and time of termination, the number of semi-skilled
workers increased 68% and the number of skilled workers 43%.

Corvectional Effectiveness: Tne ultimate objective of the probation
component is to release to society clients who will commit no additional
. criminal acts. Thus, correctional effectiveness was measured by identi-
‘ fying new offenses committed by clients after they were terminated from
the probation program. All new offenses which were alleged to have been
committed by terminated clients between their date of termination (on or
aTter January 1, 1973) and December 15, 1973, were included in the study.
Howaver, since the arrest records of the state of Iowa Bureau of Criminal
Investigation were not made available, the Feburary 1934 evaluation in-
cluded only those new offenscs which were committed or alleged to have been
comnitted in Polk Ceunty.

The evaluation indicates ihat the probation program was successful in
achieving correctional effectiveness. During the evaluation period, only s
26 of the 232 terminuted clients (or 11.2%) allegedly committed an offense. L
0f these 26 clients, only 6 (or 2.5%) were charged with an indictable .
offense {4 were charged with felonies and 2 with indictable misdemeanors).

4, Community Correctional Facility

Community Safety: During the period of evaluation, 171 clients were
assigned to Fort Des Moines, and 116 of them were terminated. Only 16
of these 116 clients (13.8%) allegedly committed offenses while assigned
to Fort Des Moines. OFf the 16 alleged new.offensus, 14 were felonies,
one was a misdemearor and one was.an indictable misdemeanor. Host of
the offenses related to absconsion from the program, and none involved
acts relating to property, six, public morals, children, or drug abuse.

The one alleged new misdemeanor offense occurred after 62 days of assign-
ment to the program, while the one indictable misdemeanor was charged
after 88 days in the program. The clients charged with new felonies -
comnitted the allagad offense an average of 124 days af?er entry into"’

the program.

‘w

These statistics demonstrate that the community corrections facility
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was very effective in achieving community safety, despite the fact that
many of the clients exhibited "high risk" characteristics such as prior
convicfions, hnemp1oyment, and a history ¢f drug or excessive alcohal
use. A prior evaluation, prepared in July 1973 and covering an 18-month
period, reached the same conclusion. Specifically, it also found that
only 13% of the program's clients allegedly committed new offenses while
assigned to the residential facility.

‘Resouirce Utilization: In 1973, the clients of Fort Des Moines re-

ceived 195 services from a total of 37 community agencies. The typical
client who participated in community service training or counseling re-
ceived an average of 2.5 referrals from the facility. During this period,
the program increasingly focused both upon maintaining or upgrading the .
employment of persons who were already employed at the time of their as-
signment to Fort Des Moines and also upon obtaining employment for those
who were unemployed. A majority of the services (54%) dealt with employ-
ment, educaiion, and vocational training. In general, it appears that

‘the services provided through the community corrections facility were

tailored to meet the special needs of the individual client and that a
substantiq% number of outside resources were frequently utilized by the.
facility.

The earlier evajuation of the community corrections chiTity, completed

in July 1973, also found that the program was effectivgiy u£i1izing out-
side community resources. The typical client studied during this 18-month
evaluation received an average of 3.25 outside referrals. Most of the
referrals (53%) concerned employment, education, and vocational training,

_ though a significant number (18%) in this earlier evaluation related to

drug or alcohol treatment.

Social Effectiveness: The February 1974 evaluation found that the com-

munity corrections component was successful in increasing the educational

- and employment Tevels of its clients. The evaluation andlyzed only those
‘clients who were favorably tevminated from the program. The 32 clients

unfavorably terminated were transferred-to other correctional institutions
or to jail and were obviously not successfully integrated into the commun-~
ity.
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As a result of educational referrals, 14 clients recéiied new diplomas

or degrecs, while 6 others were actively engaged as students at the

time of termination. The community corkections facility was also ex-
tremely successful in increasing employment rates and occupational levels
for its clients. The employment rate for clients rose from 63% (41 out
of 65) at time of assignment to the facility to 95% (62 out of 65) at
time of termination. Further, an appreciable empioyment upgrading into
the semi-skilled category occurred during assignment to the facility;

the number of workers at this level increased from 20 at time of assign-
ment to the program to 30 at the time of termination. Moreover, a sig-
nificantly Targer proportion of clients relied on their own employment as
their primary income source following favorable termination from the pro-
gram than at the time ‘of assignment. '

Once agaln, the eariier evaluation of July 1973 confirms the finding

that the community corractions facility achieved its objective of social
effectiveness. During the 18-month evaluation period, 23 new degrees
~were earnad hy cifents, and the number of students increased from seven

at time of assignment %o 24 at time of termination. Further, employment
rates fincreased dramatically from 40% prior to commitment to 76% after
release. And, finally, the earlier evaluation indicated that the number
of clients whose own employment was the primary source of income increased
significantly over the period extending from before commitment to that
following release. ‘

Correctional Effectiveness: ‘The 1974 evaluation studied the records of
the 116 clients terminated from Fort Des Moines during 1973. Of these
116, 23 (19.8%) were charged with new offenses. However, only 13 of _
these clients (11%) were charged with indictable offenses. ~The aVerage
Tength of time between termination from the program and, the time of the
alleged first offense committed by a former client was approximately 6 1/2
months. :

The 1974 evaluation also analyzed the new offense rate fer clients released
prior to 1973. Of the 246 clients released by Fort Des Mpines before 1973,
101 (41%) were charged with new offenses, and 53 (21%) were charged with
indictable-offenses. The average periqd of time between release and the
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commission of an alleged offense was 19 months.

These statistics indicate that.the rate of new offense a]?égations is
Tikely to increase over time. However, pénding‘the broadening of data
collection to include all offenses committed within the state of Iowa,
the February 1974 evaluation tentatively concluded that the community
corrections Tacility was successful 1in achievihg correctional effective-
ness. Probably the most important conclusion of the evaluation was that

.the community correctional facility was effectively dealing with clients

who had high-risk characteristics (such as prior convictions, unemploy-
ment, and drug or excessive alcohol use). High-risk clients were charged
with no more new offenses subsequent to their period of assignment than
were clients with no prior convictions, more substantial employment his-
tory, and a relatively minor history of drug or alcohol use.

The earlier evaluation conducted in July 1973 generally contained similar
findings as to correctional effectiveness. However, the earlier study
made no attempt to describe the new offense allegations on the basis of

‘the most cerious offense alleged against each client, and also did not

distinguish between indictable and non-indictable offenses. The February
1974 evaluation avoided these Vimits and provided a more realistic ap~
praisal of the correctional effectiveness of Fort Des Moines.

Financial Effectiveness of the Des Moines Program

Evaluations of the Des Moines project indicate that it has been success-
ful in achieving its programmatic objectives. = But another test of any
correctional program is its financial effectiveness: how much do various

elements cost, and what costs would be incurred if the program did not

exist?

Correctional cost is generally calculated in two ways. Many correctional
projects calculate an average "cost per day" for each client assigned to

. that project.. Others estimate the average length or term of a client's

participation in a compconent, multiply the average term Qy the cost per
day, and arrive at an "average cost per term" for-.each client assigned to
the component. The rationale behind using the average cost per-term’
rather than the average cost per day is that many correctional programs
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provide intensive treatment which is very expensive on a daily basis.
However, these same programs enable clients to-be released into the com-
munity earlier than less intensive programs and, therefore, are less
expensive over the entire term or length of the program.

The February 1974 evaluation estimated both the per day and per term cost
of all four Des Moines components, as well as the cost of the Polk County
jail and four state-operated correctional programs. Costs for central
administration were allocated proporiionately to all components of the
Das Moines project and also to all state—operated programs.  None of the
cost estimates included capital expenditures. Table 6 displays the cost

per day, the average length of terms, and the cost per term for each of
the Des Moines components and for the other correctional alternatives.

TABLE 6

. 1973 Costs (Per Day and Per Term) for the Des Moines Project,
for the Polk County Jail, and for Programs Run
by the State Bureau of Adult Correction Services

Average Length of

Cost Per Day Terms (Days)

1. Des Moines Project

Pre~-Trial Release $ 0.44 51.7 $ . 23

Supervised Releasa 4.84 99.3 481

Probation ’ 1.08 359.4 388

Men's Community . .

" Corrections Facility 20.16 107.9 2,175
2. Polk County Jail $10.49 47.8% $ 501 .
3. Bureau of Adult Corrections

State Penitentiary $17.04 693.0 $11,809

Men's Reformatory 18.07 693.0 72,523

Parole and Probation 1.09 468.0 510

*This figure applies only to persons awaitihg trial in the jail.
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As indicated in Table 6, the per day costs for both pre-trial release’
and supervised release are far lower than the per day cost of detain-
ing a person in the Polk County jail prior to trial. With respect to
per tevin cost, the expenseé of operating the pre-trial re1ease.program
over an average term is virtually negligible. Further, though the length
of time spent in supervised release is more than double the length of
time spent in jail by jail detainees, the per term cost of supervised

.release 1s still lower than the per term cost of pre-trial detention in

the Polk County jail.

Among the post-conviction programs, it is apparent that the per day cost
of the probation component of the Des Moines project is virtually iden-
tical to the per day cost of the state-operated parole and probation
unit. However, because of the shorter average period of assignment to
the Des Moines probation component, its per term cost is significantly
Tower than the per term cost of the state parole and probation unit.
Finally, though the community corrections facility is more expensive than

“the state penitentiary and the men's reformatory on a per day basis, it

is substantially less expensive on a per term basis.

Over and above the comparative financial effectiveness of. the four Des
Moines components, it is also important to calculate the additional funds
which would have had to be expended by the county and state correctional
systems were there no Des Moines project. The 1974 evaluation estimated
that, if the four Des Moines components had not been available, the num-
ber of clients assigned to the state parole and probation unit would have
been increased by 515 clients per day, population of the Polk County jail

. would have been increased by 56 inmates per day, and the population of

all other men's correctional institutions in the state would have been .
incredsed by 133 inmates per day. The actual cost savings permitted by the
Des Moines project are estimated in Table 7.

e St e e
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TABLE 7 (Tm} 6 wages carned by prcjtria1 clients were used to hire private defense
. o counselt thus reducing the burden on the public defender system.
Cost Savings Resulting from Handling Clients Through the But h the b | \
ut perhaps the indicat F the ive F ines
Des Moines Project Rather than Through Other Programs P .p ¢ best {WCTCHL'OH OF the effectiveness. of the Des Molnes
. . program 1s to be found at the most pragmatic Tevel. The funding for
| Add ! | Total Add'l ~ Total Add'1 | the Des Moines project has, in the past, come primar{ly from the Law
Program ‘ Clients Cost Per Day Cost Per Day " Cost Per Year Enforcement Assistance Administration. However, because of the demon-
Polk County Jail 56 $10.49 § 587.44 © §214,415 i . strated success of the Des Moines program in meeting the correctional
Probation & Parole 515 1.00 561.35 204,893 P needs of the community, the Iowa State Legislature committed itself to
Men's Institutions 133 17.55 2,334.15 851,965 , providing total funding for the project in future years. And in the
s 1973 session of the legislature, "community-based corrections" was
Iotal Additional Costs $1,271,273 : adopted as the model for future correctional programs for the entire
973 Costs of the Des state of Iowa. i inanci i / ¢
Mornes pea ot . 817,044 . T Towa. Thg po11c¥ and financial commitment made b? the state
. . ;~—~“-j—~ legislature to the Des Moines approach was not based on correctional
Total Cost Savings : . 454,229 hilosophi . oo 4 . o 4 .
KCosts include women's facility ; philo ?ph1es or theories 1n.the abstract. It was grounded in the simple
. recognition that the Des Moines program--in both corirectional and fin-
As indicated in Table 7, the Des Moines project saved the county and ancial terms--works.
state correctional systems an estimated $454,229 in 1973. . In addition, ~ P
the Des Moines program reduced the financial burden imposed on those Nt Qwﬁ L

accused of crimes. The evaluation report estimated that the pre-trial
release and supervised release componepts enabled defendants to save a
total of nearly $154,000 which would normally have been spent for the
purchase of bail bonds.

Beyond these quantifiable savings, the. Des Moines program also had other
benefits. Clients who would normally have remained in-jail prior to

trial, those who would have been sentenced to incarceration but for their
successful participation in the program, and those who were assigned to
probation or to Fort Des Moines were able to continue their existing employ-
ment or were helped to find new jobs. And, apart from the importance of
jobs in changing client attitudes and behavior patterns, increased

c]ieht employment led to a'wide range of benefits:

e taxes on client wages provided support for Tocal government;

"o clients were enabled to continue supporting their families, thus
reducing state welfare costs; ' ' €T}

o by not .removing clierits from their spouses and children, -marriages oo
were saved, and fewer children became wards of the courts;

4 e o e st i amens.
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‘ The secretary is responsible for all office operaf1ons and the mainten-
! ance of all files and records. In addition th ;
i ‘ . e secretary mails ou (j}
.~ CHAPTER 3. A CLOSE: l” LOOK AT THE FOUR DES MOINES | ders of ’ Y mails out J
Y | 2y I VLYo LUV reminders of court appearance-dates or Ca]]° defendants to notify them :
- COMPORERT PKNJ TO D0 T of any changes in schedu1ed _appearances. -
o ) ' o nf ' The int J "
, Chapter 1 of this handbook provided a summary of the-four components-of : he intervievers are all law students who work on a part-time basis.
‘ Lhe-des Motnes community corpreetiong program. In Chapter §u-~thosem—sconm= They are responsible for conducting and verifying all eligibility inter-
Lapcn&? are exanined in greataidetadd. - It diccusses each element of the , v1ew0 with defendants and for pre
Dus Moines projest in kou-to-do~it teyms.  Euch component--pre-trial re- : } et ty Eefy (E‘Zn pamr;gﬂr;e‘c?p}n@c}atjfm‘s t:cgardmg release. [ty
Lease (TOR), supervised iwleasc, probation, cnd the commni iy GQrPQCtzO”aZ | iHQ?PVIewers are available an.a.twenty-four hoyr- aiday BasﬁéléévgﬁJﬁébg'w‘?‘fgy‘”%
’ Jueilily-~is deseribud in terms of (L8 purpose, ils admintstrative struc- 1 o hg(ﬁ‘:ﬁzé\w‘“iw; VOB RIGG St e pbi;wl‘ y“;rybnu,euug oo, Cemductes L
ture, and ils z‘)z'oc:edzm:;;. Chapter 8 Lhis provides a step by step analysis | e &Y Mowee biasts, The Bor Superuisor (s own call af all 4.50.0¢
. ©of the Des Motnec cormwiity corrcettons system. In addition, the final | . SO
"7 seetion of Chupler 3 d Lzulu:a soma of the qc’m,uzZ adminietrative f??tzwes ; Interviewers are selected on the basis of their interest in the progran, Qe “1’ ey,
' 3 ot Aol ) N
of the Dzs Moines project, tnelwling comporent cost breakdowns, sta — O ; g . , C_nf{..,‘&:,,,
g?my Levels, ot(’l Giwsp berpa G lou ineludes on- nm)en/]uﬂ which containg . T their understanding and competence, and their ability vo work day or T
the vavrious forms utilized in cach 0.1 the four pl’CtIZ’CZUU 002119?’187%? ;U”d in O( L night shifts cr on weekends., The employment of law students as part-time
the administration of the prograa as a whole, and selected legislation BTSN interviewvers has
: ) roven s ¢ s
which affects the opevatlion of the D 5 Moines program. : B (A P successful in Des Moines. However, some other
N : R T ROR programs utilize full-time pa'bd professionals, while yet others are
: L e ) staffed by voluntzer interviewers. ROR programs are, in general,
x (ROR) . highly structured and wtilize objective testing procedures, therefore,
LT .
PRE-TRIAL RELEASE Lo ROR intervievers do not have to be eaperienced professionals in order .
T o : ("
oy Purpose v :, - to be effective. o
et 1 . L .
The purpose of the pre-trial release-on-own-recognizance (ROR) componenug a;{ﬁf . Process
of the community correciions program is to release, without money bond, % ° s There are five major si . lved in the RO
. . e . ) R "¢ are T steps 1nvolved i o .
adult defendants whose stable reots in the community indicate that they it P n the ROR process. They are:
will appear in court for trial. ) --Identification of detaineesQ?/
. : | -~Conduct of ROR interviewgg/'
Administration ' ~--Yerification of responsesgy//
. o . ~ ~ -~Release/} apa .
The pre-trial releasc component's office is located in the Des Moines o) o N '//
I R . . .. --rFollow-up prior to tri : .
Municipal Court building~-~the same building that houses the city jail. : . pp t alg
However, the component also serves defendants who are detained in both --Identification of detainees
the West Des Moines Tock-up and the Polk County Ja1] . Lo ]
The interviewers on the staff of the pre-trial release component are
The pre-trial release component is staffed by a superyisor, a secretary, : responsible for 1dent1fy1nq potentially eligible defendants. During court
and five interviewers. The supervisor is responsible for overall ad- ‘ hours (8:00 a.m. to +00 p.m.) there are two interviewers on duty in
ministration of the component including the hiring, firing, and super- the pre-trial re]ease component's office. They call the municipal jail
vision of staff. 1In addition, the pre-trial release component's super- ; every half hour and contact the Nes#mDeg~Meqne&Joek~ap“&ﬁd«the Polk
visor serves as a member of the supervised refease component's "selection County jail periodically throughout the day to obtain information about {wmﬂ
R . < . e N : o sk
él;% team."  (Sce discussien of superyised release cofponerit.) . .This arrange- . arrests and bookings.
AN . . P . B

Lcnt~heins to assure coordination belween the {wo conponents.
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One interviewer is on duty between 4:00 p.m. and B400.~a=+m+ Defendants
arrested during that period are identified when the-intervieier makes
periodié checks by telephone or, in some cases, when jailers at the
various facilities call the pre-trail release office to inform them that

someone has been arrested.

The telepnone number of the pre-irial release component's office is also
posted in a conspictious location near the booking desk in each detention
facility in ilhe county, and a growing number of detainees now call the
office directly to roquest assistance. In yet other cases, people wanted
by the police contact the pre-trial release component and come te the
office w1th their attorneys or relatives to be interviewed prior to
surrendering themselves to the police.

Finally, to make certain that every potentially eligible defendant in
pre-triel detention in the county has been interviewed, the pre-trial
release component's staff compiles and reviews a Jail Inmate Status
Sheet on a weekly basis (see Appendix, ROR Form 1).

Information about booking charges is used by the interviewers to deter-
mine whether a detainee is eligible to be considered for pre-trial

Those detainees arrested for intoxication, tegethénmwithmthose
arrested for-non-indictable-~traffic.offenses,=those=arrested on a bench
warrant issued for "failing to appear" for trial in the past, and those
detainees subject to other specific "holds" or warrants issued by law
Parole

release.

enforcement or correctional agencies, are not eligible for ROR.
and probation violators are only considered for ROR if the parole or
probation officer assigned to their case specifically approves.

A1T other people arrested and detained in municipal or county facilities
for offenses that would otherwise be bailable are eligible-to be considered
for release. Those detainees subject to "holds" are alzo considered
01191b]o if and when. their. "hold" is 1ifted by the agency that or1g1na11y
requested it. The two regional offices of the Department of Court

 Services are responsible for assessing eligibility for both ROR and

supervised release of all those people arrested and detained outside
of Polk County but within the boundaries of the other 15 counties that
coviprise Jowa's Fifth Judicial District.

PR T g ok ity 2 s
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Early in the history of pre-trial. rclease, eligibilily wau more olrictly
defined. Before the judicilary became comfortable with the idea of
formal releasé on recognizance only those defendants charged with lesser

felonies or misdemeanors were eligible to be intervicwed. Even then,
the judiciary was reluctant to accept the recommendations of the project
in questionable cases, As program data began to reveal that a grecaler

number of defendants could be released without jeopardining the objee~

" tives of the project, the judiciary became more comjoriable with the

idea of EOR.

in the county are considered ineligible for ROR by the court. This

At present, only a small percentage of those arrestaed

evolutionary process has characterized much of the Des Muines program.
As the program has demonctrated its effectiveress, it has inereasingly
tried to expand 'its concepts of eligibility and to serve those personc
who were previously considered ineligible.

--Conducting ROR Interviews

ROR interviews are conducted as soon as possible after defendants are

Pcoked Those arresged and booked during court hours (8:00 a.m. to gf%
iy OO p.m.) and detained in either the municipal jail or the Polk County
jail are usually 1nterv1ewed within an houy or two after booking. Defen-
dants arrested after ﬁ“ﬁo p.m. but before &: Od a.m. of the next day are
also usually interviewed within a few hours of their arrest and prior to
arraignment the following morning. In some cases, however, defendants

are not interviewed until anter théy are arraigned,

Subhunts
are detained in the Nesthes Noxnee Tock~-upiand’ arra1gned prior to their
A

¥

since come defendants

transfer to the Po]k County Jail.

A11 pre-trial ROR interviewers make use of a structured interview form |
that is based on--and closely resembles--the form developed by the Vera
Manhattan Bail Reform Project (see Appendix, ROR Form 2)l The interview
form is designed to measure five basic variables which experience has
proven to be directly relatéd to the likelihood that the person will
appear in court for scheduled appearances. Those variables are: 1enqth
of residence in the local community; the nature.and extent of Tocal family
ties; time in the local area; stability of employment; and nature and
extent of prior criminal record. Four of the five’variables emphasize

the relét%nnshipvof the defendant to the local community.

ﬁ?“}
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The defendant's responses to the questions asked in the interview are-
scored on an objective scale. Points are avwarded for lerigth of resi-
dence.‘the existence of extensive family ties in the comnunity, employ-
mont stability, etc.--the stronger the defehdant's ties to the community,
the more points awarded. Points are also awarded--or subtracted--on the
hasis of the defendant's rccord of prior convictions.

Although the interview form is basically the same as the one used when the

‘program began in 19264, there have been some changes in the scoring system.

e, .
RELEE - o

These changes were made to emphasize those variables which experience
indicated to be the most critical in determining the 1ikelihood that a
defendant~-if released--would abide by the conditions of release. For
example, under the .original scoring system, a detainee was awarded one
point for extended residence 1f.he or she had Tived in Pollk County for 10
or more years. However, the evaluation of the program subsequently
revealed that extended residence was a particﬂ]ar]y dood indicator of

A GET AN .
successful performance after [k« Moreover, the evaluation also suggested

that-an even shorter period of continuous residence than 10 years was
suificient to indicate the type of stability that correlated with success-

ful performance in the program. Accordingly, a revised scoring system was
introduced in January 1974; it provides that two extra points are to be
awarded for continucus Tlocal residence of five or more years.

A second modification in the scoring system focused greater attention on
the detainee's prior criminal record. Originally, points were awarded on
the following basis:

--No prior convictions 2 points

--No -prior convictions
within the last year

--Convictions for mis-

“ demeanors within the
last year or one felory
conviction

--Two org more felony
convictions

1 point

Minus 1 point

S b b
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Rece int ord | im0
ecent changes in the scoring system were made to stpress the importance
of a clean record and to distinguish between nisdemeanant and felony

C g Fa ~ . . 3 v
onvictions. The scoring system now in use awards points in the follow-

ing manner: :
--No prior convictions 3 points
~~No convictions within ‘
the last ycar 2 points
~=Misdemeanant convictions '
Within the last year 1 point

~-0ne prior felony conviction 0 points
~=Two or more Felony

convictions Minus 1 point

Interviews with detainees are always conducted in secure areas. In the
municipal jail, interviews are conducted through the bars of the main

h01d1?g cell. In the Polk County jail, an interview room is used.
Each interview takes an average of from five to fifteen minutes

4 (3 . . » l ‘
When the interview is completed, the interviewer returns to the pre-

trial rele ‘s offi i i |
lease compongnt s office to verify the detainee's responses and

?o complete various administrative tasks. The name of the interviewee

1s fecorded on the daily log (see Appendix, ROR Form 3), and an indivi-
dual client index card is filled out (see Appendix, ROR Form 4). These
two forms provide current information on the component’s caseload, help
to assure Fhat detainees are not interviewed more than once, and simplify
the monitoring of the interviewers' daily work loads.

-f/

e iy

Begw..se of a lack ; ;
. : f ‘ of adequate space in the Des Moines munieipal jail,

RORN\interviews nmust be conducted through the bars of the centrql holding
cell. \ds a result, interviews arc characteriszed both by a lack of privacy
(severa persons may be held in the cell at the same time) and by a

certain ;g;n onvenience (interviewer '

f § must write down responses while .
e A .
standing in ﬁ{c;eor*z’zdm" outside the cell).

. - . Cormmnitics who wish to
replicate all o .

; a%part of the Des MHoines program should try to insure
that a more suzﬁ:aéb\%%z interview chvironment is avatlable
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--Verification of Responses

Verification is aimed at testing the accuracy and fhe truthfulness of
the detainee's responses to the questions posed during the ROR inter-
view. If the unverified score is less than the five points needed to
qualify for ROR, an abbreviated verification process is used. However,
a full verification is required in all cases where the unverified score
is five points or more.

Whenever possible, verification of the interview is the responsibility

of the interviewer who conducted it. The standard procedure is for the
verification process to begin as soon after the interview as possible.

In the case of a morning or afternoon interview, verificotion begins
immediately upon the return of the interviewer to the;office. For late
night and early morning interviews, verification may need to be deferred
until the morning. However, the interviewer is expected, whenever possible,
to complete verification before the 9:00 a.m. arraignment.

For the most part, verifications are conducted in the pre-itrial release
office, a swall room with an accompanying reception area. The office
contains three desks and enough telephones to accomodate the simultaneous
verification of several interviews. The staff estimates that the verifi-
cation process averages about one-half hour ﬁer questionnaire.

The process of verification involves a series of reference checks
(usually with family and acquaintances identified in the interview).

As a rule, employers are not contacted since the pre-trial release
component is careful not to jeopardize the defendant's job if he or she

is employed.

Beyond basic reference checks with families and friends, the prior
criminal record of the interviewee is researched throQgh Tocal police
records, the Iowa Bureau of Criminal Investigation, the National Crime
Information Center hold file and, in certain cases, the FBI hold file.
A copy of an interviewee's prior record is attached to the interview
questionnaire and becowmes a part of the .interview file

3-8 .
When the verification process is completed, the verified score is
pared to the unverifieq score. | it o
1ower‘§han the unverified score,
dant. & 5 (i e
» but=i0 penalty 52 dssessed
qualified for release.

If the verified score s significantly
the Interviewer may admonish the defen~
against a detainee who 1s otherwise

The achievement of g score of five or more points is usually sufficient

to warvrant a recommendation of release.

However, there c o
s \ are cases
individuals who qualify on the ba i Which

sis of their point .

scores are not recom-
me i |
nded for release because they are considered to be “bad risks" as a

result o ist i
f a past history of non-appearance or becayse thelr offense in-
volved dangerous substance abuse.

Detainees who are interviewed by the pre-trial release °£aff fall
. . ‘ .-’ (>3
into five groups. ~Fach group is identified by a code

N (as noted on the
*1rst page of the ROR interview form): ‘ o

R-1: The uny?rified.jpterview did not produce a high enough
comnunity stability score to recommend .release;
R-2: The unverified { i
: 1T1ed interview produc
u e : ed an ad
but the verified nterview did not: Famee score,
>

7. EFG 14 F i
R-3: Sufficientyverified points; but evaluated as bad risk

due to previous histor i - ~ : i
and/on s b Yy of nen-appearance ‘or glcoholxsm

R-4NA:  Recommended for release, rejected by court;
R-4A:  Recommended for release, accepted by court.

~-~Release

Once the interview answers have been vey

. ) ified, the.ROR unit secreta -
interviewer fills out an evaluation code 'Y or the

‘ sheet (see Appendix, ROR Form 5
which is used in the overall evaluation of the program. !

of the program is provided with a separate co
out for each client who re

Each componerit
Tored codesheet to be filled

ceives services from that component I
, | . n the
case of pre-trial ROR, a codesheet is filled ou

viewed. Completed evaluation codesheets ar
trative office of the progr
{(NCCD staff).

a release evaliation foim (see Appendix, ROR Form 6)

t for every person inter-
e sent to the central adminig-
am and then to the project's evaluators

In addition to the codesheet; the secretary also comp]ete§

v ¥hich.sunmarizes the

gm""’”"""’-’”“‘-. "
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information gathered during the interview. This form is filed in the ROR
office to serve as an information resource if any folTow-up contacts be-
come necessaﬁy. It also serves as a-back-up record which is used if the
client file is ultimately transferred to any other program component (e.g.,

supervised release or probation).

If the score attained in an interview qualifies a person for release, a pre-
trial ROR release order (see Appendix, ROR Form 7) must be filled out and

signed by the defendant.
conditions of release
initial interview, with the understanding that, if he or she qualifies for
release after verification, the order will be submitted to the court to ob-

Occasionally, the interviewer will explain the
and have the detainee sign a release order during the

tain authorization for release. Usually, however, the interviewer will
wait until the interview has been verified before securing the defendant's
signature.

After it is signed, the release order is submitted to the judge who presided
at the detainee's
by counsel for the ¢ofense at the original arraignment.

arraignment. This step can occur as part of a bail motion
However, the ROR
interviewer usually presents the order--which includes his signature attest-
ing to the defendant's qualifications for release--to the Jjudge. in his

chambers after the arraignment.

If the judge accepts the recommendation of the program and authorizes the
release of the defendant, he signs and dates the order-and returns it to.
the interviewer.. The interviewer then presents the official release order
to the District Court Clerk's office, which is located in the Municipal
Court building, to obtain an Order of Discharge (see Appendix, ROR Form 8),
ordering the sheriff or chief of police to release the defendant. .The
interviewer then presents this Order of Discharge to the jailer at the
holding facility and secures the defendant's release.

As the ROR program gained credibility with the judiciary in Des Moines,

the pre-trial release staff was authorized to,rgicase--wit out a court
and tudictalile mitaeweate " 2

order-~those defendants arrested for m1sdemoanors between OG p.m. and

8:00 a.m. who qualify for release on the hasis of.the1r 1nterv1ews. (For

those ‘offenses covered by this option see Appoﬁdix ROR Form 9).

the defendant’s actual point score nor dozg

To effect release under these clrcumstances, the interviewer signs a
Release Order form and submits it to the jailer who Lhen releases the
defendant. : ‘ '

The recommerdation cf release submitted to the judge does not reveal
the intervicwer verbally
provide the judge with that informaticn. When the court reccives a
release order, the julje knows only that the defendant has achicved a
verified sccre of at least five points on the ROR interview form and i,
therefore, qualified for release under the terms of the program. The
question of whether the defendant's point total should };e reported to
the court was debated in Des Moines. It was eventually deetided by project
staff and the judiciary not to disclose the defendant's poim& seore 1n

the reconmendation for release (implicit in the relegse order) since such

'
Fapn

p
"0 (s TORAL N b P {m"%"l,fx Leseme, = g‘,,()*-"u !‘:"u”,

disclosure might tend tc restrict the granting of RORg, This issue may be
expected to arise in other communitics which attenpt to inctitute an ROR

program.

-=Follow-up

Although Des Moines judges have accepted the prelﬁggaiqrelefse component's
recommendations in the overwhelming majority of casesf\thefa are some
defendants who either fall short of the score needed to qualify them for
ROR or who are rejected by the judge. In both instances, the defendant's
file-~including interview data, rap sheet, etc.--1s referred to the
supervisor of the ROR program .for consideration by the supervised release
component's "screening team" (sce below). : ‘

Those defendants who are released on their own recognizahce are, in the
eyes of both the community and the judiciary, the program's responsibility.
The éomponent, therefbre, follows up on defendants and attempt to insure
that the conditions of release are respected. ‘

i.ﬁi’!"i W
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First, as soon as release has been erfected the ROR interviewer us vally
takes the defendant to the pre= trial release componant s office and re-
views the conditions of release, inedlededvs - Second, the defendant is

given a card with the telephone number of the ROR office and the date and
time of the defendant's next court appearance. . Third, the secretary sends
out a reminder (see Appendix, ROR Form 10) one week before the scheduled
appearance date or calls the defendant if échedules ave changed on short

‘notice.

In addition, the pre-trial release component must obtégn Ju%qgjgl,gyr
missicn for the defendant to travel outside of the F4iih dudicial-Districie
since the release order specifically restricts travel. 1In the event that

a defendant wants fo leave the area, a travel permission order must be
filled out (see Appendix ROR Form 11). The defendant is requirved to detail
the duration, destinaticn and purpose of the proposed‘trip. The requested

order is then submitted to the judge for approva]
X¢

g
the defendant is free to leave the 3u1asdlct10n S0 1ong as he or she ab1de=

by any Timitations specified in the order.

Failure to abide by the conditions of release makes the defendant liable
for bond rovocation. Pre-trial release staff typically only admonish
defendants for minor violations of conditions associated with the release
bond. But when major conditions of release are violated, the pre-trial
release component's recourse is to apply to the court for a revocation of
the ROR bond. This application (see Appendix, ROR Form 12) is usually
submitted to the court either when the defendant fails to appear in court
or is re-arrested on another charge while free on ROR.

If the order is approved,

SUPERVISED RELEASE -

Purpose

The purpose of the pre~trial supervised release bomponent is to serve
those defendants who, because of their relative lack of community ties
and/or their more serious criminal backgrounds, are denied release on
their own recognizance. Moreover the component seeks to provide a
range ‘'of services to assist ihese defendants in rearranging their lives.
The purpose of the program is, therefore, not only to release the maxw—

£

L 45 (»o.m

mum number, of persons consonant with public safety (the purpose of reieamw

Crtn ety )
onmrﬂcognwzance71 but also to assist the released defendant to become

qua]1f1ed for probation if convicted.

Administration

The offices of the supervised release component are in the same building

that houses the probation coqyonent and the, program s central administra-

mv;zma(«&bqut iisafee
tive staff. The b411d1ng~~a rieg.-0f-5% re.ronuba*1s located near the
downtown area, but it

is in a neighborhood tht has a re]at.ve1y high, 4
Clem ene by SRS pua o (b
incidence of crime. Normal operating hours are&sdheddlsd to o1nc1dekw1th
|2 \riu,%a, Gal, Couvssplog, B ¥ Ly LEbs @
uouwtwhouws—~8 G0-arme=to @ +00. p m\~~Mondays fnrougth% days.
z&ﬁ‘ A WECHL,

.«..'\,
o

The supervised release unit is staffed by a supervisor, two selection
team members (one is also the supervisor of the ROR component and the
other is an ex-convict), four counselors, a three-man job development
team and a secretary. The supervisor is responsiblé for the overall
administration of the component. He also makes all counselor assignments,
passes on all release bond revocat1ons and carries a counse11ng caselead
as we]] :

The two-man selection team is responsible for selecting defendants to

participate in the program. They review case files and conduct inter-

views with all candidates for the program, develop recommendations for

release in those instances where their experience and judgement suggest
that a defendant will utilize the program's resources, present their
recommendations to the court and obtain the release of those defendants
following the approval of the court.
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Counselors are responsible for working with defendants on an on-going
basis throughout the pre-trial period. They administey diagnostic tests
and interview defendants to identify other areas of need or problems
that might be obstacltes to successful participation in the program.
Counselors also draw up contracts between the defendant and the program
that specify both what the program expects frem the defendant in the
way of participation, behavior and attitudes, and what the program can
be expected to provide in return. In addition, counselors arelﬁéspon-
sible for developing a "plan for action"--or treatment p]an~j$3§yéach
defendant that defines short and long term goals and identifies the
rasources the counselor proposes to utilize in helping the defendant
reach those goals. Each defendant's "plan for actioqggwghenéiferves

as the basis for on-going counseling and referral activities.

On the average, each counselor has a caseload of 20-25 deféndants.
Assignment of clients is made on a random basis with no special considera-
tions given to the respective race or sex of the client or counsefor.
Problem cases are subject to reassignment, but in such instances revoca-
tion of the pre-trial release bond and reincarceration are alternatives
also available fo the supervisor. Some spebia1 assignments are made

at the suggestion of the selection team. One sélection team member also
has, in recent months, been assigned to work with a small caselcad con-
sisting of those clients who are deemed o be such high risk defendants
that they might otherwise be rejected by the program,

The supervisedlre]ease component also has access to a consulting psychia-
trist who is available to the program on a regular part-time basis.

The psychiatrist screens all of the participants in the program through
interviews, reviews scores on diagnostic tests and consults with and
advises counselors on referrals and counseling procedures.

The job development team is made up of a job developer, a vocational
rehabjlitation specialist on loan from the Area Vocation/Rehabilitation
Program, and an employment specialist on loan from the Towa State Emp]oy—
ment Service. Functionally, the job development team serves both the
supervised release and the probation componenﬁs. '
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The vocational rehabilitation specialist is responsible both for assessing
the vocational interests, skills, and strengths of those defendants

who need assistance in finding jobs or in obtaining better jobs, and for
identifying any specific obstacles to employment that miéht be addressed
by the state's Department of Vocational Rehabilitation--such as pros-
thetic devices, hearing aides, special tools or clothing (helmets,

masks, etc.), or manpower training. . -

The job developer and the employment specialist, on the other hand, are
responsible for identifying possible jobs, convincing employers to hire
defendants, and for helping the defendant to prepare for the job interview
and application process. Following placement, the job developer is respon-
sible for conducting periodic checks with the.employer regarding the
defendant's attendance and performance. '

Chart 1 depicts the organization of the supervised release component.

CHART 1

Community Services
Division Director

Supervised Release

Supervisor
Consulting .
Psychiatrist Secretary
I i
Selection Job Development
Team (2) Counselors(3) 3 (2 E%aWoan)




. ' 3-15 | - 3416

| qualify for relcase on their own recognizance also exhibit a wide range- .
Program Process S | of social disabilities 1ike alcoholism and drug abuse, or employmentyre- ' €:ﬁ
‘ Tated prablems. '

«""\
¢ 3
o’

There are seven basic tasks involved in the supervised reledse

process: The .supervised release component's selection team routinely reviews
--Selaction , the fi}ﬁi ofgg11L§SE§gdants who either failed to qualify for ROR (Code
~—Relcase ' : R=T or R-2 5, or w%o were rejected by the pre-trial release ROR compon-
—-Inta?e Ty ent (Code R 3), or were rejected by the court (Code R-4NA) despite the
~-Testing ' fact that they scored high enough on the ROR questionnaire to otherwise

justify an ROR release. These files are maintained at the pre-trial
refease component's office in the city courthouse, and the supervised
release component's selection team reviews them there--usually either on
the same day the defepdant is rejected for ROR release or the following
day.

--Counseling and Referral
--Job Development and Placementy anc
-~Termination

Since pre-trial periods vary, the actual dqration'of defendants' involve-
ment with the supervised release component also varies.cons%derab]y. On
the average, however, the length of time between pre-trial release from
jail and sentencing after trial is 110 days in Des Moines.

There are three kinds of defendants that the selection team usually
screens out following file review. First are those defendants who are
transients--pnon-residents of Des Moines--who are arrested for an offense

s
AN

;} ‘ - : conmitied while ihey are “passing through town.® Second are those
w In the description of the specific tasks involved in the administration ‘ ) " Hopm .
prac P - delcndlnis qubaect io specific "holds" or warrants. issued by local, . - ci.f

and operation of the supervised release component that follows, care has ) nal oy ERCL el O8Sing e tzslinan,

‘ state, &n*n state or federal law enforcement agencres . Third are those
been taken to include even the most pro forma administrative and reporting defendants who are mentally disturbed or addicted. In the latter instance,
tasks in order to provide the reader with a full understanding of just

_ the selection team may recommend transfer of the defendant to appropriate
how the supervised release component works. service programs (psychiatric, substungq abuse prog¢ :ams, etc. ) that offer
secure facilities and that have been éégféﬁﬁftéféé ééhnty Ja17 ‘sites.

' Such recommendations and any subsequent action by the court in response ;'f ?%%
The selection process is absolutely critical to the success of the ' to the selection team's recommendation are noted in the interview file. M. oo
entire supervised release component. Supervﬁsafre1ease begins where ROR

. T .
ends: the supervised release component's clients are selected from the .
. . L . ervised relcase compo ! fon team--usually the ex-prisoner on -
pool of defendants who fail to qualify for release on -their own recogni- supervised refease component’s selection team--us Y P

zance. As a group, these defendants do not have esty 1i§hed roots in the team:—condgcti a ”scTeeniég ﬁﬁﬁeiview" vith eafh defendant. "Screen-

the community and they often have more extensive o;imoge serious records : ing 1nte\v1ew§ ‘axe flexible, -subjective, and open en?ed. They are

of prior criminal behavior. In many instances, defendants who fail. to geared to provide the interviewer with basic information about and insights
' : ’ : into the defendant's personality and characteristic modes of hehaving and

‘coping. The interviewer usually focuses on the kinds and extent of the

defendant's ties to family and friends in the community, length of .residence

and mobility, the defendant's age and pﬁior arrest and conviction record,

--Selection

ey fas oy N
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Following the initial review of case files, one of the member; of the
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the defendant's employment record, and the defendant's involvement in

drugs or alcohol.

The selection team is noted for being "street wise" and thorough. During
“screen1ng interviews" it is not unusua] for the interviewer to learn
enough about a defendant's problems “and needs to suggest specific condi~

tions of release.

If the interviewer is satisfied that the defendant has honestly ;esponded

to his questions, understood the operations of the program and the tasks

he or she will be expected to assume in addressing specific personal

problems, and indicated an honest willingness to abide by the conditions

of supervised release, he may select the defendant for entry into the program
and recommend to the court that the'defendant be fe1eased.

Unlike ROR velease, then, supervised release utilizes a highly subjective
selection process that is based on the judgement of experienced staff
rather than on an objective point score. The subjective judgements of

the supervised release component's selection team are, however, considered

by many observers to be superior to any objective sc1ec cion and screening ) .

- . ¥ -? ,n?:f i T,
criteria that has been devised. :EM.&mw“Ju;Q “bu Sido goctune futervitar ;{gi dibeo 7
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Communitics contemplating the deve alopment of a supervised release project; “,g e S
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should consider the use of ew-prisoner staff in sercening potent Zal J}E( £
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program clients.
Desc Moines, there was considerable opposition from the law enforcement

. " pA
community to the use of an cx-prisoner for this purpose. The success L) é‘ “f
.. LR o
of the progran has been so startling, however, that such opposition has | yija (or
. Y %)
diminished to the point where cu-prisoners havc’ 7>cmz offercd jobs in (24 o d
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the other components of the program. In Des Moincs, progran administra-

tors attribute much of the sucecss of the overall supervised releasc

program to the keen perccptions of the ex-prisoner staff members ar_zd

their ability to velate cffeetively to defendants.

~--Release

@W&.sQI :
In those instances where a defendant is selected for participan (iece&/ ,‘M,

._

tion in the- supervised release program, the interviewer submits a

: KT
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recommendation to the court and requests release of the defendant to
the program. Releases to the program are subject to the provisions of
the release bond (see Appendix, SR Form 1) and any special conditions
which the court or the program--on the recomnendation of the selection
team--may see fit to impose.

The actual procedurcs followed in obtaining the relcase of the deféndant
to the program are similar to those followed in securing-release under

the ROR program, but there are some differences. Following the interview,
the interviewer returns to the pre-trial release office and fills out

a €¥$?ﬂi summary sheet (see Appendix, SR Form 2) which is a basic infor-
mation fprm used by the program on a continuous basis.

Next, the release order is prepared for submission to the court. At
this time, the interviewer details any special conditions of release
that he feels are important to a successful supervised release effort.

For example, defendants might be required to avoid certain personal
astociations, to undergo daily testing designed to uncover any illegal
drug use, ov to report to the supervised release component on a daily
basis. Specjal conditions are prescribed on a case-by-case bas1s and
are designed to fit the needs of particular clients.

Once the "release order" is completed, the defendant is required to review
and sign it before 1t is submitted to the judge for approval. After

the judge author1zcs releqse and signs the release order, the procedures
for securing actual re]ease of the defendant are the same as those
utilized in securing release-on-recognizance. That is, the signed
"velease order" is delivered to the court clerk who issues a “"discharge
order." The "discharge order" is delivered to the sheriff's deputy at

the Polk County jail, and the defendant is released to the program.

At the inception of the program, there was some reluctance on the part
of Jjudges to aatuallg} release some of the higher risk defendants recommended

_for release by the program. However, as a ziﬂt"ult of the program's success,

the court has become more willing to conszldf’r upm’umpd release for
higher mf'k dafcrdam‘s. ()[{ﬁ/ % ’ﬂvo, ,/ﬁ,{‘zm, Vf's‘?.fa‘wo }LG"),« ’?/Zu‘{/:?
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Inmediately following release, the defendant is taken--by the
selection team-~from the county jail to the supervised release dffice.
Intake involves several different kinds of procedures. First, there
are a number of administrative operations. The component's s:cretary
opens a "master client file" which includes the interview materials
and any other relevant information on-the defendant. Each "mast.r" file
is Togged by both case number and name. The secretary also completes
an “incoming client Summary" (see Appendix, SR Form 3) and a “supervised
release evaluation codesheet" (see Appendix, SR Form 4) which is used
for overall program evaluation.

At the same time, the selection team reviews the ‘interview file with'
the supervised release component's supervisor; they discuss the content
of the interview, any special conditions imposed by the program or the
court, and any specific short-term problems or needs identified by the

interviewer. Following this briefing, the supervisor assigns the client--

or defendant--to a counselor. Assignments are-usuaily based on caseload
size, although the interviewer on the selection team can also recommand
assignment to a particular counselor if, in his.opinion, the match
between that counselor and the ciient would be especially productive.

Once a counselor has been assigned to work with a particular client, he
is briefed and introduced to the client. The initial meeting between
the counselor and the client usually takes place on the day the client
is released--or, at the very latest, the n?xt day. During the first
mecting, the client is asked to sign a waiver of privacy- (see Appendix,
SR Form 5) granting the program access to any information in the files
of other agencies that might otherwise be confidential; the counseior
reviews the general rules of the progr>m and any specﬁai'conditicns
imposed on the client; and the counselor goes over the provigions- of
the basic supervised release contract which the client has to make with
_the program (sec Appendix, SR Form 6). The contract acknowledges the
relationship between the program and the client, detaiis the conditions
of release, and specifies the consequences of hny'breach of the contract
by the clieht. "If the client is not willing to siqn'the_'contracts the
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release hond éan be revoked immediately and the de%endant returned to
jail. Finally, during the first meeting with the client, the counselor
establishes the schedule for further counseling sessions and for adminis~
tration of the battery of diagnostic tests which the program utilizes.

The progrum promotes the idea of a written contract. It is felt that

the signing of such a document ts a first step in the client's overall
program of aceepting and maintaining responsibility for his or her

actions. The great majority of the clients look upon the contract as

a blucprint for cetion and use it as a means of establishing control

over their lives. Communities interested in replicating the Des Moines
program are advised to consider the potential benefits of a written Cﬁéﬁéé%
contract as they design their programs. '

It should also be emphastzed that at no time does the supervised release
staff discuss any acpect of the crime the client is charged with or his
defense. The purpose of the supervised release period is to assist the

<

elient in overcomivyy ~ny problems through the provision of services. The

program staff consc’rusly maintaine this ncutral posture throughout the (i}}

superviced release period.

A battery of diagnostic tests is administered to clients within
a few days after entry into the program. Several kinds of tests are
administered by the counselor: the Minnesota Multiphasic Personality
Inventory (MMPI-Short Form) is used to assess personality and to identify
any serious deviance; the Peabody Picture Vocabulary Test is used to
measure basic comprehension; and, the Wide Raﬁge Achievement Test (WRAT)
1s used to assess phonetic skills.

In addition, in those'instances where employability is questionable or
where work records are spotty, the vocational rehabilitation specialist
may administer a Career Exploration Test in order to 1déntify vocational
interests and strengths. )

The final diagnostic screening is performed by the consu]ting.psychiatrist.
The psychiatrist reviews test results, probes sensitive'argas during an




s,
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interview with cach c¢lient, and identifies any problems that should be
addressed by the counselor during counseling sessions with the clients.

The psychiatrist'c analysis of all test scores and any other analytic mater-
ials are incorporated into each client's file. '

Tn the past, two other tests werc also used by the progfam: the Beta

Test, measuring IQ and basic aptitude, and the Cornell Index-A-1, Scale,
measuring organic brain dysfunetion. [hese tests were dropped from the
overall battery to save time sinces as a rule, they added little to the
basie pieture provided by the other tests. While other localities need
not follow Des Moines procedurss to the letter, they should consider
adoption of psychological, educational, and vocational sereening procedures
to provide a clearer picture of the individual client and his or her

strengths, weaknesses and needs.

--Counseling and Referral

Clients are only in the supervised release program for an average
of 110 days prior to trial and during that period the main thrust of the
program is aimed at helping clients develop the kind of "track record"--in
terms of stability end accomplishment-~-that will qualify them for probation
if they are convicted. To achieve this objective, the supervised release
component's counselors utilize an approach to counseling that is reality-
oriented and directive.

Counselors establish both short-term and tong-term counseling goals

within the first few sessions with the client. Counseling goals and the
approach and methods the counselor intends to utilize inm reaching those
goals are specified in a "plan for action"=-a treatment plan--for each
client. Long-term goals--including goals related to the development of
educational and vocational skills--are frequently based on information
about the client's needs, interests, and capabilities that is derived

from an analysis of the client's diagnostic test scores. Short-term goals,
on the other hand,.are most often focused ‘on addressing the kinds of
immediate needs and problems that continually disvupt clients' lives on

a day-to-day basis and that-kecep them from deaiing with their 1ong~term .
roeds, (A Sraetln ¢ fleacts "{I’eaﬂ" sl F’(ﬂ/& VAL e LGrnd,

R .'f);l\gf A ' '__
4le. ﬂﬁgLﬁaﬁax éﬁi4%$a¢—?%§%&Wﬁnn$ék$£kuuﬁ_ha% )
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Counselors, therefore, devote a great deal of initial attention to
identifying those resources in the community that might be called upon

to help address clients' pressing need for things like housing, subsis-
tence food supplies, clothing, or family supbort. The Rinds of agencies
counselors most frequently contact on behalf of clients are agencies like
the local public housing authority, sectarian agencies, public and private
welfare agencies, food stamp distribution centers, agencies providing
mental health services, family counseling services, or alcohol and drug
abuse centers.

In helping clients deal with short term needs, then, counselors identify
the appropriate resources, give the client basic information about those
resources, initiate referrals, actively follow up on referrals, and act
as the client's advocate in assuring that agencies respond ‘to their
request for services. All such agency contacts initiated on behalf of

a client are noted in the client's file,

~Counselors draw on a number of resources to help clients achieve Tong-term

goals. Cliants who doynot have a high school diploma or its equivalent

are enrolied in the GED (General Educational Diploma) classes that ave

held at the supervised release component's office two nights a week. The
GED exam--a high schooi equivalency examination--is administered at reguiar
intervals so that the clients can_learn at their own rate and take the

exam whenever their achievement justifies it and they feel ready. Teachers
from the Tocal.community college conduct classes as part of the college's
regular program; thus, there is no cost invelved for the community correc-
tions program. ' '

Clients who are interested in Higher education or scme kinds of special
vocational training may be referred by the counselor to the Tocal cémmun~
1ty college's Urban Education Center. Counselors can also call upon the
state's Department of Vocational Rehabiiitation toAheTp pay the tuition
of some clients, to assist them in enrolling in federally funded manpower
training programs, or to provide assistance in dealino with job related:
disabilities or needs. | ) ’ '

There are also a variety of evening activities at the supervised release
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part of the treatment plan. Evening ar11v1t1es are’ frequent]y cultural
or informational in character. For exampie, various pyb1wc and private
agencies weve invited to make presentations and answer questions i1n a

series of evening meetings with clients.

» endiz,
Counselors monitor attendance at the apec1a1 evening sessions (sce App
SR Form ?) Extensive absoence may rvsu1t in either admon1shment or, in
extreme cases, in a decision 1o revoke the release bond and reincarcevate

the client,

A substaﬂtﬁai portion of the counselor's time is also spent Tn documenting
the client's progress for use in the pre-~sentence investigat1o§ conducted
by the probation component if the defendant is convicted at tr1a?. Each
contact with a client is recorded on a contact sheet (see Appendix, SR
Form 8) A summary of all contacts 1s recorded on the chronological
record sheet (sze Appendix, SR Form ﬁ) Both of these forms are included

in the individual client file.

Finally. counselors and the component's clerical support staff are also
responsible for authorization and ver1f1cat1on of requests for permission

to travel (see Apperdix, SR Form iQ) and for reminding clients--via mail

or telephone--about court appearunces or appo1ntmﬂnt< for d1aonost1c testing
or psychiatric interviews (see Appendix, SR Form 1)

While cach cowncelor in time establishes relati {onships with the various
conmunitty age rnetva and institutions thal he ov she makes use 03?, f:hc pro-
gram uscs @ gerviee agency directory published by the local Unw.aa Wey . ;
‘som'al planning council. mhis source is invaiuable to new and wnexperience
ecunselors beeause it identifics those little known res ources that are
watlable to percons with speatal needs. Commnitics setting up a 1
aupervised release type program should make use of similar sources davel-
413;\‘1 in their area. As a program 18 duuclogm*g, such directorics can

aloe be weed Fo Sdent i aeeneies fhal ke program show ' pstab Z?.uz

working rc'laixz ons with or to tdentify these agenctes that .shouldlbe kept

songmn L ppectlons progran.
'z’.n?c:nr'z':cd about ch?. aperations of the community corrections prog

-oper and the employment specialist.
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--Job Development and Placement

»

If a client is unemployed at the time of entry fnto the supervised
release program, the counselor consults with the program's job develgpment
staff. Consultation about a client or referral of an unemployed client

to the JOb deve1oper often occurs within one day after 1ntale into the "
mommm. ioa Y E 9”Wiwvfhv% (3<?éf0 W“h’ﬁ $~mkmﬁ Fovke 15 ) &
is 6%(““ C‘i“ l"""‘/l i f Co st len. wz»‘»t(k. q‘.(ﬂt«é& e "(Zx’f, § 235 Clb{}” 6P lg”"i Ei’ﬁu
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" To develop an overview of the client's employment history, the"EEE:devei~ %ﬂEZ?L $¢%
oper reviews the material in the client's file that was collected during b %33§ﬂg2
the RCOR interview ov the supervised release "screening interview". Next h ’}f?gaﬂ:
interviews the client using the Towa, State Employment Services Employment ERAPI

vx £, “.“)j\u""g,

Record Form (see Appendix, SR Form j%) to obtain any additional information
needed. During-the interview, the job developer atteméts to develop a
realistic assessment of the client's experience, his or her interests

and career aspirations, and any job related skill or competency Tevels.
After the initial job development interview is completed, the vocational
rehabilitation specialist (who often joins in the initial interview) admin-
isters and scores the Career Exploration Test, and develops a job place-
ment and/or training'plan for the client in conjunction with the job devel-

The employment specialist is a staff member of the Iowa State Employment
Service (ISES) who is on Toan tQ the community corrections program. The
employment'specialist has full access to the resources of ISES, including
access to the lowa Job Bank (called SCOPE). SCQPE lists all current job
cpenings 1in the state--or sub-sections of the state--and provides other
relevant information such as the salary level and qualifications associated
with each job. The listing of jobs is updated every day and supplied to
the ISES employment specialist on microfiche sheets that can be used. to
display the information on a microfiche screen located at the supervised
release component office. The employment specialist reviews the job 1ist
every day to 1dent1fy jobs that might be suitable for clients of the pro-
gram. The job deve1oper then takes over, contacting the employer and
discussing the client's situation as well as the client's qua11f1catiop$.
If the employer is willing to consider the client for the job, the job
developer schedules an interview and notifies the client and his super-
vised relcase counselor. The employment specialist also provides an ISES
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15
introduction card (see Appendix, SR Form‘gﬁ) that” the client gives to

the employer at the interview.

If the client is not successful in obtaining the job, phe process is
repeated.until a successful placement is achieved. The same process
1s utilized to identify appropriate émp]oyment for clients who lose or
leave their jobs during the pre-trial period or for clients who are
under—emp]oyed and interested in obtaining better jobs. N

When a client is hired, the job developer or the counselor monitors the
client's on-the-job performance. If the client nceds short-term assis-~
tance such as a subsistence allowance until the first paycheck is re-
ceived, prosthetic devices (braces, eyeglasses, hearing aides, etc.),

or special tools and equipment (welding mask, mechanics tools, etc.),
the job developer requests assistance from the vocational rehabilitation
specialist who has access to the resources of the state Department of
Vocational Rehabilitation. A

As noted above, the vocational rehabilitation specialist i+ also respon~
sible for referring clients to local, state, and private educational
and skill deve]obment programs or for matching them up with manpower
training programs and apprenticeship programs whenever it is appropriate.

The vocational rchabilitation specialist is on loan to the program

from ‘the Area Vocational/Rehabilitution FProgram. This is also true of
the employment specialist, who is on Loan from the Iowa State Employment
Service. The fact that persomnel to fill these eritical staff positions
Fhave been provided through coorerative interagency agreements should
suggest to communitics intercsted in deve qu.irqg similar p'z’ogmms that
they should attempti to establich comparable relationships when develop-

. . . . \
ing their own IPs Moines-type programs.
; ;

~--Termination

There are pwo ways of terminating a client's relationship with
the supervised relecase component--through revochtion of the release ‘de,
or through judicial disposipion of the case against the client. ﬁgﬁi;of
these alternatives involves a series of procedural actions.

SO N ey o
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In theory, the release bond can be rcvoked for any breach of those condi— g”}
tions set forth in either the release bond itself or the contract between o
the c¢lient and the program. However, in pﬁact1ce, the release. bond 1is

usually only revoked in the event of re-arrest on another indictable

charge or failure to appear in court. Counselors are allowed to exer-

cise their discretion in most other instances such as: frequent, unex-

cused absences from scheduled meetings or program activities, prolonged

unauthorized absence from the jurisdiction, repeated absence from the

Job, or a "gencral Tailure to assume those positive responsibilities

’required of a client."

In most cases, counselors and the component supervisor try to give the
client the bhenefit Qf’any doubt that exists and to avoid revocation of
the bond. However, if the counsalor and the supervisor decide revocation
is necessary, the jprogram initiates the legal procedures for revoking

the release bond.’

If revocation is based on the re-arrest of a client for an indictab?e.
offense and the defendant is 1in custody on that charge, the community §¢~
corrections program simply reguests that a "hold" be placed on the

client until formal revocation of supervised release is accomplished.

If the client is in the supervised release component's office when the

\"w.w"‘:

decision to revoke the relcase bond is made, the client is returned to
jail and p hold is requested. A request for hold form (see Appendix,

SR Form :i), signed by the Director of Community Services, is used for
this purpose. In those cases where the client has failed to appear in
court as scheduled, the judge may issue a bench warrant for the client
pursuant to the conditions contained in the release order. If and when
the client is re-arreéted, the formal machinery of revocation proceeds.

Following submission of the request for hold form to the sheriff's office,
the request for revocation and the grounds for it are noted in the client's
file and an application for revocation of bond--the same form used bv the

pre-trial ROR component (see Appendix, ROR Form ]2)-~is'f1T]ed out

and submitted to the judge. The judge's signature concludes the formal )
revocation process. . . Q;J
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In those cases where clients go to trial, the relationship between the
program and the client ends as soon as a finding of not- guilty is entered
or as soon as the judge makes a dispositional decision. In the latter
case, the release bond is usually continued during the. period between
conviction and sentencing (except for particularly serious offenses)
while the presentence investigation is being conducted.. During this
period the supervised release counselor prepares a summary report and
meets with both the client and the pre-sentcnce investigator froh the
compunity corrections program's probation component. The PSI investi-
gator is also allowed free access to the basic client file, and the
counselor is also often called upon to answer questions posed directly

by the court. While the summaries themselves often include the opinions
and perceptions of the counselor, no formal sentencing recommendations
are made by supervised release staff. Rather, the counselor lets the
client file, complete with the contact forms, summary sheets, and referral
or placement notations intact, speak for itself.

When the court formally sentences the client, the client file is brought
up to date, all specific records are completed, and the file is closed.

It must be recognized that only a small minority of supervised release
cases are terminated by revocation. However, it is important that a
formal revocation proccss be developed to insure the smooth running of
the program. While the process develobed in Ibe Moines responds to the
Judicial demands of that community and may not be wholly relevant to
other locales, it is important that any Eﬁﬁi&iﬁiﬁ?ﬁ of the Izs Moines
concept be provided with a formal process of re-arrest and revocation

in those cases which varrant it.
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PROBATION/PRE-SENTENCE INVESTIGATION

Purpose

The purpose of the probation/pre-sentenée investigation component is two-
fold: 1) to assist the court in arriving at the most appropriate sentence
for defendants cohvicted of felonies and indictable misdemeanors, ans 2) to
supervise the conduct and activities of those defendants who are sentenced
to probation.

Administration

The probation/pre-sentence investigation (PSI) component was originally one

unit and probation officers in the unit conducted pre-sentence investigations

and supervised probation caseloads as well. However, recent legislation in
the state of Iowa requires a pre-sentence investigation in all cases where
the defendant is convicted of a felony or an indictable misdemeanor--

except in those instances where the defendant specifically aives the inves-

tigation and requests immediate sentencing.

As a result of the new legislative provisions, the number, of pre-sentence
investigations requested by the court increased so sharply that the pre-
sentence investigation function was administratively separated from the
probation supérvision function and organized as a separate and distinct
unit. Each of the two units--PSI and probation--is administered by a
supervisor who reports to the Director of Community Services. Both units
are located in the Department of Court Services building but each unit
has separate offices. Chart 2 depicts the overall organization of the
probation/pre~sentence investigation component.

'

taaed?
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CHART 2 | '
The PSI sccretarial staff is responsible for maintaining all com- i

ponent records and for typing the completed PSI repdrts. Q&)

B
Ay

Dircector of
Community Services o '

The probaticn supervision-undt supervisor is responsible for al] . ' '
caseload assignments, supervision of staff including hiring and

on/PSI ‘ _ firing, and monitoring of all restitution and revocation orders,

The supervisor also has initial contact with many of the proba-

tioners and carrics a Timited cascload.

Probati

! C‘{"gni.a(i::'ﬁﬁ:h, Unit )
PST Unit Supervision Uni , Each probation agent is responsible for the day to day supervision

APV Supervisor
Supervisor of his or her probationers. Activities include preparation and
“monitoring of individualized treatment plans, referral of proba-

2 Secretaries 2 Secretaries Job ' tioners to available conmunity services and the Jjob. development
T e Deve}ggﬁent team, and preparation and monitoring of restitution p]ans Agents
_ are responsible only for the supervision of adylt criminal proba- .
5 Tivestigators & Counselor/Agents tioners. The average on- going ag gent, case]oad varies, but at present - . ¢
{ . +  Sh e
3 agants are responsible for between “€EL /“ probat1oners. (?lui-f’“ﬁ‘“‘gj %,“fﬁ“' '
! €% M‘\c”‘d"’f“ &g éf@’(} id”t ’u‘fhpr: ba.,-u »V' T i 'fr."(‘n-— g%qo[ﬁlfv‘ LA
. _ _ p ——a e, :«\g{;* o it
< ; a4 i et Job qualu'z,camons for probatwn/!’bl coriponent staff mcnbcw wn Des ? (} U .
: Lt g a > ' ":;:;(-\’4 o
The supervisor of the pre-sentence investigation unit is responsible- loines are mot as'stringent as they are in miny other jurisdictions. \‘~~», o
for the direction and supervision of the PSI staff--including PSI Howvever, there ave cevtain minimm skills applicants: ave capected to ™~
or the dir | = :
Lo, . 4 3 snecak 2
investigators and secretarial staff, and for the overall administra- have. For example, since the ability to spcak and write clcaz"?y 18
1 " cfort so important to effective rerformance on the job, these shills ars
tion of the unit's efforts. " .
t ) enmphasized. Most PSI investigators and probation agents are college )
Each PSI investigator is responsible for gathering all of the back- graduates, although ithey do not necessar: ily have law anfbrcemenm§’¢ﬁ” CATRLLS v
ground information needed for the PSI report, for actual preparation related degrees. Sinze the program encourages a system O€§€{$;ﬁ?xf
. s GTEC
of the report, and if requested, for providing testimony regarding . fertilization, any awz?able openings in either the PSI or supervz.,wn
the information contained in the report. In addition, PSI investi- : units are first made available io other program staff II’C’IIZZ)CZI’S, after
gators are also responsible for providing other components with jn— - which the position, if wnfilled, is mde available to the general
formation they request about particular defendants for maintenance publie,. '
. f g . any one time, each investi- a.q,
of all records pertaining to cases. At any o »aumuéhf-#aﬁ poinese (4 81 Process: Pre-Sentence investigation
gator may be conducting as many as #ve pST! 5  Horma 1y, “investiga- . } '
tors have between two and four weeks to comp]eto each PSI. The : There are five major steps involved in the process of adminis-
Tength of time allowed for each PSI is, at least in part cont1ngent tering and conduct1ng pre-sentence inves t1gat1op5' intake; inter-.
. on whether the defendant is free or incarcerated during the PSI period. viewing the dyk&ﬂdﬁnt, verifying the j;xénauntﬁg r**wonses} preparing
Qi} ‘ . T - ~ the PSI report; andy pcrform1ng follow up act1v1t1ea. : QTQ
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--Intake

When a defendant is convicted, the county prosecutor's office
notifies @pg“Départment of Court Services’ pre-sentence investigation
unit. Defcndancc who are. free pending sentencing are required to
appedr at rhe PSI office within 48 hours following conviction. If
the cwfen”ﬂni does not appear, counsel for the defense is notified.
If the oe.cndant still does not appear at the PSI off1ce, the court
is-so informed. PSI investigators visit those de?eﬁéhéig who are
incarcerated during the period between conviction and sentencing
in the Polk County jail and perform the intake function there.

Y ?’; AUV
During intake, the defendant has to sign a release of information
forin (see Appendix, PSI Form 1) that authorizes release of all infor-
mation pertinent to the PSI. - A summary sheet is also completed (see
Appendix, PSI Form 2). The sumpary shnpt eventually becomes the
front page of the PSI report. ﬁefaé&;nigfwho are not incarcerated
during the PSI period are given a reminder card with the office tele-

phone number and asked to call the investigator the next day.

~~C0nductfng the PSI Interview

Afier intake is completed and the court record has been obtained

from the county prosecutor's office, the case is assigned by the PSI
unit's supervisor to an investigator. ‘ '
As soon as an 1nygst1aq;9r is assi gned to the case, he or she requests
a copy of the dg%‘%élﬁl?i.ﬁ?ﬁﬁ”éﬁﬁZL“‘f?Sm the Iowa Bureau of Criminal
Investigation. %kyiégn;é-u§§{gﬁi;5éffgi1ow1ng intake, the 1nvest1gator
interviews the dgfan&an& using as a general guide the outline in The

Pre-Sentence Investigaticn Report--a booklet published by the federa]

Division of Probation in 1965, andwcq;gdjgt”thﬁ“bndmofnxhe*“Seﬂecﬁed
R 471 ASC2AL>

Readtngsnms@@tqonwomu§h1s hanobaoks )% [deélgned to obtain in-depth

1nformat1on about the-ds ‘eadanéﬁs Tife, 1hemrnmeﬂv4@¥ usually takes

several hours to complete. At the conclusion of the interview, the

G B . . .
defendant is instructed to prepare a statement--in his or her own words--

LN ;'..4‘;;9,4@,
about{}wc ar;1uu1ar charge on which the defendant hao been convicted.

The GQJGHQGH( q statement is included in the PST report.

e e e T O P S,
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--Verification of the Pefendentis Responses . (::

N fAfter the interview, ‘the investigator beg1ns to ver‘fy the

wdefendants responses to interview questions. The information needed

to verify responses is drawn from several different sources. First,

~ the investigator contacts any sogrces that might have written records

ATH vr":

on some aspect of the de*endant s Tife--military service records,
school records, or records of any special training programs, for ex-
ample. Second _the investigator contacts all sources directly cited
by the def encqnt dur1ng fhe 1nLerv1ew. As a rule, the investigator
personally visits the daFenddnt'" parents, spouse, present employer,
or clergyman. In addition, the victim of the crime--if any--is inter-
vieved, as is the defense attorney.

The investigator also contacts the prosecutor, past employers, the
arresLTng ofr1cor, and any other people who were e1ther nvo]ved in

AR ET NN L C'“‘E"/
the defcnannt’f ofFense or influential in the defenuanﬂ;s past 1ife.

If the dﬂrendant was a client of the supervised release component

duranJ the pre-trial period, the PSI investigator consults with the (j‘
supervised release counselor and reviews the superv1sedrra]ease com- )
ponent's- case file to obtain information about the aefenhgnt" perfor-
mance during the period between arresteand trial. In m&ny cases,

the treaLment Jplan developed for the defénaant during his supervised

aliiar e 3
release LSmQQDL1HQEG in effect during the PSI 1nvest1gax1on

D%r1ng the verification process, the investigator may meet with the ,
de‘endant again to check out any inconsistencies between the defen- :f?{‘:ikaﬁ
dant~s responses and the information received from other sources.
Inconsistencies are sonmt1mes due to memory Tlapses, lack of under-

‘standing on the part of the derendanm, or other valid reasons. In

any case, the PSI investigator identifies any such inconsistencies
and rajses them with the deﬁendanhacﬁﬁﬁ&wd&Vmc

If, during the course of the PSI, the 1nvest1gator feels that the Cr”f°"ffvb”
defendant should undergo psychological or psychlgtr1c evaluation, e

or assessment by an alcoholism or druglabuse treatment agency, the -
investigator asks the court to order such an evaluation.

Vi
I
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Several forms are used by the PSI unit to guide.and record the inves-

tigator's activities in conducting the pre-sentence investigation,

They include: the general official request for information form

(see Appendix, PSI Form 3) used to request information from relevant

institutions or agencies; a PSI case checklist (se¢ Appendix, PSI

Form 4) uaed to trace the progress of each individual case; a PSI ' :><\
investigél + checklist (sce Appendix, PSI Form 5) used to assist

investigators in monitoring their active cases; and a PSI disposi-

tion record {sce Appendix, PSI Form 6) used to provide an overall

picturc of the on-going deadlines of the component.

These forms are ultimately presented to the unit supervisor for both
monthly reports and staff monitoring and supervision. In addition,
special individual thumbnail checklists (see Appendix, PSI Form 7)
are available to investigators for their own on-going records.

--Preparation of the PSI Report

The primary purpose of the PSI report is to assist the court
in arriving at an a)proprwaue S“ﬂLLﬂCU Through a {horoujh anc ex-
haustive examination of the dc(éfﬁaﬂ&~—h15 1ife, family, education
and work cxpericnces; former criminal or institutional record; likes.
dislikes, hobbies and avocations--the pre-sentence investigator tries
to piece together a complete portra1t of the man or woman on whon
the couri must pass sentence. In the Fifth Judicial District, the.
guiding philesophy behind this process is the desire to provide the
judge with recommendations which make the broadest use of the sen-
tencing alternatives available.

The general alternatives available to a court (depcngng &ouy rcy\zGQVUJ
on legislative limitations) are a deferred sentence\ stra1gh* proba—

tion, g local mun&capal incarceration 1in & county 3a1| or a straight

prison sentence. In the Fifth Judicial District of Iowa other alter-
natives exist, including: sentenbing to the Fort Des Moines comunity
correctional. facility or to the women's facility, or placement in a
therapeutic community~—ménta1 health, alcoholism, or drug treatment--

as a condition of probation. Both the courts and the PST unit are
committed to an expansion of such alternatives to provjde the most
apprdprﬁate post-sentencing environment.for the convicted defendant.

.o - 3-34

The PSI report, in general, follows the outline developed by‘the

fcde.a1 Division of Probation and set forth in The Pre-Sentence QT%
Invcst1qai10n Report, although the PSI unit in Des Moines has modi- '

fied the federal format in some instances to increase its relevance

ﬁ/lal

presents his or her f1nd1nq5' the defendan145 written statement about
thg offegscs and any circumstances surrounding the offense that the
%eﬁdéni wishes the court to consider; the suwmary of the Jj?éﬁgaét‘Sa
performance during the pre-trial period if iheldeféﬁaaﬁi was in the
supervised release component; and information about any on-going
treatment plan initiated during the pre-trial period. In preparing
recommendations for_inclusion in the PSI report, the PSI investigator
migh{ a1sc consult with the supervisor of the component's probation
unit in order to establish any spec1a1 conditions that it might be
desireable to impose on the deievcani “if he or she is sentenced %o
probation. Similarly, the director of the residential correctional
facility for men (at Fort Des Moines) or the facility for women, is
consulted if there is a possibility that the diié?&gx?:nll be p1aced
there so that proposed treatment plans can be included in the PSI \ ;
report

‘for use at the state level. In che geport the PSI investigator

The PSI report is generai]y due three days before the date of sentencing.
During the time between submission of the report, and aentenc1ng, the
report is reviewed by both the judge and the defenognt If the court
feels that there are areas of amb1qu1tym}n the PSI report or wants

more background information on the defendan{g the judge may ask the
PSI investigator to testify or justify his or her recommendations.

© Dwo recent issues have clouded the operations of the PSI unit. First,

since the law mandating PSI reports for all ¢ndzctable offenses went
“'r..éhu

into effeet, a significant number of de.gndanis (appro:mmatuly 25%)
have chosen to waive the FSI and call for immediate sentencing.
Typically, the court adcedes to these requests and waiv' the need

~ g ﬁ *ru 1
for a FSI. It appears that the majority of these d«jﬂmmnw have had

revious convictions and are unconvinced of the value of' the PSI pro-
p ‘ p

cedure. It also appears that defense atioricys suggest a waiver in

the hope of scciwing a more j‘“vm Whle sentenee for their elients.
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This situatlion te the subject of some conizrn vo Des Moines progect

staff.

. " 2 -s!.u
o ,1 " ;EA - - . "
Second, come de f( ndunte have begun to question the objectivity of

the individual wm, ,mgator and have attacked the accuracy of P51
NI A) . . . i .

reports., The fl.ilc vt has Deen gitven the right to examine and

comment: upon the PSI report, but thercis scre concern over wvhat the

paramr Levs of the defense review should Le.

Both of these iooue o have avisen at a time when the PSI wnit is
itself in a state of flux, having expan d(ld in response to the recent
legislative requizenents. The process z,nvoZvecZ in" the PSI report
preparation mmy thevefore be subject to some modification in the

future.

~--Follow up

Following sentenciny, the PSI investicator may be contacted
by agents from the probation unit or The \eQIdLnt1u1 services staff
for background information on the dufenuant The investigator makes
the PSI report available to them, meets with them, and--if requested
to do som—may assist them in formulating srecial cond1t1ons or treat-
ment plans. The ¥SI report is also made n~a11§EJ ~to the state
Department of Corrections if the convicted de?>nnnnt is sentenced
to a state institution. Finally, PSI reports are also available for

use by parole boards to aid them in their deliberations.

Process: Probation Supervision ’
T ofleudena

The probation unit provides supervision for all dcfeﬁ ar Tshgripted

probat1on within the Fifth Judicial District. In lowa, audefendunx can
be p1aued<m1probat|on if the court either suspends Qr dqfers sentencing.
In those cases where sentencing is deferred, the defendant has entered a
plea of QUj1ty and it-has been accepggg‘ vThe court, however, instead of
pronouncing sentence, requires the @an(int to submit to supervxs1on by
the probation unit. The period of pxobat1on lnwtbg gase of deferred sen-

tences is usually one to {wo years If the de?endant*s parformance during
the probationary period is satisfabtory‘ the or1glna1 charge is ultimately

1
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"dismissed with prejudice." In theory, this practice rcau1ts i a clean
record for the d°£endaﬂtwcypgﬁtﬁﬁwﬁ>

In those cases where the court suspends the sentence, the probaticnary
period 1s usually not fixed. That is, it is indeterminate and continues
until the probation agent and the court agree to termination. However,
in some 1n§tances, the court specitically states in the sentencing order
that the defbndan$ has to serve out the balance of a set sentence on
probation.

@“{j‘”{?{‘ﬁ»&r%éw

In addition to those defendaniis assigned teo probation as a result of
deferred or suspended sentences, the probation unit also provides super-
vision to one other group--those clients, or prisoners, who are “"paroled"
from the Department of Court Services residential facilities. |

There are five basic elements in the probation supervision process:
intake; assignment; supervision; revocation;and discharge.

-~Intake

€

#5

Hhen seﬁbewcang is suspended or a deferred sentence given, and

the defeﬁﬁght is referred to the probation unit, he or she is required
to contact -the unit by 10:00 a.m. the following morning. The sentencing
order, which is transferred inmediately to the unit, includes informa-
tion about the charge; the cage number; the term of the sentence, if it
is specified; the name of the sentencing judge; and any conditions of
probation stipu]ated by the court.

o botiemen :
When the defendant appears. au the probation unit off1ce, Ehe intake «

L
gt qent By g iaiged Ao fyglnite, cldni '*f"'ﬂ"z,f:,ﬁ.,

interview is conducted by the$un1inquperyisonﬁ or’asslqwe ;b} him-to ‘E‘j't oy
; ¢ aprle [t ety sty SHE L A G
aﬂ«Oihept-probuuon,,agenth Cf-"% Cu&gs’@ (L’?Euﬂ/‘j [.H feari ety s, E”l‘f.‘.’aﬁ its SHEI j : 1.

The probationer is required to sign a waiver of information form similar «5

to that used by the supervised release and the PSI componEnts. This

allows the probation agent in charge of the case to secure any informa-
tion on the probatioher'that may have been overloocked in the PSI. The
intake agent also conducts an interview to obtefn tha initial statement

of the probationer; to explain the court order and_the terms and conditions
of probation in detail; and to obtain the sfgnaturé‘of'the probationer

o
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on the special probation contract he or she will be expected to honor
during the probationary period (see Appendix, PRO Form-1). The
probation contract differs from the supervised release contract in
saveral distinct ways. First, the probation contract is much more
specific in detailing the duties and responsibilities of the pro-
bationer. Second, the list of proscribed activities is expanded.

Third, certain legal conditions (i.e., waiver of extradition in the event
of arrest in another state) are specified. In general, the probation con-
tract includes conditions very similar to terms and conditions of probation

used by most probation departments throughout the nation.

After intake is completed, the information gathered is transferred to the

" post-trial evaluation codesheet (see Appendix, PRO Form 2) for use in the

on-going Des Moines program evaluation. HMuch of this information is
provided through the use of the initial intake interview (see Appendix,
PRO Form 3). '

-~Assignment

After intake procedures are completed, the unit supervisor assigns ' |
the case to one Qf the probation agents in the unit. In assigning cases
to the various:agents in the unit, the supervisor
caseload, their relative skills, counseling styles
relevant characteristics in order to match clients and agenté as effectively
Thus, for example, the age, race, and sex of an agent might

be considered in assignment of a client, or information about a client's

considers the size of

each agent's and other

as possible.

response to a particular style of counsellng during the pre-trial period
might be utilized in making the assignment.

~--Supervision
The probation agent is expected to become familiar with each- case
prior to the initial mecting with the probationer following intake. This
often entails discussing the case with the PSI investigator and--if the

probationer was in the pre-trial supervised relcase program--the super-

"vised release counselor.

The initial meeting between the agenﬁ and the probaticher focuses:on a
general re-examination of the prebationary coniract: It.is then signed
by bath the probationer Then the dgént begins the task
of defining the probationer's needs and developing a suitable treatment

and the ayent.

TR
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plan. The treatmenu plan, which is simgilar to the. one used by the super-
OO0, BE Fora T,

vised re]easc ampbnenig Tays out shorf 2term and long-term goals and a

tentative program for me eting the probationer's needs. (Sce description

of treatment plans, above.) ' C ‘

The Tevel of probationary supervision required varies from probationer

to probationer according to the attitude, need, and deficiencies of the
individual. Some probationers are only held to a minimum supervisory
program that requires relatively few face to face contacts with the

agent. Such cases are handled routinely through a basic short form
monthly report (see Appendix, PRO Form 4) which 1s filled out with the
probationer. Other probationers may need close supervision and extensive
assistance i1n addressing the problems that led to their criminal behavicr.

Employment is a key part of most treatment plans. Probationers who need
assistance related to employment are referred to the job development and
placement team that serves clients of both the supervised release compon-
ent and the probation unit. The job development and placement team has

the resources to a5Sess the probationer's interests, skills, and abilities,
and to refer ciients to training or educational programs as well as to
specific jobs. Unemployed probationers are helped to find su1uab1e jobs
and underemployed probationers are helped--if they are 1nLeresteo~-1n
cbtaining better jobs or in upgrading their skills (see above),

The probation agent is also responsible for identifying appropriate
community resources to meet any other needs that the probationer might.
have and for iniﬁiating referrals to those services and agencies. In
this regard, the probation agent's role is very similar to the role of
the supervised release counselor. In fact, in those instances where
one of the supervised release component's clients is subséquently'COn»
victed and placed on probation, the original treatment plan developed
by the supervised release counselor is often incorporatéd into the
probation contract and periodically updated during the probationary
period. ‘

The probation agent 1s also responsible both for mon1t0r1ng the client's

progress in obtaining and maintaining emp]oymonL using other community

oo
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resources and for providing on-going counseling to the probationer.

. , | o kemdena ,
Finally, in those cases where the court places defendants on probation

but--as a condition of probation--commits them to a state hospital or
other therapeutic environment, the probaiion unit is responsible for
monitoring their progress and for participating in determining when
After release, the agent in charge of

they are ready to be released.
As part

the case provides continuing supervision to the probationer.
of the supervision process, the agent may maintain regular contact with
the treatment agency and build continuing care for the probationer (on

an out-patient basis) into the treatment plan.

--Developing and Implementing a Restitution Plan
. o Cviial,
In Iowa, all probationers convicted of crimes where a victim is

involved are responsible for paying restitution to the victim. The
respensibility for developing and monitoring the implementation of
restitution plans is, therefore, an important part of the probation

unit's task.

A1l offenses alleded to have been committed by the probationer are

subject to investigation during the development of a.restitution plan--~
including offenses that never resulted in formaT charges or trial.

After the investigation is completed, the probation agent--with the
assistance of the PSI investigator--computes the actual cost of the

crime to the victim, determines the amount the probationer can reason-
ably be expected to contribute to restitution, and establishes a resti-
tution payment plan that islsigned first by the probationer and then
submitted to the court for approval (sece Appendix, PRO Form 5 for examples

of restitution plans).

The probationer submits all restitution payments to -His or her probation
agent, who in turn deposits them in a spec1a1,account. Interest earned
on such deposits is treated as interest on the basic debt. If the fin-
éncia1 situation of the probationer changes during the probationary

period, the restitution plan may be attered to reflect such change’, sub- 7
. . y g f 4 ye ot 0o ¢
ject to court approval. GF P loss encanngd. by The Uit 3 coveng e,
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A g ) g 0 * Restitirts , ‘
pecial progrem, Restitulion i Probation Bxperiment (RIPE), has
been set up under the probation unit to ¢ ,

it ion. est the purposes: of resti.

This federally funded program is designed to dete
the receipt of restitution will influence the feelings
the erime and the ertmingl. . .

rmine whether
z of a vietim about
e test group of probatio !
. - L ners and vietims
will be selected to participate in the experiment,
become involved in an interesting pr
will be drawn up during a face-to
and ‘the vietim,

This group. will
ocess whereby'the restitution pian
o m et -jjaac)anmeer.ﬁing between the probationer
e pmbatq‘one,r p ocess mZ% then follow the normal
o ‘v ° Paying a certain amount to the wunit each
money placed in eserow earning interest until either 17
end Q{" the probationary period, or, if the coymt go &irects untzl tlw
d(?bt ﬂjs pa*%'d in full. At the end of the restitution per'zlod, the cz’q:?
eipating vietims will be compared with other vietims receiv;ng reititz:

tion to test the ! ;
: est th .effects‘, 1f any, of the face-—to-—f‘aqe negotiating process

~=Revocation
CO &'( * . - (] s )
ntinuved participation in the probation program is contingent

upon t E P | foun a .
? d he C]lCnLVF strict adherence to a probation contract which in
ciudes a set of iti he .
set of conditions. Performance is monitored by the probation

agent assianed to t} re s
S e L el Y a e e .]e case. The age ¢ : C . Tt :
‘53‘Pwééb%?éﬁ‘éfr”é{ilé*ﬁﬁfi?‘% ““’ﬂ*fzfgg ?3? $Q§$39$§§ELE¥ to-revoke ¢
B PERRORTor-causesdf thatrisiecessary., | Hous oo, e t
! »  however, due to the nat
ure

of the Des Moi .
es Moines program, there are several] remedies short of revoca

t . 4 =
fon available to the agent. In fact, while re-arrest normally is

sufficient grounds for revocation, the agent ig not bound to revok

a re-arrested probationer in all cases. During the summer of 1970:e

seyen prm?ationers were on what amounted to "doubTe probation“—~th;

were serving probationary sentences for two separate offernses HowZver
B ¢ ?

a re-ar i
: rest on an offense Tnvolving violence or injury to the victim
usually warrants revocation.

fg:$u§§§$£§é§;§:::?§:v:§ ::zi]ab]e t? the agent 1p Tieu of revocation
. car county jail, placement at the Fort Des
Molnes facility, or commitment to the local mental health facility f
observation. Use of Fort Des Moines 1s a frequonf]y used alter 'zi .
because it é]]OWS for continuance of- the probationer's'tréatmen?danc\;e
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restitution plans while, at the same time, ptovidipg a more controlled
environment for the probationer. Such conditional placemant is used

as a'“coo1ing off" device fo encourage a probationer to abide by the con-
ditions of his sentencey; audl Yeﬁ?L&zﬁd an*iﬁ CLPFWW“NXJ1~

If lesser remedies fail to bring about an acceptable shift in the pro-
bationer's attitudes and behavior or if re-arrest on a subsequent charge
varrats, feyoet o, Hhe S0 I SSSOSE 10 P TorRY JRIOEREIONGS i€ cprmuadls/
procedure. ;'formaT revocation proceedings® 1nvolve a hearing preswded ‘\\ i’y

over by a Judge and the normal rules of due process apply. The proban \\?}ﬂf&f*,
tion agent is required to submit a report of violations (see Appendix, weanr,
PRO Forin 6) which details the sentance and charge, the probation history. w.__

the specific probation rules and conditions violated, a summary of the

violations, any additional relevant information, and sometimes includes

a recommendation for appropriate action.

Revocation is never automatic. The court fis -informed by the unit within
48 hours of any re-arrests of probationers (sce Appendix, PRO Form 7).
If the court considers that a revocation is warranted, a complete report
of violations must still be prepated and submitted. The agent also
confers with the judge about the individual case, If probation is re-
voked, the judge may or may not hand over the probationer to the state
correctional authorities. If he does, the complete records of the pro-

bationary period and any other program contacts are made available to
the Department of Corrections.

--Discharge

When the probationary term-~in the case of probationers'with

- deferred sentences--has been successfully completed or. when the proba-

tion ‘agent decides that a probationer with a suspended sentence is

- quatified for discharge, the case is discussed with the unit supervisor.

If the supervisor concurs with the recommendation to discharge, the

probationer's fife is brought up to date, all restitution accounts are

prepared for closure, and a discharge order is prepared- for signing- by the court,
county attorney, sheriff's department, or probation department, etc.,

(the type of sentence dictates the signatures requived). The order is

o e
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then submitted to the court and the other relevgnt law enforcement
Upon approval, the probationer

or correctional agencies for approva1
is discharged from probation. (See Order of r1na1 Discharge, Appendix,

PRO Form 8.)

thn regard to igssues of authority, probation agents in the Des Moines

program are not probation officers in the strict sense of the term.

thla they indeed have the power to revoke prabatzon for couse (with

court approvall) and are bound to monttor and supervise the individual

probationer during the probationary period, agents qfe not fbﬁg:ééggijffri%‘ﬁijh$
£ the court with pecial law enforcement powers. fiéﬁ (26 s - i C& i

[

-
R

LIRS,
The Des Moines wnit evolved from a system that previously ineluded “{\\“ ¢ .
both probation and paro?c functions at the state level, with local g
municipalities assuming only the ‘general law enforcement function.
4s the need for local probation supervision arose, the present system

developed and took its place in the’ Department of Court Services. In

re no » RN, alifications )
practice, there ore binding experience or training qu f o Q”?

e 1 . gLl Lon. b
or civil service restrictions placed upen the probation cgent posiLion B

Agents are traznad on the job and arc provided with a continuing program

1 ] e progran '
of skill development and in- ~service training. or‘ffgﬁple« prog

L e d
- A in revocation proceaiures
stalf was recently provzded in-service LI 2]

througﬁzgﬁgkﬂﬁbwof mock revecttion hearings presided over by . actual

judges and with defénse attorneys and—probation staff also partieipating.|
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Whe following disceusction deseribes the cper
ton ' Residential C Jactlity.
Gevviees also operates a Wowen o Facility.
which Limit to ch
local jatl facility, have forced thg D@p{i of dour
alruebure its residential program for women in a !
Le rolevant to other commmitics., Thug,
onla on the mea's factlity.

COMPUIITY. CORRECTIONAL. EACILITY (FORT_TES MQKNE&l

abions of the Fort Des Moines

] Fact Lt opar t of Court
rional Factlity. The Department. .
orvection) ; However, Iowa state Llaws,

’ ) ) ; an be held in a
e the time in which a woman can : ] .
ona monA wment of Court Services to
J whieh may not

the following discussion focuses
.

Purpose

The purpose of the For ‘
to function as '1) a non-secure institution ope e
to penal confinement, relieving the overcrowded Po15'C?gnt¥ jai ° * )
prisons; 2) a correctional facility providing rehab111tat10n;progrz

to criminal offenders iw the Fifth Judicial Districts ?) a work an)
educational release center supervising clients engaged 1in emp]oyméic,
educational pregrams, and vocational rehabilitation pr?grams ?u?s1ce "
the institution; and 4) a short-term pre-trial dgtentmon facility géare
ith services to help phem qualify for pre-trial

i identia’ rrectic facility is
t Des Moines residential correctional facl y‘
rating as an alternative

to providing detainees W
supervised release.

i

Adininistration . , . o

o The Physical Design and Settina of the Institution

Pl

The Fort Des Moines facility is located in @ remodeT}ed tWO“St2{§§3fpg.ua”3flfig
ariy barracks at Fort Des Moines, a military reservation 1ocaF%d w+Lh4nit ,

the city of Des Moines. The institution uses.none of the ?hy%1ua1 iecurw y

ated with institutions which house convicted felons.

devices usually associ ' .
eens, NO Tences, and'w1ndows

That is, there are no bars or security scr
are of ordinary glass with no special locking devices.

The first floor of the Fort Des Moines facility consists of staff.off1ces,

i § i it
and onc large room separated into two arcas of cqual size for community

o Viving area. the clients are pro-
Tiving. In one “half of the pommunwty 1iving area. the c¢lients are p

i g she s, chess
vided with cquipment for playing such games as cards, Lheckeys, s

—nravided~for~the~clients’
pool and table tennis. A~§ukewhax~haﬁﬂalso~heen~prorwded for-the-clie

- . < » * “ . . s N
“vnfﬂriainnvnt' Tho other half of the coimunity Tiving area contains a
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color television set, sofas, and easy chairs. Vending machines, located
in the community living area, supply clients with cigarettes, soft drinks,
candy and coffee. Pay telephones used by clients are also located on

the first floor. In fact, the community living area is characterized

by its "openness," which promotes and encourages communication between

and among staff and clients. It is difficult for clients to isolate
themselves from the staff or other clients in the community 1iving area.

In contrast, the second floor of the facility, which consists of thu
client Tiving quarters, was designed to provide individual clients with
a degree of privacy. There are 32 private bedrooms--each housing one
client--and several larger rooms which can house up to 18 clients in
groups of threes or sixes. All rooms have locking doors, and clients
carry the keys to their respective 11v1ng quarters. Clients are allowed
to furnish their own rcoms. Stereos and radios are bermitted in the
rooms, but use of them is limited by the rules of the facility. In order
to enjoy these privileges, clients must keep their rooms and effects in
order. Inspections are conducted daily. Besides providing a sense of
privacy not always present in an institutional setting, .the room arrange-
ment places a reasonable Timitation on the number of persons who can be
housed in the facility at any one time. '

The overall facility plan purposely excluded space'and equipment for such .
activities as recrextion, education or vocatioral training, forcing the
staff to nake maximen uce of existing commumnity resources. The goal was
to demonstrate that correctional facilities located in or adjacent to
cities need not make huge capital {nvestments in classroéms, shops,
gymnasta and infivmaries. As a vesult, the Fort Des Moines facility
operates as a commnity-based residential institution, highly dependent

upon the resowrces and services of the surrounding commmity.

o Organization and Staffing

Fort Des Moines is under.the control of the Director of the Residential
Services Division of the Department of Court Services. The Director super-
vises the overall administration of the facifity and, with the Assistant
Director, ultimately approves all operating procedures adopted for the
facility. (He_a]so assumes the same responsib111tie§ for the Women's
Facility.) ' ' | '
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e~
There are twenty-seven salaried staff mvaors at Fort Des Moines. E
o :u
includes UH‘d1PQCt0P, two supervisons, fhpee case counso1oru ar%
AR A, fixs lini, € o [l torsn, thad oltaiafion Cos s di
wntakewcoun“lund ten du°P oFF1cers, three dr1vers, a JOb deve]oper
a voc-rehab specialist (on Toan), an employment sccurity specialist

(on loan), a naintenance foreman, a purchaéing agent and two secretaries.

The Assistant Director for Fort Des Moines is r)sponswb1e for the day-to-
day management of the facility. His duties include overall supervision,

“directing the maintenance and purchasing operations, and monitoring the

activities of the in-house job developnent unit. Finally, together
with a Volunteer Coordinator, he structurcs the volunteer program which

provides support and assistance to the facility.

The Tines of authority extend from the Assistant Director to the casework
supervisor and the security supervisor who direct the activities of the
two operating units of the program--treatment and security‘ The counselor
supervisor is responsible for managing the counseling-staff; consulting
with individual counselors around major decisions affeéting clients,
including termipatjon,discharge and parole; and all case assignments.

HH\IH T

He also carries a coynse11ng caseload.

f;“\}‘i‘« ’ Jﬂ“ 28 f1e
There are four . staff counselors--an intake counse]or and three case
counselors. The intake counselor is responsible for liaison with the
court in matters involving individual clients 1nc1ud1ng
the corrections center; transfer to another facility (qwél county jail);

work rcelease and work furlough authorization; and discharge, parole,

placement at

or termination approval. He also conducts intake and orientation for

all clients entering the Fac111ty, and he part1c1pates ETt?the counselor

~8 el Cannts Q.
supervisor in making counse]1ng assignments. He Glsoocar .Acsmﬂ“lamvtedm
caseload.

- u’L&.’V
The Lhree counselors are responsible for the clients assigned to them.

This involves assisting them in the development.of their treatment plans--

the stated goals of a client in modifying his behavior while at Fort Des
Moines--and in providing thom with the services and resources to enable
"also are ultimately responsible
and the -
Finally, counselors aro respons1b1 for

them to realize those plans. Counselors
for client discipline, including the grantinq of privileges

imposition of restrictions.

v, f
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The desk supervisor is responsible for the gcnera1'security of tﬁe facility
including supervision of all desk staff, "floating" sfaff and drivers.

He is responsible for scheduling security staff hours and the routing

and maintenance of vehicles, |

.

The desk staff person has responsibility for control of the institution
at all times. He or she is placed at the front entrance of the facility
and is charged with the responsibility of signing clients in and out of

“the institution (sec Appendix, CCF Form 1), recording in the log the

attitudes and activities of the clients, and checking visitors in and

111& W da
out of the building (cee Appendix, CCF Forin 2). Per1od1g visitor ek
k2% ?'\;‘i
dewns may be requested by the desk staff pergon for contraband Shi‘ts

are tightly scheduled so that at Teast one starc menber is functioning
at the desk 24 hours.a day.

The floating staff person functions as an independent staff member cir-
culating throughout the institution, observing client behavior, taking

a count of all clients cach hour c¢r-iwo (called the "eye check"), and
recording the count in the Tog (see Anpepdix, CCF Form 3). If the eye
check results in a ci.crenancy befween the number of clients present and .
the number of clients supposed to be in the facility, an investigation

is made to determine the reason for the discrepancy. If the missing
client(s) cannot be lecated in the institution, the director of the Fort
Des Moines fTacility is notified. At least one staff member is functioning
on a “f]oafing“ basis 24 hours a day.

The drivers are responsible for, transporting clients to and from all
scheduled activities outswdectﬁi f“?;jfﬁ{gQ“C1Ud‘n9 all.work release,
school relecase and c01mdn1ty;enterta1nment Drwvgrs also transport
clients for any special purposes--madical, mental health emergencies, etc.
Drivers transport only these clients who are authorized,xo leave the

facility.

The .job development unit is comprised of three menbers: a job developers

a vocational rchabilitation specialist (op toan from the Vocational Rehabili-
tation Services Division of the Iowa State Department of Public Instruction),
and an employment specialist (on loan from the

The job developer is responsible for ass isting in the evaluation of client

lowd State [mployment Service).

Cﬂ?‘b
ix }
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vocational potential, for identifying jobs suitable for client placement,
for placing clients in employment, for monitoring client performance during
employnent, and for fostering and maintaining Lhe relationship of the pro-
gram to business and organized labor.

The vocational rehabilitation specialist assists in the vocational diagnosis
of clients, refers clients to educational and vocational- diagnostic and
rehabilitative services. He assists clients in enrolling in institutions

f higher learning and makes usc of local Department of Labor programs in
those efforts.

The empToyment specialist is responsible for assisting in the identification
of suitaule job opportunities by making the resources of the state job bank
available to the clients, and in the placement of c11ents on jobs through
the introduction and referral services of ISES. '

The nxintenance foreman is responsible for the overall mairtenance of the

"} facitity and the grounds, He also is responsible for the on- going renovation

. ﬂ%mﬁ;’" . PS(\n.-s—
activities undertaken at the facility. He a]so SJPGPVTSGJ Lhe work of thase

! a«l" Flg

% "'

The purchasing agent handles the requisition of equipment and supplies used

at the facility, and the two secretaries nandle the basic clerical functions
. b \z i s

carried on at the facility, oy TH2S fdolnel,

asard

4

A

In addition to this staff, the correctional facility nas access to the

TERT i TS

sevvxﬂn" of a consu111ng psychiatrist who conducts psychological eva]uat1ons

‘e m‘t

oTA91xean during their orientation period and provides the tounseling staff

with acv1he and direction in their counseling and treatment activities.

e R BRI

Al opyrat1ons staff members are responsible for observ1ng and recording the
bohavwor of individual clients. The behavior observation reports are

pzdccu in t%gt prropriate counselor's file (see Append1x, CCF Form 4).: A
recard of 3P clientZphonestut s~and visitors is also ke ept and p]aced in the
appropriate counso]or' file. Although the paperwork involved in the process
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of behavior observation, recording, and evaluation-increases the worklcad of
both counselor and custodial staff, it is believed that the continuous feed~
back to counselors of information concerning the behavior of their clients
aids in the entire treatment program. PYOLESH o

:

The hiring and firing policies of the facility are geared to three innovative
preimises. First, the full-time staff cf the facility is Targely non-profess-

fonal in terms of experience in corrections, although approximately one-half

have college degrees. The non-degreed staff includes part-time students,
former convicts, and persons with considerable knowledge of "the strect".
The program conscicusly seeks to maintain the balance between professional
and non-professional staff.

Second, in keeping with the staffing ﬁhi1osophy of the Department of Court
Services, an attempt is made to keep the racial composition of the staff in
tine with the ractal compesition of the client population. This is diffi-
cult because staff and client turnover are obvicusly unrelated; nevertheless
there is a conscious effort made to achieve racial balance on the staff.

Third. in a break with traditional concepts about correctional facility

9

staffing, there have always been fema]es on the staff at Fort Des Monnes.ﬁ' ;i

.‘“‘a

Medical care duties have usually been handled on-site by a female nurse, ”\
and there have been female desk officers and counselors as well. A1Lh0Lc ;
the majority of clients are convicted felons, there have been no signifi i
cant incidents involving Temaie staff. In facl, female .staff members have
had no more difficulty in relating to and controlling the clicnts than their
male counterparts.

Fort Des Moines also makes use of volunteers. Tutoring, craft; training and
supportive counseling are just a few of the many services that volunteers
have provided. More importantly, velunteers have been involved in

public relations efforts including a recent general comnun1ty open. house

at the facility and other promtional efforts goared to give an honest
picture of the program and its success. Local interest has been so strong

that it has become nccessary to hire a Volunteer Coordinator to structure

and schedu]e'the activities of the volunteers,

A

&
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The use of non-professional staff at Fort Dus Moines does create some
problems, but it 1s the judgement of the Iepartment's dircqbor that

it has brouqht about many pocitive results. Less expericneed staff
wicmbers, at o group, lhave tended to be mbre ortented towgrd serving
people (problem sotving) and less oriented toward system preservation.
They aleo tend to prowote tmnovation in program developwment. It 1s

the opinion of the projcet director that the willingness of staff to
cuperiment, to develop new concepts and to imovate <5 the primarys
factor which distinguishes the Fort Des Moines correcltions approach from
more traditional corveciions methods. Cormunities interested in developing
a corrcelione facility similar to Fort Des Moines should carefully weigh
both the costs and benefits of using non-professional staff.

Cin ek 3
he—Te¢+ePTﬁg—eh&+t indicates the org an1zai1ona1 structure of Fort Des

Moines. (The crganization of the Women's Facility is also 1jc1uded.)
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o Rules and Regulations Governing Adiminintiation - -

The c¢lients at Fort Des Moines ere expeciud to pariicipate actively in
their own rehabilitation, much Tike thulr counierparts in other treat-
ment-oriented components of the Des Moines prograi. There is no room for
trouble makers at Fort Des Moines, nor is the program designed to control
the dangerous offender. It exists as an altornative to the more secure
onvironments of county jail and state prison. As presently constituted,
it does not attempt to veplace those environments, but to complement
them. It does so by providing a full program of training, educalional
release, work release, and counseling Tor the convicled offender who is
neither stable enough to be granted probation nor dangarous enough to
warrant placement in a state institution. Apart from their reasons
for being there, the Fort Des Moines residents share éome striking
»1m1]ar101e¢ For one £h1ng, clients are young. A random check of the
facility 1ast su”meri}evcaicd that over 40% of the clients were 20 or
younger, and 75% were under 25. And, while 80¥ of the clients are felons,
they are normally first offenders or persons with relatively instanificant
adult criminal records. Only a small minority of Fort Des Moines clients
have ever servad tige in one of the state penal institutions.

Fort Des Moines is run like few correctionral institutions in the United
tates. The approach taken toward behavior control at Fort Des-Moines is
perhaps best described in the contract signed by every client who 1s
accepted .into the facility (see Appendix, CCF Form 5). In that document
the client Tearns that the progrem was designod for the wman who is veady
to "make a change in his lifestyle but may nead zope heélp." He is told
that he will be expected to vork and participate in the activities of
Fort Des Moines. If he just wants "to put in his time," there will be
no place for h¥m at ﬁ?{tr95§ Moines, and he wilt be returned to the Polk
County a11ﬁ\ lhe contract goes on to recite the prwvx\egeo available
to clients and the duties and responsibilities that must be performed

if the privileges are to be enjoyad.

The general provisions outiined in the contract are described in greater
dotail dn tie reqularly distributed Rulés and Reauiatons memy (see '
Appendix, CCF Form 6) which explains the "do's and don'ts" of life

the facility. ' The momo is often updated 10 ruf1nct chonqes due to a
relaxation or twqhiexrnq of rules,

L C‘r'} 3 ("1 ’) S
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An examination of this document reveals that there are four activities

which are not tolerated at Fort Des Moines--fighting, dr1n ing, drug Q:)
possession or use, and escape. Clients guilty of these offenses are

subject to immediate return to the Polk Couhty Jjail. (A client gu11ty

“of escape 1is also subject to a yeawts term in the Towa Men's Reformatory.)

Apart from these and a number of other offenses, ‘there are few proscribed

activities at Fort Des Moines.

“Clients are allowed free access to most of the facility and they are
allowed to use the eguipment in the community living area. However,

~in order to remain at Fort Des Moines and enjoy the benefits and services

it provides, they must become actively involved in a program of rehabili-
taﬁ%on and treatment. The failure to maintain a sighificant level of .
performance is one of the most serious offenses .a client can_comnit.\
It, too, subjects him to immediate return to the Polk County jail.

As the above discussion suggests, there are re1aﬁive1y'few traditional
control meagures in operatlow at Fort Des Moines. Neverthelesq f1ahts

ivre g (’ A8 4‘“',/ AR "o i{“ d‘i"" 1uu ,' - 5”.3‘ *r:’"‘)J L IL;.- «I“:
are rare (anmr11pnt 1n;aru1ewed&hau neyev eénnor hEQFd«Os a4f19h§‘~> VA ﬁ$§¢ -

is hardiy gver attempted

Both staff and clients attribute the lack of serious incidents to the
program itself. Since the facility exists only as an alternative to

more severe institutional seitings and since clients must actively
cooperate or return to those,éett*“gf\ggﬁPﬁf9J ]5 ma1?éilg?d primarily
through the threat of revocat1ona I# th1leh”ea% s not enough to ensure
adequate behavior on the part of the client, he is transferred to the
county jail. In some cases, clients will be given a "second (or even

a third or fourth) chance" to make it at Fort Des Moines. When returned
to the facility, a previously troublesome client will often be ready

to abide by its rules. In the case of sericus or continued breaches,

revocation of assignment to Fort Des Moines is final,

With reqard to the issue of control, two ihznqs chould be vememberved.
Fzr t, the majority of clients appree etate the oppordunities the program <j§
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(One elient, who appeared to speak

provides and try tu meke use of them. ‘ .
"Fort Deb Moines i8 the

for thic majority, gaid during an interview, :
greatest thing that.has ever happened to me, and I.am not going to blow
& Des Moines and facilities like it exist only as one
Fort Des Moines succeeds

it. ) Second, For
part of the browler spectrun of corrections.
rzanmuo penal gettings exist to house and ﬁreat

in part because more oid
ol . ¥ . :
the more dangzpouu o}fendar . If theve were no alternatives to Fort Dee

Moines, cuch as ¢ountw jail and state prison, tts effectiveness would

likely ke reduced.

Process, .
Fort Das Moines, as one of the program's treatment-oriented components;
shares many of the procedures used in other components. There are aight

elements of the Fort Des Moines process:

=.5¢lection and Placement

~-Intake

-frientation

~Jreatment Planning

~Counseling.

-=JOb Déve1opment .

~-Maintenance of Relationships with Courts and Law Enforcement

~--Termination

-~Selection and Macement

\'a i in
The court makes the ultimate decision to place a convicted offender

the Fort Des Moines fac111ty However, judges often involve the Depart-

ment of Court Services in making this decision. It is not uncommon for

any number of sources--the PSI investigator, the defense attorney, the
court, or other interested parties--
from the program. In these cases, the residential correctﬁon center's
‘1ntave Eﬁdﬁséfovawntervwews the offender to assess hws personality and
his potential for success in the ves1d;nt1a1 treatment program, and
consults with the PRSI investigator (if a PSI re port is being prepa\ed)
to gain further insights into the background of the potent|a1 c11ent

when he has finished his 1rqu1ry, the intake eoﬂnoefer subm1ts a recom-

to request a sentencing recommendation
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mendation to the court analyzing the ap:xopr1atene"° of the offender's
placement at Fort Des Moines.

The normal process used by the court to place a convicted offender at
Fort Des Moines is to sentence the person on the charge and then to
suspend the sentence on the condition that he,wif1 agree to a voluntary
commitment. As in probation, the convicted offender is always aware

- that the suspension can be Tifted at any time for cause. In addition,

a small number of misdemeanants are also sentenced directly to Fort
Das lMoines.

In a few cases, the Fom,Dnc Moines Tacility has also been utilized
'Au o L ” ')Iw/‘-’i“u @“L“"Q— o '“'!;"\{v’v“«.: WA J

for pre-~trial delpndantsﬁwho ‘have ‘been selected as potential supervised

release clients, but who can qualify for that component only in the

more structured environment provided at Fort Des Moines.

The actual Togistics involved in a client's p1acement’at the facility
inctude: 1) the receipt by the program of an order directing the transfer
of the client from the county jail tc Fort Des Moines (see Appendix,

CCF Farm 7), 2) the'obtaining of a certificate of release from the

court clerk's office, 3) the presentation of this ceriificate and the
order to the jailor to secure the client's release, and 4) the immediate
transfer of the client to the facility.

~-Intake
¢ i”t./vq‘ *
Arr1v1ng clwents are referred to the intake counseior for processing.

The counse?ar normally begins the process-by setting up the client file
and filling out the various reporting forms, including the evaluation
codesheet (see-Appendix, CCF Form 8) and file facesheet (see Appendix, -
CCF Form 9). He also begins the file checklist (sce Appendix, CCF Form 10)
which will ultimately note all of the forms and records which are included
in the client's file during his tenure at Fort Des Moines. The average

e8! (S, RREE R T

tenure of a client. -barring revocation, is between threa~and fuug\monthsu

. ijf {,. r{::
After the administrative procedures are. completed, the criinse lor beg1ns
the process of integrating the client into the program.. First, he care-

fully reviews with the client the rules and regulations which control
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1ife at Fort Des Moines. He explains the privileges that are earned
by compliance with those rules and regulations--weekend furloughs
away from the -facility, visitors, work rclease, permission to keep a
radio or stereo in the Tacility--as well as the penaities that are
imposed for non-compliance--general house restrictions, forfeiture of
all privileges, temporary or pcrmaneni return to county jgi], reinsti-
tution of the original senteince order and transfer to state prison
(revocation). ' . N
ok ’324. 1}"‘ .
Next, the codnse]or goes over the basic performance contract with the
client. Any stipulations imposed by the court or recommended by the
PSI report are added. These may vary from a restitution order to a
suggestion that the client refrain from any contact with a
friend or relative. The contract represents the initial step in the
development of an overall treatrent plan for the client. It %s updated -
by the client and his |nd1v1dqgl'%ouﬁse1or threoughout the course of
treatment. Both the intake cbin elor and the client sign this or1g1na1 .
centract, and it is dated and piaced in the client's file
of..the-gonivact. concludes-tha intal

e oo o
i p [$10245:9400 5"""‘15- av”;’. "}’2 g {(a TR
J’t«{%fﬁ '23( " .*"725-_',::€ g g';,o (\,l/‘ e EaH ‘4

certain

-t\

v P 0 n; :;"'} r{n“ o

~iga K ‘ ol g e - ” ¥

\v/-‘:¢ ) (‘res,fz“ C}{*f‘.,,‘:,., .? il cfﬂrﬁ;_‘{ (q .,,;«, fwﬁﬁ .
d “0 Pt 4

--Orientation “\uww Py #

~...’
1

Q:A

iy,
et LB nyw g g,
s T (s L o i e Ry

e

- e "'M-'nn.m.,‘
Lrm & b oo o

1.

The orientation period is=pewn
the Fort Des Moines operation and is considered to be a vital part of

the residential treatmant program. During orientation, the client is

not allowed to look for work and he does not receive any of the normal
privileges of the facility. Rather, he undergoes a general educational,
vocational, attitudinal, and hehavioral eva?uat1on by the~1ntakg bv@a CoLes
£Lounselon, who conducts the orientation.

At the outset the client is made to part1c1pate in his, own orientation.
First, he is directed' to write a short autobiography. He is then expected
to begin to develop his. own treatment program and to indicate why he-
believes such a program would benefit him. Both of these preliminary
exercises provide the program with valuable information about the client
and his feelings of self-worth., They also tend to give insights into

the relative levels of perforinance and achievement that can be expected

=215 unique to \\; S
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to evaluate the client's
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of the client, thus helping to structure his eventual treatment plan.

The orientation process also involves the assessment of client needs
and the commencement of the basic services program. To this end, the
client is directed to fi11 out an emp]oymenf application to be.used

in the job development effort. If necessary, the new client is inter-
viewed by a vocational rehabilitation counselor (loaned to the Department
by the state Vocational Rehabilitation Services) for the purpose of
defining possible goals in the programs outside the institution. In
this “interview, the vocational rehabilitation counselor attempts both
intellectual and vocational skills, and to
define what type of program might be most bepeficial to him--vocational
training programs, educational programs, or direct employment placement.
Clients are often réferred to the local MDTA Career Exploration Center
for a diagnostic analysis of their latent skills and interests.

The client is also interviewed by the job developer who handles most

Job placement activities at the Fort. Working with the client's employ-
ment history and any formal evaluations that are avai1ab1e, the job
developer tries to develop a hasic employment plan which s incorporated
into the eventuai client treatment program. Employment plans differ
depending upon the inté11{gence, skills and experience of the individual
client.

Anofher e1emenu of the orientation period is the psych1atr|c eva]uat1on
of @ach new clientsby the Des Moines programconsulting psychiatrist.

In interviewing clients, the psychiatrist focuses upon: the client's
interests, his background--including any past psychological problems--
his attitudes, his environmental stability, and his empioyment hiStohy.
At the conclusion of the interview, the psychiatrist prepares an evalua-
tion report identifying any potential danger areas of personality or
behavioral disorderi The report may also reggwqggqﬁﬁpsc1f1c directions
for treatment and counseling to take. The ‘psyc hologwca evaluation

is used by'the'intake counselor to further expand the development of the
treatment program and to assist in the assignment of the defendant to -
the most appropriate counselor. ' )
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The or1antat1on period usually, lasts for.a week to ten days. At the

end of that period, the T%iuthgbhgﬁiié%JmﬁetS with the counselor super-
visor to discuss the client's background, the results of the various
evaluations made of him, and his potential for success at Fort Des
Moines. If they decide that a client is not Tikely to fit into the
program and benefit from it, there are several alternatives that are
available to them. They can request that the court transfer the client
back to the county jail, to the state prison, or to a spec1a1 treatment
program, If they feel that the client needs intensive specialized '
treatment, they rely on the same mental health, alcoholism and drug
abuse treatment resources that are used by the other components of

the program. The process of completing such transfers. is accomplished
by petitioning the sentencing judge to transfer the defendant to the
appropriate Tocation and obtaining an order to that effect (see Appendix,
CCF Form 11). :

adecision is made that a 51Ten+”c%n“hénd1ET£he'demanGSﬂbf?thL”Foﬁfsm
,Des Hoines program, the intake counse?or and*the™ SUpervs sor-of-counselors,
dizeuss the ‘development.of his-treatment-plan-and-assign-him-to-a=case
«counselor,  The decision to assign a client to a particular counselor
is never an casy one. Care is taken to choose the counselor who can
best serve the needs of the client. Morcover, since it is the policy
of the vresidential services component that counselors be held accountable
for the performance and behavior of their clients, the decision is a
critical one for both client and counselor.

The program belicves that if counselors are held accountable for their

clicnts, they will kave to take an active role both in assisting elients

and in monitoring client performance. Thus, at Fort Des Moines, performmce

z required not only of clients but also of staff. Much-of the success
of Fort Des Moines has been attributed to this approach. In a sense,

a counselor ard client not only enter into a contraet for future per-

formance, but aZ 0 establish a partnership for delﬂveﬁzng that perfbrmanue.

The striect requivements of cecountability at For Des Moines operate to
instill a sence of purpose in all who work and live there. Other com-
muntties should congider such an approach to correctional treatment in

developing ecmponents similar to Forl Des Moincs.




=-Treatment Planning

A treatment plan is developed for each client who resides at Fort Des
Moines. If followed, this pian is expected to result in the rehabili-.
tation of the client and his successful reintegration into society.

As a result, much of the intake and orientation -period is devoted to
collecting enough information about the client to formulate an adequate
plan. Once the c1ient.is assigned to a counselor, {his process continues
at an accelerated pace.

In one sense, the client treatment plan is similar to those developed for
pqrticip&nts in the supervised release and probation components. However,
because of the greater needs of the average Fort Des Moines resident and
the increased centrol and authority over the client elercised by the
facility and the case counselor, the Fort Des Moines treatment plan has
become a more structired and <irective rehabilitative tool.

In another sense, the treatment plan is a Turther extension of the original
contract which the client mikes with the program during intake. A client
who fulfills his end of the agreements specified in the contract usually
s ready for release. The emphasis is placed upon the client "doing more
than time." He is expected to participate actively in what amounts to a
restructuring of his 1ife. Basically, the treatment plan consists of both
a series of behavioral goals to be met by the client and an ordered plan
of action which he must follow in meeting those goals. 1t is thus a blue-
print for his rehabilitation and eventual reintegration into society.

Although the client and his counselor actually develop. the treatment plan,
they rely heavily upon the work of those who part1c1pated in assessing

the client's vocational, educational, and behav1ora] development durwng the
orientation process. Those assessments help to ddentify the changes whlch
the client (and his family) must make in his Tife before he can properly
function in society. They. also 1nd1cape something about the clijent's capa-
city to make those changes. Both counselor and client use that information
to tailor an individualized treatment ﬂlan which reflects his special needs
and capabilities. ' v

N
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Goals may Pé]ate-specifica]1y to the crime a client committed. For example,
a c¢lient convicted of grand theft auto may have, as one 1ohg range goal, the
purchase of a car. Or a goal may relate to a family or social relationship.
For example, a client who is overly dependant on his motﬁer or father and
not used to accepting responsibility for his own decisions will work towards
increased independance and altered family relationships. or a goal may
relate to the ciientg personal appearance: a goal of an obese clignt may be
to lose wewqht hat matters is that the goal be rea11f}jg%agggircc,_ggpgp1g .
of being oakwﬁr"d and client-specific. '

B AT AT i

dile treatment plans are individualized, they all share certain cowmon
elaments. First, everyone at Fort Des Moines must work. This means that
client must either hold a full-time job in the conmunity on work release, or
attend classaes and work at the facility on a fuli-time or part-time basis.
Typically, over 90% of the residents of Fort Des Moines are employed through
its work release program. Second, everyone at Fort Des Moines must plan the
use of his income. Priorities are spelled out in the client's treatment
pian., Typically, they include family support, restitution to the victim of
the crime, repayment of prior debts, payments.of room and board %o Fort Des
Moines, and saving for a long-term goal, such as the purchase of a car.
Third, everyone is required to abide by the rules and regulations gaverning
1ife at Fort Des Moines. Failure to do so will result in punishment., regard-
less of any progress the client may be making in Other areas of the treatment

plan.

The treatment plan is developed and finalized during a client's first three
weeks at the facility. From then on, all of his actions at Fort Des Moines
are measured in terms of the plan. A client who faithfully works toward
the established goals set out in the plan can expect early release. A
client who fails to work toward those goals can expect to be terminated
from the program and returned to county jail or, in some cases, sent to the
state prison. o . '

The treatment plan approach s an important element in the Fort Des Koines
correctional philosophy. By tdentifying realistic goals, it encourgges cuch

individual client to adjust hie behavior to the actual demards of the broader
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soetety. DBy streesing performance, it emphasizes actions over attitudes
and, tﬁerefbra, dees not force the tndividual client to restructure hio
personality to fit into a certain institutional mold. By being individual-
tacd, it allows euch client to proceed at his own pace while conforming hie
actions to the requirements of the institution.

——Coun%elan j~After a treatment plan has been developed with the ¢lient,
the coun>e1or is responsible for working with the client to jmplement the
plan and for monitoring the client's progress and achievement.
this kind of assistance to the ciient, the counselor calls upon both the
resources within Fort Des Moines and those located in the community and avail-

able to the general public.

Te provide

In identifying comnunity resources and services that are appropr1ate for. the
needs of particular clients and initiating referra1s, the Fort Des Moines
counselor functions in the same way that the supervised release counselors
and the probation agents function. That is, the counselor works with the
client to define particular needs or problems that may be obstacles to
effective functioning and rehabilitation, identifies a public or private
agency that providés suitable services, initiates a referral, and menitors
the client's prooress by maintaining contact with‘fhe égency-and, through
counseling sessions, with the client.

Client counseling in the Fort Des Moines program takes two forms:
or group counseling and individual one-to-one counseling.

"tyiad"

' %w:!b;(*( *,J” . J& ?v‘{ Lof
Approximately twelve of the dnmatesi-or c11entsn~arev1nvo1veo in triad

counseling at any one time.
members each.

They are organized into four groups of three
The three man group--or triad--is the bas1c counse11ng unit.
The members of each triad share a single s1eep1ng room at the facility.

Triad counseling attempts to modify the behavior of individual c11ents
through a system-of co]lectiye respons1biiity and:intensive peer preséure.
Triads meet each week to discuss individual-and collective problems and
needs.  The counselor assigned to work with the triad brings the clients'

files to tho meeting and

draws actual examples of the c11°nts behavior

e
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from them to stimulate discussion. If a client has received negative
reports from the staff of Fort Des Moines, his employer, or any other
agency 1in the community, he is required to explain that behavior to the
other members of the triad and to the counselor. Since the negative
behavior of one member of the triad may result in the Toss of privileges .
for all three members, the other two members have a vested interest in
their roommate's actions. The triad system is based on the assumption that
the members of each triad will attempt to express and protect their indi-
vidual interests by exerting peer pressure to conform. Such pressure is
also encouraged by offering triad members group privileges, over and above
those available to individual clients, when all three members of the triad
behave positively and make significant progress towards the goals Taid
out in their treatment plans. '

The majority of the clients at Fort Des Moines are involved in individual
the primary emphasis upon the one-to-one relation-
It is characterized by the mutual

counseling, which places
ship between client and counselor.
responsibiiities of each as outlined in the treatment pian.
Counselors meet with their clients on a regular basis--usually once or twice
These meetings consist of an evaluation of the on-going performance
Positive performance

a veek.
of the client both at and outside 'of the facility.
qualifies a-client for the pr1v11eges available ab Fort Des Moines. These
include increased visitation privileges, increased participation in outside
activities (e.g., movies, sports, concerts). special room privileges (e.q..
bringing in a stereo or a radio), work or educational release, weekend
furlough, and ultimately, discharge and parole. Negative performance can
result in the loss of privileges earned previous]y,

transfer to county jail, or removal to a state institution.

temporary or permanent

Counselors also have a number of administrative fesponsjbi]ities.. Each

counselor is expected to monitor the ciient's financial affairs while he
s in the program. This includes working with the client to set up a

aeneral budget to take care of family support, reststut1on, debt payment, and

roem and board fees, collecting and d1sburs1ng funds to. cover the client's
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bills; and settling any other money 1ssues. Counselors are also responsible C”§
for reviewing all staff observations of a client and summarizing them in T
the client file (see Appendix, CCF Form 12). They are further rethred

to note and record all correspondence recefved by the client (sece Appendix,

CCF Form 13), and to note and record the reasons for any specific privileges

granted or restrictions imposed.
for informing the court of

Finally, the counselor is responsibie

all significant changes in the client'systatus
and for seeking court approval of various actions pertaining to the client.
Certain privileges, for example--specifically those which enable the
client to Teave the facility without supervision, such as work releaso

(see Appendix, CCF Form 14), school release (see Appendix, CCF Form 15),
or furlough (see Appendix, CCF Form 16)--require a court order before they
can be granted. ' ' |

The counselor ic the sole person responsible for keeping his clients'

files in order and he is held accountable for them, At any point during a
client's

> tenure at Fort Des Moines, it is possible to get a clear picture

~ . ~ . . - . . ‘:V‘A’J
of what he has done since he entered the facility and what he is expectaed {;J;
to do during the remainder of his stay by merely going through the client

file.

.

...‘v..; E . f‘“ ) .

The tlrece Fort Des Moines case counselors. operate out of a single office
located on the first floor of the facility. This arrangement encourages
them to discuss their cascloads and their counscling techniques. Like

their counterparis in supervised release and probation, most Fort Des
Moines counselors are not professtonally trained although many have college
degrees. In the opinion of the program's adminictrators, the mizture of
degreed and non~degreed counseling staff tends to prumote an atmosphere of
mutual appreciation, with counselors able to gain insights and expertise
from each other.

which further s

A certain esprit de corps has met up among counselors
strengthens the overall progran. )

-—Job Development <*No client is parofed or d1schavged from Fort Des Moines

et

un1ass he has a Job and no client remains at Fort Des Moines for long
unless he works, Thus, if the client/counselor relationship provides the

-~

¢
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skeleton for the Des Moines treatment approach, job dove1opment is its
backbone.

There are three key elements in job developrent: diagnoéis, placement,
and employer relations. Each, in a different way, involves the close
cooperation of the job developuent team, the individual c¢lient and the
counselor. - Each is also qearcd tu the ultimate goal of the progran: the
placement of the client in perminent employment which will continue atter
he leaves the facilitiy.
Each client is evaluater
to Fort Des Moines. 1nis proces
the job developer to Tecarn of his employment histovy, his interests and his
Toyment application

| by the job development team during his oriertation
5 bagins with a hasic employment interview with

aspirations. lle is instructed to 111 out an emp
form (see Appendix, Sk Form 12) which s kept on file and use§ by the job
development team for future reference.

Since one hal? of ali clients eater Fort Des Moines without @ nhigh school
dinloma, the job deveioper also vrequently encourages the client to enroll
in the GED classes available through the program. .Since almost all clients
work record, the job developar explains the "graduated job
placement" process thut the progran utilizes and describes how it works.

This initial $nterview providas the job developer with a general sense of
the client's skills and interests and where he might be.p1aced.

enter with a poor

After the in1t1a1 interview, the ¢lient is interviewed by the vocational
rehabilitation spacialist. Decpending on the client and his interests,
the voc/rehab specialist may adninister a sefies of tests to determine |
client vocational and 1nue11ectUJl skills. he may refer the.client to the local
Career Exploration Conter for a complete "orat1onal diagnosis which takes
wecks, or he way enroll the client in_one of the various

If a client shows

from one to three
technical tr11n1nq programs available in Des Mpines.
interest in cducation, he may assist him in enrolling at the local commun1ty
college classes either on a part-time basis at night or full time. Funds '
can be made available through‘the state yocatiuna] rehabilitation agency

-
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to defray educational expenses.
Des Moines facility itself,

No training is provided at the Fort
A1l referrals made by the vocational re-
habilitation specialist are to programs or 1nst1tut10ns which also
serve the larger community.

The job developer and vocational rehabilitation. specialist discuss the
potential of each client with his counselor. Their diagnosis shapes

the future employment activities of the client at the facility. This
process of diagnosis continues after the orientation period. When a
client finishes training or succeeds at an entry Tevel job, the job
deveioper and voc/rehab specialist will consult with the counselor about
new directions which the client may take.

The job developer has the primary responsibility for p.ac1ng clients
in employment. However, individual clients are only placed in jobs
outside of the Fort Des Moines facility when the counselors determine
that they are ready for it. That is, work release (placement in a job

in the community) is a privilege that must be earned by the client, )

and until he is ready for outside placement, the client will be expected . £y
to work at the facility. For this work, which includes the general
inaintenance and on-going renovation of the facility, cl1ents are given
credit toward the basic $5.00 per day room and board fee charged to
all clients who reside at Fort Des Moines. (Although the daily fee

is $5.00 per day, clients pay according to their ability.

The amount
paid by an average client is $2.00-$3.00 per day.) '

Clients who work at the fagi]iﬁy are expected to report to the maintenance
foreman at 9:00 d m. and to work dUring the day. Clients who sleep late,
fail to show up, or perform bad]y on the job are denied the privileges

of the facility. No one wakes a client up or orders
clients are responsible for their own activities. If they shirk fhéir
responsibilities, they suffer the consequences. Clients who refuse

to work are transferred back to the county jail on a temporary or perma-
nent basis.

him to work;

Nhen the counselor feels that a client 1s ready for wond release, the..

counselor informs the job developer. The Jjob developer-identifies an
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appropriate pesition for the client, either from his own employer files
or through the job bank of the cmpioyment services specialist. Once
a potential job is identified, the job developer contacts the employer,
explains the client's situation, and asks to have the ¢lient considered
for the position. If the job requires an interview, the job developer
may accompany the client and, if necessary, discuss the situation further
with the employer. If the client is hired, the job developer records

- this fact in his files, and begins to monitor the client's job performance.
For his part, the client is expected to maintain a good attendance
record, to do the work requived of him, and to behave properly while
on the Job.

Clients on work release are taken to and from their JObS on a qchedu1ed
basis in correctional facility vans. The vans leave on time whether or
not the clients are ready. In order to maintain a jeb for any length
of time. a client must see to it that he is ready to go when the van

leaves., If a c11ent is fired for poor attendance he Toses his privileges. 3
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Q> Poor job attendance is censider
faced by clients at tort Des Moines.
of privileges on good work attendance,
incentives which will ultimately serve to assist the ciient to overcome

ed one of the main employment problems
By conditioning the enjoyment
the program tries to build

this probiem.

Before the job developer p]aces‘a client in any employment position,
he must be assured by the employer that the c1jent will be treated as
any other person hired for the.job off the streat. He relies on these
assurances in monitoring the job performanée of all clients on work
release. Typically, the client dccides whether he wants to tell his
co-workers that he is a convicted offender.

The job developer regularly contacts employers to inquire about client

job experiences. He checks on the client's performance and his attitude
on ‘the job. If it appears'that a client, placed in an entry level job,
can handle a job which requires more responsibility, the job developer

may seek to place him in a higher level job. Or, aftes & ciient hand]cs

a series of short-term jobs well, he may pe.consiéerqd ready for full-time

employment. In each case, the indistrious client is moved through a
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series of Jjobs until he can hold his own at a position which complements
and broadens his skills. As a c¢lient's work responsibilitics and salary
increase, so do his chances for parole or discharge.

The graduated employment approach works bofh ways.. A client who appéars
to be reluctant to work up to his potential may be kept at an entry

Tevel job for a Tonger period than his abilities warrant and may be denied
- those privileges which he could otherwise enjoy. At the same time, a
client who has difficulty performing at one level is never moved to a
higher position. The principle directing graduated placement is that

no client should be allowed to move from a Jower jevel {o a higher

Tevel unless he has adequately performed in that Tower level to the best
of his abilities. In this way, no client's abilities ére overextended,
and no client is rewarded for mediocre performance. '

Much of the success of Fort Des Moines is due to the relationship it

enjoys with the local business community. Since over 90% of all clients
are regularly employed on work release, jobs must continually be identified
and generated. This would be impossible without the cooperation of

Tocal businessmen. °

The person at Fort Des Moines who is responsible for foétering and main-
taining this relationship is the job developer. He is the primary contact
between the program and the business community. These contacts are
actively maintained through outreach efforts (by identifying and contacting
tikely businesses for client employment); through placement efforts (by
placing clients in jobs and monitoring their on-going performance); and
through follow-up (by establishing and maintaining longer term cooperative
arrangements between the program and the employer).

The job developer uses a variety of means to identify jobs. A primary
source is the Iowa State Employment Service (ISES) Job Bank which is
available at the facility through the ISES employment specialist. Each

day the statewide microfische Tisting of available Job openings is

received at the facility. By examining this list, the smployment spécia]ist
and the job developer can jdentify appropriate'jobs for ¢iients awaiting
placement. However, since many businesses are re]bctanﬁ to hire the
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inmates of a correctional institution. the actual humber of placements
that can be made through the job bank is Timited.

Another sourcé used by the job developer is the program's own job bank,
which consists of files on every establishment which has hired Fort Des
Moines residents since the work release program began. Each file
contains the firm name, the employer or contact person, the type of

work, and a listing of the various jobs available by skill level. The

job developer periodically updates a firm's file--noting eagerness or
reluctance to accept placements, relative fairness to clients, general
turnover rate, and seazonality of hiring. The job 1ist has proven to
be the source of most placements made by the job developer.

A third source of jobs is generated by the job developtr through unsolicited
contacts, He does this by regularly phoning or visiting businesses in

the Des Moines area which may have a need for the type of employee
Generally, these are industrial concerns which

The approach

available at the Fort.
maintain a number of semi-skilled or non-skilled positions.
he uses ic to explain the program and his role in generatling Jjobs. He
then inguires if the' business would consider niring Fort Des Moines
clients. In most cases, the employer or personnel manqger will have

heard of the Des Moines program. If he is receptive and willing "to take
a chance," the job developer Jeaves his card or number and asks that he

be contacted when there is an apening available. A considerable number

of businegses that eventually accept client placements were originally
solicited in this manner. The program has aiso been supported by the
on-going efforts of local employer associaticns and labor unions,
especially the United Auto Workers. In addition, as the program has
grown, it has become its own-best public relations agent. Satisfied
employers are éager to accept more clients and often extoll the virtues

of the program to their associates who, in turn, call the program in

search of employees.

Although the program currently enjoys good relations with the business
community, the job developer must work conscioptiousiy to maintain those
relations. To this end, care is taken to insure ghat retationships

with individual employers are not -jeopardized by fmproﬁér pTlacements.
The job developer must, therefore,'be very candid when making job
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referrals. This means informing an employer of a prospective employee's

crime, his general demeanor, and his 1ikelihood for success .on the job, . ng?
It also means strict monitoring of client performance. Finally, it

means carcfully assessing a client's attitudes and abilities before he

is placed on a job.

Although the job dcvelopment progrem at Fort Des Moines has been highly
succescful, certain important jacts about the situation in Des Moines
should. be recognized and understoed. Firct, Des Moines is a highly
industrialised area, and also supports a high level of agricultural
production. Hence, there are a wide range of operations which require
a large semi-skilled and unnk’ZZFJ labor force.
and Des in pa?terYnzﬁ ‘have had unemployment rates well below

the naticral average in recent years. Third--probably due to the first
two faclors--the Fort Des Moines ‘employment program has, from its outeet,
had a considerable wnount of support from both business and organized
labor. All of these facts tend to help the program. Not every comminity

share Yos Moines! geod fortunc in this regard. Commmities that contemplate

Second, Iowa in general

Moines

a Lorb Des Moines-tupe program chould first constder the employment elimate

in their avea and then tailor their progrem to fit it.

--Maintenance of Ralationships with the Courts and Law Enforcement Agencies

Strong cooperative working relations exist between the Department of Court
Services and the other elements of the local criminal justice system.
These relationships must continue if the Department is to continue
functioning effectively. The role of the Fort Des Moines facility is
particularly critical in the maintenarce of good relations betlween the
community corrections. program and the courts and law enforcement agencies
of the Fifth Judicial District. '

As a local co.rect1on? fac111ty which complements the county jail and
state prison Sy°temiz,§8£E«Q?i Uggpes must maintain a unique partnership
w1th the courts to Gustain-ite-existence. Both Ja11s and state prisons

are granted a-level of autonomy over prlsoners when they receive them.’

In most cases, when a court sentences an offtender to a state pr1son, it

transfers all Jux1<d1ct1on over that offender to the state penal system. Qh;ﬁ

In the case of Fort Des Moines, however, an offender is p]aced in the
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in the facility.

"number.

facility by the court in lieu of more sccure 1ncarcerab1on, e1ther for

a spcc1s1ed term or as a "voluntary" condition of probat1on.~ In downg}
o3, the court ‘retains jurisdiction over each client sentenced to the
facility and must be kept abreast of all activities in which the client
participates. Fort Des Moines operates as an arm of the court,
much 1ike the probation component, although within a much more controlled
setting.

In a sense,

In practical terms, this fact has several implications. First, it means
that specific requests must be made and specific orders granted for any
c¢lient to leave the facility without staff supervision. As noted above,
all work releases, school releases, and furloughs must be authorized

by the court. It also means that the program is required to provide

the court each Tuesday with a weekly roster of the scheduled daily
activities of each client during'the rest of the week (sce Appendix,

CCF Form 17). This roster informs the court of the name and address

of each client's work release or school placement and the times and

days of that Thus, the court is made awave of the location
of every client who is authorized to Teave the facility during the ‘

week., The same.is true of weekend furloughs.

placement.

In addition, all actions
which tend to terminate the relationship between the client and the
program in any way must first be authorized hy the court. These actions
include temporary or permanent commitment to the county jail or state
prison, placement in a therapeutic treatment center, parnle, and discharge.

As Fort Des Moines has established itself in the community, the courts
have become more reccptive to the placement of higher risk offenders
Like the other elements of the Des Moines project, the
Fort Des Moines program is committed to the evtension of its services

to as many persons who can benefit from them as possible. At the same
time, the program recognises that Fort Des Moines ts not a panacea, nor
can it accommodate PaLativeiy Iigh risk deferdants in any appreciable
As such, the prégram has reststed the pladenent of known trouble-
makers and 1is quick to reveke any clients vho rrese ent eignificant control
problems. It is in the interecst of both the court’ and the faeility to

arrive at an acceptable selection process to insure securtity and'safcfy

A

while gserving the maximuen mesler of pergons,
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The residential corrections center has also establishad a number of QMD
procedures that serve to foster and promote good working relationships
with Tocal Taw enforcement agencies. _ o . , .

First, the very cexistence of Fort Des Moines serves to reduce the over-
crowded conditions at the Polk County jail which led to 1its condemnation
twice in the past. Since that time, the facility has established a good
" working relationship with the Polk County Sheriff's Department which

has facilitated the constant movement of clients to and from the jail.

Second, in order to elicit the support and assistance of local law
enforcement in the outside placem nt f’ clients, the weekly voster of
client placements is g1ven to a11ﬁ§nforcem9nt agencies'in the Fifth
Judicial District. When an officer observes a Fort Des Mpines client
in the community, he can refer to this roster to determine whether

his presence at that location and at that time is authorized. The
roster is a part of the computer dispatch. Egyv:ces of the Des Moines

police force which serves tha other Ioca] onforcemmnf agencies. (Tx

1
Finally, since none of the staff at the facx]wty are oﬁflggrs with law

enforcement powers, the facility must rely on the Tocal, enforcemant
agencies for protection in the event of any serious emergency. To date,
this service has been needed only in rare cases. But it is available,
and forms an additional link between the facility and law enforcement
agencies.

~~Termination

Various methods of temporaril& or permanently terhinating the relationship
between Fort Des Moines and the client have been mentioned, including
removal, revocation, parole, and .:charge. Each has distinct administra-
tive procedures associated with it and each sarves particular purposes

in the program.

‘Removal is the temporary or permanent traanC“ of a ciient from the

fac111ty to the Polk County jail as a result. of a general infraction of C:E

the rules and regulations governing the administration of the facility.
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These infractions may include the refusal to work or to pérticipate in

the treatmont program, the repeated commission of a genéra1 infraction
(i.c., gambling, possession of contraband) or the commwsswon of a s1ngle
serious infraction (escape, possession or use of drugs, drinking, f1ght1ng)
The extent to which removal is temporary or permanent depends upon the
nature of the offense, ihe circumstances survounding the offense, and

~the prior performance of the client. The ultimate resolution of the

issua is a decision of the counselor, his supervisor, and the facility

director. A client can be removed only by a court order. Once ‘he ordar *,,4 0"
b heoandles O n
is granted, the client is transferred to the jail in & Oorrect!onm.a611lty é&é‘:” R
Aire, b
Sl IR

van. Removal is considered to be a valuable rehabititative tool to
"shock" an otherwise intransigent client finto appropriate behavior by
giving him a "taste of jail."

Revocation is the process of petitioning the court to vacate the standing
order authorizing the placement of a ¢lient at the faéi1ity and to
restore the original sentence which followed the client's conviction.

It can be the result of the commissien of a sewrious infraction at the
facility or rearvest' for the commission of a serious criminal offense

while away from the facility. The decision to revoke a client ultimately
rests with the director of Fort Des Moines. The process of revocation

is the equivalent of a probation revocation. A formal petition is filed
with the court, accompanied by-a 1ist of particulars outlining the client's
performance history, the original conviction, the grounds for the petition,
and a full recitation of the facts which justify revocation.

Revocation requires a full adversary judicial hearing,-including the
taking of evidence, the cross-examination of witnesses (incTuding -the
petitioner), and full oral argument and rebuttal.

Parole is the transfer of a client from the authority of Fort Des Moines

to the probation component of the Department of Court Services. Parole

is ‘warranted when the client, operating under a suspended sentence, is
considered by the staff of Fort Des Moines, in consultation with the .
probation component's supervisor, to have pet farined wel énough to warrant
release from the facility. The decision to-petitfon.fd% parole is made

by the counselor, his supervisor, and the client. It involves a recognition
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that the client has modified and improved his behavior to the extent .
that he s both capable and committed to maintaining the level of ﬂ:?
performance required of a probationer. As a rule, no client is paroled

unless the program has been assured that he will be employed upon hi's

release

The parole process involves a petition to the court requesting paroie

~and it also requires the acquiescence of both the Fort Des Moines and

the probation component. A memorandum, reviewing the performance of the
client, must accompany the petition. The petitipn must be signed by

the Director of Residential Services, the superv%so&«ow counselorg, the
judge and the county attorney (see Appendix, CCF Form .18). If the _
petition is granted, the-client and his complete file ure transferred

to the probation unit. The client counselor normally assumes a consultant
relationship with the probation agent to explain the treatment plan and

to assure the client's smooth transition from one component to the next.

Discharge is the release of a client from the Fort Des Moines facility
oh the completion of his term. Convicted misdemeanants are often sentenced I
to the facility for a specified term. Upon completion of this term,

the client is eligihle.fos re1ease£, Discharge is accomplished by the
client's formally petitioning the facility for release-on the gxounds
that his term has ended (see Appendix, CCF Form 19). No formal court
order is reguired on certain diécharges because the authority of the

court effectively ends on the day the client's term is completed.

(L

In the case of a client who is sentenced for a specified term, but who
demonstrates by his performance that he has effect1ve1y and adequate]v
modified his behavior prior to the completion of -his term, the Fort Des,
Moines staff may petition the court for an ear]y‘dischargé If the”
court approves such a petition, the client is released from the facility
on an early discharge order.

£,
i

e

3-73.

PROGRAM NDIINISTRATION -

This chapter has included a series of deta11ed dcscr1pt1ons of the ’
structure, administration, and operation of the four components of

the Department of Court Services. In addition to these four components,
however, the program also includes a number of administrative features
and management, fiscal, and evaluation policies that shape its day-to-day

operations.

Central Administration

In addition to the staff assigned to the four components. the Des Mojnes
project also has an administrative unit which includes, in‘addition t0
secretarial support} three key posts: Director, Assistant to the Dirvector,
and Director of Training.

The Director bf the Devartment of Court Services is the
He reports to

¢ Director.
chief administrative officer of the Des Moinaes program.
the Fifth Judicial District Court of Iowa on all policy matters and to the
Polk County Board of Supervisors on all fiscal matters: He also serves
as the program's 1iaison to other elements of the local criminal justice
system. Internally, he assumes responsibility for overall policy direc~
tion, chairs all general staff meetings, approves all promotions to
supervisbry level, and sets the overall tone of the department. The
director also is responsible for representing the program before the
community at large. As such,'he performs a critical public relations
function in explaining program operations to citizens 'groups and govern-
ment agencies at the local, .state and national level. And, finally, ’
the director is also responsible for program funding. As a result, a
significant portion of his time is committed to Tobbying the state
Tegislature and dealing with federal, state and local agencies.

The Assistant to the Director is the chief
She 1is responsible for budget manhgement

o Assistant to the Director.
fiscal officer of the department.
and fiscal control, and administers the central managnment 1nformat1on

system of the department which analyzes and r.ports on"the activities of all

e
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components. Her other responsibilities include supervision of the central in dealing with clients who are the "hardest cases" any correctional

bookkeeping and clerical staff and screening of all prospective clerical ; } system confronts.
staff hired by the department. ' ) S
| In addition, a conscious attempt is made in the Des Moines project to have
"o Director of Training. The Director of Training is responsible for the composition of the staff, in terms of sex and race, roughly comparable
staff upgrading and skills development through training. His responsi- to the composition of project clients. A1l components of the program,
bilities include preparation of the introductory handbook which is used including the men's correctional 1ac111t> at Fort Des Moines, are staffed
by rew staff, development, together with supervisory staff, of component by women as well as men. As of 3bn87,3914, the staff breakdown of the
training plans. and the conducting of all major program training sessions. Des Moines program was:
In addition, he has responsibility for supervision of the regional office
activities conducted by the department. _ 2518 Blacks
| | 2 Spanish speaking - &549 Men
Administrative Features of the Department of Court Services _ “¥158 Whites _ 4509 Women
As in most experimental and innovative programs, the operational policies {05 78 Total {60 #8 Total
of the Des Moines project have evolved considerably since the program . _
bagan. Although the "feel" of the Des Moines program has much to do with . In addition to these general staffing policies, there are three additional
the attitudes and personal style of the people tﬁat developed the program, o , policies which control hiring and firing. First, potential staff are
there are four basic policy areas that reflect the Des Moines approach: (. €y 591?C?Cd ¥rom a pool of applicants, and chosen according to the specific
: ¢ staffing policies e ;zalE;n§:GZ:;taZ? rare’charaitngwsf1c< desired for a specific position.
o management policies ! me, the pool of job applicants 1s s0 large that applica-
o fiscal policies tions fOf ftaff po.‘t10ns~have been c¢losed (see Appendmx ADM Form 1).
@ reporting and evaluation policies A? oral Tnteﬁview ?s required of all prgspect1ve staff. Second. all
hiring and firing is done by cach component, with the supervisor of the
¢ Staffing Policies. From its inception, the Des Moines project has been : component given responsibility for staffing decisions. The director of
shaped by the attempt to develop a balanced staff. "Although many correc- the Department of Court Services veviews and passes on the decision of a
tional programs are staffed almost entirely by persons having degrees and/ 7 supervisor to fire a staff member, but, under ordinary circumstances,
or experience in the field of corrections, the Des Moines program takes he does not initiate the process of termination. Third, except in isolated
a different approach. Since much of the focus of the treatment-oriented circumstances, all operational staff--degreed or non-degreed, counselor
components is on working 1n a close counseling relationship.with S or security--enter the program at the same salary level. Promotions are
“defendants or convicted persons who have special problems and needs, the tied to merit and are not necessarily accompanied by major salary increases.
program specifically seeks out persons who--whatever their backgrounds - - : Hence, a staff member may earn more.than his or her supervisor, depending
can be effect1ve'1n working with project c]wgntsn_ Thus, the staff of- the ’ on length of service. (See Appendix, ADM Form 2, for program sa{any sca]esl)
. Des Moines project includes degreed and non-degreed staff, and profes- ~ No component pays its staff higher salarfes than any other component.
sionals and non-professionals (including “"street people" and ex- -offenders).
In the supefvised release and~FortADes Moines components, in particular, ‘éié

non-professionals have been found to be some f the most successful staff
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The staffing policies of the program have cvolvcd'oub of the actual needs

wﬂ

of the program and the situation that exists in Des MOmnes - The treatment Vg
orientation of the program demands that a relatively low elient/staff ratio
be maintained. Yet, at the same time, program funding limitatione translate

into a reiatively restricted salary scale. Forced to hire non-experienced
staff to achicve the level of staffing needed to make the operation work,
the program has turned an apparent liability into one of its abiding
gtrengths by stressing the flexibility and conmitment of the staff over

its inexperience.

The unique staffing pattern of the Des Moines program also owes much to
First, the depart-

ment was not tied to civil service regulations partly because of the fact

the governmental employment policies in Des Moines.

that much of it ecvolved out of a.Model Cities project. Thus, ex-
prisoners and "street people" were not excluded from employment because
Second, the avolution of the probation agent
and counselor positions resulted in a vmt¢atmon in which no strict state
Thus, although probation ctaff C@%.

of academic deficiencies.

or local regulations controlled hiring.
positions do not carry law enforcement officer status (as they do in many
Jurisdictions), they can be filled by persons who would not qualify for

them in other states.

o Management Policies. Although program dirvection and policy setting 1is
the ultimate responsibility of the director of the department, many of the
policies which control program operation are developed through a participa-
tory process. Each week, supervisory level staff meet to discuss program
direction. Out of these meetings come the on-going policies which control
'oyeﬁa11 program operations (for example, see Appendix, ADM Form 3). One of
the decisions which came out of this process was the sepération of the

PSI and probation supervision functions into two operations, each headed
by a separate supervisor. At the same time, regular staff meetings are
-held by the supervisors of each component to go over the day-to-day

Both of these types of meetlngs are also

operations of the component.
used as Lra1n1ng and peer review sessions.

IS
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In addition, a number of training modes are used ‘to maintain an appropriate
Tevel of program management. First, all new staff«arc introduced into the
Department on a rotational basis. Thus the new staff person 13 assigned
for a short period to each component to meet its staff and to 1earn,
on-the-spot, how the comporent operates. second, the Director of Training
develops, with steff supervisors, methods of providing on-the-job-training
for both new and experienced staff. Third, it is a.policy of the
Department to have general staff retrcats which serve both to train and
upgrade staff wiubers and encourage the ventilation of staff grievances
and complaints. in the past, these sessions have been used to sensitize
all staff to the human issues which confrontéd the program. Plans for
future retreats reveal that the emphasis has shifted to training in the
more technical couriseling and interviewing skills required of the staff.
This shift in cmphasis was the result of a staff vequest.

The use of a participatory process of decision making does present some
problamu for tke Department. It takes longer to arrive at decisions, and
it does lead io ihe gercrabion und disintbution of audditional paperwork.
However, both the Dirccetor and ithe staff of the project feel that

when people arc allowed to rarticipate in the deeisions whzch touch their
lives and work, they tend *o follow-up on those decisions more readily.
Also, since a great amount of hureaueratic red-tape is made unmecessary
by the unified structurc of the Depariment, (i.e., a number of diverse

though interrelated progrems are adwinistered within one department),

the extra time token by stal'f irwolvement in decision making i1s not
significant, and tends mercly to offset the savinge of time caused by
the program's urnificd structure.

In addition, the Director of the Des Moines project ewpk&sizes that

staff partieipation is simply the ncece ssary reverse side of the flexi-
bility of approach and cormitment that underlie the program's success. |

“If staff are to be ereative and trmovative in working with the speeific
teeds of wdividual elionts, they rmust be allowved to take an active part

n shaping the policies and procedives of the program as a whole.
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o Fiscal Policies. Although all program funds flow -through the Polk Q@é}
County budgetary apparatus, the fiscal administration and management of '

the Department is the responsibility of the Department staff itself,

The budgetary affairs of the Department are administered. through the

office of the Assistant to the Director. ATl program components have

separate operating budgets. Procedures have been established internally

for recording most staff expenditures, including telephone calls, use

of department vehicies, related business travel, etc., much as they would
Budget expenditures are thus
identified on a component basis (see Appendix, ADM Form 4 for a breakdown
This permits on-going fiscal monitoring of
Cemponents which are operating over budget are identified

be for an independent operating entity.

of 1973 component expenses).
the prbgram.
before probiems arisc. ™ At the same time, components which have been under-
budgeted in one year have their budgets adjusted, where possible, in

In cities or counties which have a wide variety of

departments, agencies or boards, it is often difficult for a centralized

the following year.

fiscal agent (e.g., the county auditor) to provide the type of current
fiscal information needed for on-going planning. Local budget divisions ‘a,;
are often understaffed, and are not usually familiar with the operations. P
of the depértments which they audit. Thug, the fact that the Department

of Court Services includes its own fiscal capability adds to the flexi-

bility of program planning.

¢ Reporting and Evaluation Policies. The various reporting forms and

procedures controlling the cperation of the Des Moines program have beern
discussed throughout this chapter.
.forms and procedures is used.

In each component, a specified set of
When completed, some forms are kept by
the component, while others arﬂ sent for” monTtoring and evaluation purposes
to the central office. The Ass1stant to the Dwrecf\?\1s ultimately

I ,,._,M._...._._//
responsible for the internal Woritoring of the program and for complying
In addition, central

records are Pept on each client who passes through the program.

with local and federal reporting requirements.
A basic

filing system has been set up to organize all of the 1nfoxmat1on genefated

by the project (sce Appendix, ADM Form 5). Monthly (see Appendix, ADM o

Form G) and yearly (sce Appendix, ADM Form 7), reports are prepared for g;j . P
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the project and are distributed not only to local and federal authorities
but also internally to each component supervisor to help him mon1tor the
month-to-month performanﬂe of hils component.

In addition to these reporting activ%ties, the Research Center of the
National Counch on Crime and Delinquency has evaluated fhe Des Moines
project for several years. (Chapter 2 WWQ-dévofed to a discussion of
the results of that evaluation, ) A number of stgnificant program changes

have been.made because of {he findings and recommendations of the evaluation.

Among these have been the recommendation to locate the supervised release
selection team at the pre-trial release office rather than at the supervised

release office. (This seemingly 1nnocuous squest1on has been 1nstrumenta1

in reducing the time from arrest to re]pasc from 3-5 days tbké‘éajém) .
The evaluation also led to the recomnendation that the pre-trial release
interview be adjusted to reflect the perceived importance of both a clean
record and extended residence in the Des Moines area (this recommendation
is expected to cause an increase of ROR release without an appreciable

rise in the failure to appear rate).
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CHAPTER 4: THE DES FOTHES COMMUMITY CORRECTIONS PHILOSOPHY

his ceclion of the handbooi cxamines the philosopkieal oy theovetical
basee of the Dee Foines Coneunidy Corrcetions Progeai. It discusses
the conusietont themrs thal vun through all four of the program's compo-.
nents and which integrate those componenis into a atngle, coovdinated
prograri.

A
Altthough the vevicus components of the Des Muines Ceoimunity Corrections
program are tailored to the heads of persons involved in different stages
of the criminal justice process, there are several philosophic themas
that underlie tha program as a whole. These themes, in both implicit and
explicit form, constitute the "Des Moines approach" to community correc-
tions. Correctional pregrems in other communities also share many of the
philosophic assumptions of the Des Moincs program, but in Des Moines, a
conscious attempt has becn made to translate a series of correctional
theories into an integrated program appiroach.

There are five key elements in the Des Foines Community Corrections

philosophy:
g Coordination
¢ Indivicualized Treatment Planning
g Ona~to-Oune Counseling
e Employment Emphasis/Job Developmant
6 Use of Existing Community Resources
Coordination

As 1in most other communities, correctional programs evolved gradually in

Des Moines over a number of years. The development of the four Des

Moines components took time, and the various compoients were originally
administered by different public and private. agencies. The pre-trial release
(ROR) conponent beéan in 1964, and was originaliy administered and funded by
a private organization, the_Haw]ey Welfare Foundation. Supervised release
was publicly funded through tie Des Moines Model Cities Program, beginning
in. 1968, but the comhonant was orjgina]?y»administered by the private
National Council on Crime and Delinquency. The two elements of the
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probation component--pre-sentence investigations and probation supervision
--were incorporated into the program in 1971 from two separate public
agencies, the Jowa State Bureau of Adult Correctivns and the Polk County
Probation Department (which supervised probationcrs convicted of indictable
misdemeanors). Only the community cérrectional facilities (Fort Des Moines
and the Women's Facility) were originally planned, implemented and adminis-
tered by the Department of Court Services when it was established,in 1971,

ATthough the four components of the Des Moines program tock shape at differ-
ent times and as different administrative units, a key factor in the program's
cuccess has been the gradual coordination of the original components. For

the past several years, all four Des Moines components have been operated

by a single administrative unit, the Fifth Judicial District Department of
Court Services. ' ' ’

The administrative cocrdination of the Das Moines program is displayed in

the following organizational chart (Charf}ﬁ). The Director of Court
Services has administrative responsibility for all four of the program
components. Reporting to the Director are.two Divisional Directors, one
who monitors the operation of Community Services (ROR, Supervised Release,
and Probation), and one who has responsibility for Residential Services
(the community corvectional faci]i%fes). Under these ﬁivision Directors
are the supervisors of the four program components. '

Although the Department of Court Services provides correctional programs
to all 16 of the counties which make up ITowa's Fifth Judicial District,
final administrative responsibility for the program rests with the Polk
County Supervisors rather than with the judiciary. All fuﬁding for the
Des Moines program is routed through the Board of Supervisors of Polk
County (Des Moines is'1ocatcd in Polk County), and the Board also hires
the Director of Court Services and sets salary levels for Department of
Court Services employees. ‘ ‘ :

Although the judges of the Fifth Judicial District do not have direct
administratjve control over the Department of Court Services, they do

N
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participate~-both formally and informally--in the deve1opment of policies <f
for the Departmeni. Since all of the four components of the program
depend upon judicial cooperation (defendants can be released on their own
recognizance or into the custody of Jocal supervised release staff only
with the approval of a judge; and only a judge can place a convict on pro-
bation or commit him to the Fort Des Moines facility), the staff of the
Department of Court Services and the Judiciary work closely togethrr,

In addition to the administrative coordination of the Des Moines program

which is achieved by having one administrative unit (the Department of

Court Services) operate all four correctional components, the program

is also functionally coordinated. This functional coordination takes

place in a number of ways: informatien shar%nq between components is

used to provide a continuum of correctional servicés to persqhs moving .

through the criminal justice system; rotation of staff from one component

to another is used both to broaden the skills of staff members by intro~-

ducing them to a wide range of correctional tasks and to make the staff

of each component more sensitive to the needs of clients and staff alike Cfai £
in each of the program's four components; weekly staff meetings and a “on! -
departmental newsTétter are also used to bring thg staff from all four

components together and to inform them of the proCeduﬁes, problems, and

successes of other components.

On a day-to-day basis, the functional coordination of the Des Moines program
goes to the heart of what an integrated community corrections program is all
about. For example, when a defendant is interviewed for possible release

on his own recognizance, an interview form (see Chapter 3) is filled out.
This form contains considerable data about the defendant, his place of resi-
dence, his employment, the names of his closest friends or relatives, etc.
If the defendant does not qualify for ROR, the interview form is given to the
staff of the supervised release component. This .sharing of informatiog
eliminates the need for the supervised release staff'to-ask the defendant
the same questions askad earlier by the RGR staff. It thhs gives the’
supervised release staff a bas. of information from which to develop a
subjective interview. ‘ '
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An ertension of this functional coordination can also be seen in the
development of client "treatment plans.” (Treatment plans are discussed
in greater detail below.) When a defendant is re1eas§d,1nto the cu%tody
of the supervised release component, a treatment plan is drawn up w1tb |
the defendant. It sets out specific pre-trial objectives: e.g., holding

a job, receiving marrisge counseling, participating in a drug or alcohol
treatment program. IF the defendant is-convicted of the crime foﬁ‘which
he is charged, the treatment plan is typically continued during the pre-
sentence investigation pertied. The plan itseif, together with other
information which program staff has gathered about the defendant, is given
to the staff person who is conducting the PSI. A report on the progress
which the defendant made during his supervised re?gase pertod typically

is included in the PSI report. After sentencing, this functional coordfna—
tion continues. I the judge places the offender on probation, the super-
vised release treatment plan often continues in effect as the probation
staff member bogins to work with tho probationer. The original treatment
plan may be modified as the needs of the probationer change, but in each

%

case the new treatment plan draws on infermation and plans developed by
other componeit staff members. If the offender is sent to Fort Des Moines,
the process works in a similar manner. Object1V&'data.and freatment

plans developcd by the staff of other components ave sent to the cognsg?ot
who will be working with the client at the Fort. .Earlier treatment plans
are modified as short term goals are achieved and new ones are jdentified.

Functional coordination of the type which takes place in Des Moines can,
of ccurse, exist in a correctional system which is not operated by a
single administrative unit. And a program which 1s administratively
coordinated may fail to achieve true functional coordinat1on.' But .
the Des Moines experience seems to indicate that a program which combines
administrative and functional coordination simplifies the integration of
individual correctional components fnto a unified whole. And the better
the coordination, the greater the scope of Fervice delivery. The Des
Moines approach emphasises the provision of corfectiona1 services ﬁt all
stages of the criminal justice process. By coordiqating the "flow" of
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services throughout that system, the Des Moines program is able not only
to scrve more clients, but to improve the quality of ‘the correctional
services which those clients receive. :

. 2
Logur®

IndividusTized Treatment Planning

(3

Since the pre-trial relecase component of the Des Moines program is a
release-on~own-recoqgnizance project, the only requirement for defendants
who are released frum jail through the ROR component is that they return
for trials they are not supervised during the pre-trial period. But,

with the exception of the pre-trial release component, the other three
parts o7 the Des Moinus program provide treatment services to their
clients. Thus, the second key elemant of the Des Moines Community Cerrec-
tions anproach is the individualized treatment p]aﬂhing which takes place
in the supervised relcase, probation and comaunity correctiomal facility
componciits. '

Althougin aifferent correcticnal programs mean different things by the word
"treatmont,” the Des FMoines program is based upon a very specific treatment Cr:
b

phitosphy:  trcatment should flow from the disabilities of the offender

t.
Wt
¥

rather then from pre-conceived notions of how to ,chaﬁge deviate behavior.

As a vresult, the program makes use of treatment pTanning which focuses on
the individual defendant or offender and his specific, identifiable problems:
e.qg.. unzimploymment, educational underachiévemenﬁ, Tack of vocational skills,
health deticiencies, psychological problems, problems with finance manage-
ment, or family and marital problems. '

When a potential client is referred to one of the three treatment-oriented
components, the first question thus becomes: . Does the client have identi-
fiable 1ife-style problems which have resulted in a Tow level of self-
esteem and which may lead to negative or criminal behavior in the future?
To answer this initial question, project staff make use of a variety of
evaluation techniques: | . '

&

&)

Client Interview. The first stage in the evaluation of

the treatment needs of.each client involves an intensive,
subjective'?nterview. Unlike theiRQR interview, which
gathers objective data about the client!s employment,
residence and criminal justice history, this interview

is used to probe the attitudes, problems and concerns of
the client.

Psychological Evaluation. Shortly after the client enters
one of the program's three treatment-oriented components,
the client is interviewed by & staff-psychiatric consultant.
The resuits of this interview are then forwarded to the
client's counsetor in narrative form. This psychological
evaluation serves as one of the key elements in the develop-
ment of the treatment plan.

Vocational Evaluation. Each of the three "treatment™ compo-
nents of the Das Moines preject also makes use of vocational
rehabilitation counselors wno are provided to the program
on toan from the Vocational Rehabilitation Services Division
of the lowa State Department of Public Instruction. Through
the use of these counselors and through access to other
comprehensive vocational testing and evaluation services, the
vocational skills of the client are evaluated and specific

vocational needs are isolated.

Educational Evaluation. The educational level of each client
is evaluated in terms of academic aptitude, skills and poten-
tial for educaticnal upgrading. In addition to the educational
tests administered by staff counselors, the program makes use
of the Des Moines Area Comaunity College educational evaluation
staff.

Testing. As part of the client evaluation process, the Des
Moines project staff administers vocational and educational
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tests, and makes use of three gencral tests: the Minnesota
Mu]tiphasié Personality Inventory.(hNPI~Short Form); the
Pgabody Picture Vocabulary Test (basic comprehension
skills); and the Wide Range Achievement Test (phonetic
skills). ‘

.Each client who participates in the Des Moines supcrviéed release, prcbation,
or coununity corvectional facilitics cowponents must sign a basic pervorimance
contract as a condition of participation in the program. The performance
contract cutlines the miniaun conditions which the client must fulfill to re-
main in the program. ~Failure to abide hy contract cenditions may result in
probation or bond vevocation, and may lead to the client's return to jail.

Although each performance contrect conteins a set of standard clauses, the
most important part of the contract is the individualized treatment plan that
becomes a part of the contract itself. On the basis of the client interview

and tha psychological, vocational and educational evaluvations conducted
after the client enters a project component, a treatment plan is designed by
the client and his counselor. Each troatment plan sets out both short- and
long-range goals which arc.specifically tailored to the individual client
and which are aimad at helping the client to overcome those conditions and
behavior patterns which niay Tead tc anti-social or criminal activity in the
future. '

Short-range goals typically address the client's nost immediate needs: e.g.,

health care, crisis psychiatric counseling. shelter, clothing, food. To
achieve these short-range goals, the Des Moines project staff may refer the
client to one or more of the community agencies in and around Des Moines
which provide these basic services. Long-range goals typically focus on
the nced for educational upgrading, vocational training, and employment.

As a result; the treatment plan may call for the client's.participation

in a wide'varfety of services: drug or alcohol treétment; marital and

family counseling; finance managementi training; intensive; long-term ‘
psychiatric counseling; extended medical care, etc. To help the client
achieve these long-range goals, the counselor may refer the client to local
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educational and vocational programs, to an a1coho] or_drug rehabilita~
tion program, to medical and psychiatric treatment programs, to marital
counselors, or to a wide range of other service agencies. And, most
important, the program provides intensive in-house job referral and place-
ment services to every client (see the discussion of job development
activities below). '

The purpose of the individualized treatment plarnning used in the Des
Moines program is to avoid the preconceived rehabilitation formulae which

“have often been institutionalized in other correcticnal systems. By

focusing on the specific problems and needs of each client and involving
the ¢lient in the development of his own treatment p]ah, the Des

Moines program has attempted to eliminate unreal expectatiohs from its
treatment approach. Each Des Moines project treatment plan is expected
to set out specific actions which the client will take to address
specific problems. In this way, the client and his counselor have an
explicit set of shared treatment goals to work toward. Through
individualized treatment planning, clients and counselors thus develop a
specific, case-by-case definition of "rehabilitation," and set realistic
goals in order to achieve it.

One-~to-One Counseling

The third key element in the Des Moines Community Corrections philosophy

is the emphasis on one-to-one counseling. As with individualized treat-
ment planning, three of the four Des Moines components -- supervised release,
probation, and the community corrections facility--make extensive use of
one-to-one counseling. When a client enters one of the three treatment-
oriented components, he is immediately assigned a counselor. It is the
counselor's responsibility to coordinate the péycho]og?ca1f vocational

and educational evaluation of the client. The client and counselor,

working together, then develop the client's individualized treatment plan.
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The c1went/coun¢e.nr relationship is v1ta11y important to the entire ;“j) Hoines project feel allows for close monitoring and. superv1snon. The
treatment effort. In working with a c11ent, the counselor performs both caseloads in the probation component average about UJ“fS clients, and
structured and unstructured functions. The structured functions of the the staff fee1? tﬁat this Ieve{ ' t?o thh' ver Lhough.some proba-
~ counselor include conducting client interviews, coordinating the testing tio?ers (especTaT!y those ?onv1cted of misdemeanors) req91fe‘on1y
and evaluation of the client, development of the client treatment plan, mininal supeers1o?, the high caseloads are felt to’haver11T1Fed the
coordination of clienat referrals to local service agencies, the monitoring quality of coun5é11?g services. In thg Fort Des Hoines Tac111ty,‘the
of the clicnt's achisvement of both short- and Tong-range treatment goals, client/staff Pat?o is very Tow. Th? comgonent has one staff member
and the prcparation of reports on the client's progress as requested by for every tio c]1cntsf.and the apility 0..the Stéff of the f?rt to
the court. keep close track of clients is correspondingly high. In addi-
tion, the physical design of the Fort Des Moines facility promotes
In dddition to these structured functions, the counselor is alsc expected Glose c1ient/c0uhse1or re?at?onships. Cogn;e]o?s at the Fprt.do not
to perform a numbar of unstructured Tunctions as well. One of the elements have private offices, and this fact,’ conbined with the lay- OUt of he.
in the anti-social or criminal behavior of many clients is the client's facility, forces frequent client/counselor lﬂteYaCtWOn.
Tow Tevel of self-esteem and respact, urnwilliingness to be responsible,
and a gercral feeling that "no one cares." Thus, an effective client/ To help achieve the honest interchange of ideas and concerns upon which
cognse]or relationship must be one in which the client coumes te under- £ effectwv?'cou§se11?g must b? bascd, the Des Moqnis FrégTém also attempts
stand that someone doos indeed "care." _ Cfﬁ Lo to recruit and train counselors who share some of the ciients' character-
' i istics. An attempt is made, for 1nstancc, to have roughly the same per-
In its most simple form, this means that the counselor should be avail- centage of minority manbers on the counse}wng staff as are found among
able--not only during scheduled counseling séssions,‘nof only during the ciients. In addition, the percentage of women on-the counseling
office hours--to help the client confront his own reality, his own staff is roughly the same as the percentage of tbe clients who are-women.
problems. And it means hiring and training counselors--whether profess- The program does not, however, assign only minority staff to counsel
jonals or "street people”--who have the desire and skills to work with minority clients, nor exclusively assign women counse?ors to women
clients without assuming either an authoritarian or an "all-accepting" clients. But 1# does attempt to offer a counselor population which is
attitude. The goal for counselors in the Des Moines program is to say to generally similar in demographic terms to the ciient population.
the client, both explicity and implicity, "We care about you; now you : .
take the responsibility to care about yourself." Given the fact that many of the program's c¢lients have more fstreet edu-
: cation" than formal education, the Des Moines program,a];p attempts to
Client/counselor contact is maximized in the Des Moines approach. The keep a balance of bdth professionals and "stregt people” on its counsel-
frequency with which cach client meets with his counselor is ing staff. And, although the two types of staff b*‘”? differen? skills
determined by two basic factors: 1) the amount of supervision and assis- to counseling, the salary for professiona1-apd non-professional counsel-
tance which the counselor feels the client needs; and 2) the siee ¢f the . ors is the same. Although:this sa]ar¥ p?licy qccasiona11y Causes some
counselor's caseload. _Chents in the‘supcrv%sed releése component ' £ friction among the counseling staff, it is felt overall to havet .
typically meet with their counselor about once a week, and counselor é:; g Strengthened the ability of the program to tailor its services to the
caseloads average about 20-25 clients, a level that the ctaff of the Do : actual .needs OfAlFS clients. \5123&,§1?;X scale for the Des Moines project

roa « e .,.4,"@ ¢gi‘
may be found in Append1x - -of- bhdptermﬁ, hHM Form 2.)" Tees b hoen 2 ¢
A

%
£
L]

;QKVLLX //(

oy To- -
. . .. “ . s




4-12

The importance of the counseling function in the Des Moines program °

is underscored by one other adminstrative policy. because a good
counselor may not'necessari1y.make a good administrator, the salary
scale for the program has been constructed so that it is posé1b1e for
some counselors to make a slightly higher salary than a program supevr-
visor. Thus, good counselors do not need to be elevated to tasks which
they do Tess well simply to achieve higher salaries. This salary policy

appears to have worked well in the Des Moines program, and it is one more

tangible indication of how much importance is placed on the one-to-one
counscling function.

Employment Emphasis/dob Development

The fourth key c]eﬂmnt in bhe Des Moines Community Corrections philosphy
is the program's emphasis on JOb development as a waans of increasing

the Tevel of client employment. Although the Des Moines pragram attempts

to avoid pre-conceived rehabilitation forinulae, the exception to this
_vule is the emphasis on employment. The Des Moines program is based

on the clear assumption that the maintenance of a good jub is the sinq]e

most important factor underlying positive changes in client attitudes

and behavior. In this sense, the Des Moines program is grounded on a

belief in work therapy. and considerable program energies are focused

on helping clients to find, secure and maintain good jobs.

Job development services are integrated into the three treatment-
oriented components of the Des Moines program. Two coordinated job
development units are used--one located in the office which houses the
. supervised release and probation components, and one located atvFort

Des Moines. Each of these two job development units is-made up of three .

staff mombers: a job developer, a vocational rchabilitation counselor,
and a representative of the Iowa State Employment Service. Although the
three members of each job development unit work together-as a team and
.strict separation of duties is avoided, the job déveioper generally is
responsible for probing the client's employment histofy,'determining‘the
client's current job skills, identifyiné the ciieﬁt's own employ-

ment gOais,'assisting the client with job applications and interviews, and
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contacting local employers to generate new job openings for program
clients. The vocational rehabilitation staff persor assists 1in
identifying ¢lient vocational ‘constraints, and refers clients who

need vocational training to the appropriate local vocational programs.
And the staff person assigned to the program by the Iowa State Employ-
ment Services office uses a job bank--a 1ist of available Jjobs which
is listed on microfiche and updated each day--to locate. those 30b9

for which program clients are gqualified.

The two job development units work closely with the counseling staff

of each of the treatment-oriented components. Given the emphasis in the
Des Moines program on one-to-one counseling, the counselor serves as

the primary contact person for each client. 1t is the counselor who
coordinates the educational, vocational and psychological evaluation of
the client, and deveiops the client treatment plan. Typically, the
counselor will refer his client to the job development unit during this
evaluation and treatment planning process.

‘The degree to which the job development unit works wiﬁh each client is,

of course, determ1ned by the employment status of the client. If the
client has a job with which he 1is satisfied when he is assigned to one
of the program camponents; his use of the job development staff may be
minimal. 1In these cases, the job development unit will be used by the
counselor on a case-by-case referral basis in much the same manner as
he makes use of other community resources. However, many program clients~~
especially those at Fort Des Moines--do not have jobs when they enter
the program. Indeed, some have no employment experience at all, while
mary others have had a series of unrewarding job experiences, holding
a job for only a few weeks at a time. It is with these clients that
the Jou development unit works most closely, often worL1ng as closely
with the client as does his counselor.

The job deve]opment prOCLss used in the Des Moines program can best be
descr1bcd by focusing on a typical client enterwng Fort Des Moines, the

'tYPe of client who generally needs the mnost employment counseling and qob

development assistance:
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After a brief orientation period during which the client
works with his counselor to become adjusted to Fort Des
Moines and to develop his performance contract, the
client is referred to the job developer at the Fort.
During an initial interview, the client is helped- to i1l
out a standardized "employment record" form used by Iowa
State Employment Services offices, and the elient's pre-
sentence investigation report is reviewed. Through con-
versations with the client, the job developer begins to
probe the preblems and successes which the client has had
with past employment. The employment aspirations of the
client are discussed, and areas in which the client has
actual skills are reviewed.

In many cases, clients will inflate their descriptions of
past jobs or indicate that they have skills which they de
not in fact possess. In these cases. the job develeper's
role is to help the client gradually to cut away ynrealistic
expectations and practiced excuses about the reasons far
past employment failures. The goal is to help the client to
take stock of his actual skills, and to determine whether
those skills are adeguate to qualify the client for the jobs
which he would 1ike to have. If the client has insufficient
skills, the job developer helps the client to identify his
two basic opticns: 1) to take a less attractive job for
which he is qualified, or 2) to get the educational or voca-
tional trSThing\nceded to qualify for a more skilled job.

O0ften, the client will decide to combine these opticns, by
talking a Tower skilled job and also participating in educa-
tional or vocational training programs. To help the cliept-
upgrade his cmployment skills, the job developer refers the
client to the rchabilitation counselor loaned to the Des
Moines program by the Vocational Rehabilitation Services
Division of the Iowa State Department of Public Instruction.
The client may then be enrolled in the local Career
Exploration Center, in vocational training programs, in a
CED program, or in higher ‘education courses.

Placement of the client in his initial job is coordinated
by the job developer who first goes to his own list of
employers and employment openings. Since one of the job
developer's prime responsibilities is to truly develop
jobs, he makes contacts with employers through a variety
of means--everything Trom talking to members of bowling
leagues about their firms and job openings, to contacts
with employer associations, to "cold turkey" approaches
" in which the job developer walks into a coempany, asks to
see the perscnnel director, and explains what the Des Moines
project 1s all about. ‘

)
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If the job developer's own list of employers and job openings
does not produce an employment opportunity for the client, the
job developer turns Lo the staff person Toaned to the program

by the Towa State Cmployment Services division. The ISES §taff
person typically makes use of a job bank system that.contawns

a 1ist of jobs (updated daily) displayed on a microfiche '
system. The ISES staff person also maintains contact with other
ctaff at the ISES offices %o monitor turnover in listed jobs.

When a job is located in which the client is interested, the

job development staff helps the client to fill out the necessary
application and, in a few cases, attends the job interview.
Employers are told that the client is an inmate at Fort Des
Moines, but in most cases it is up to the client to decide if

he wants to tell his co-workers that he i¢ a convicted offender.

Typical first jobs for clients with little job experience may
pay only $2.00-2.50 per hour, but the job deve'lopment staff at
the Fort is also available to help e client who proves that he
can handic a Tow skilled job move up to a higher skilled, better
paying job. After a client is hired, the job development staff
makes periodic phone and on-site checks with the employar to
Find out how the client is doing on the job; if the c!went is
having problems at work, the job developer and the c11ent's
counselor often work together to try to find a solution.

Since many Tort Des Moines clients have had no positive job
gxperiences, sova clients either refuse to work or seek emp10y~
ment with a half-hearted attitude. To these clients, @he job
development staff makes it clear that Fort Des Moipes 1s
intended only for those who want to wovrk-and/or receive _
additional education. (In a few cases, a counselor may refuse
to let a client work i he has a spccial problem that is felt
to require special treatment, but this is the exception to the
general rule at Fort Des Moines.) A client at the Fort quickly
Jearns that having a job is a prerequisite for privileges at
the Fort. Clients who do not have a job typically.do not
qualify for such rewards as increased visitation, the ap111ty
to leave the building, participation in activities outside the
Fort, overnight or weekend furloughs, and, of course, parole.
For clients who eventually indicate that they are simply not
interested in working, Fort Des Moinss is not the appropriate
remedy, and these clients are typically sent to another facility
(county jail or state prison). .

The emphasis on client employment and job deve]dpment services is reflected
in the high employmeént rates for Des Moines program clients. Since‘super-
vised release clients participate in that component for a_re]atively.short
period between their arrest and trial, the range qf employment services
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which they can make use of in that period is limited. Nonetheless, although €:§
only approximately 50% of clients entering the supervised release program

were employed at the time of their arvest, approximately 80% were employed

during their period of assignment to that component. In the probation com-

ponent, approximately 67% of all clients were enployed at the beginning of

their probationary period, while 83% were cuployed at the time of the

termination of probation. The results at Fort Des Moincs were the most

dramatic. Approximately 63% of all clients assigned to Fort Des Moines

were employed at the time of that asiqugﬁpt 9thfu11y 95% were emp]oyed

at the time of thair termination. ‘2 £7In add1l1on, many clients™ih each compo-
nent upgraded their employment--moving to higher paying and more skilled

jobs--because of job development efforts. Still others received educational o,
.. . . . . L !
training which opened up a wide range of future employment opportunities. ‘>§

X R
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up contacts with employers after a program client has been employed, local

e
e

Because the program provides ongoing job counseling and makes periodic follow- E p
;
;

employers whe have hired Des Moines program clients are generally enthusiastic B \.
supporters of the Dgs Moines approach. Several local firms have committed _ﬁ;} §
a number of permanent job slots for program clients. From the emp]oyer'é { *€¥
view, the counseling back-up services and the fact that Fort Des Moines } ﬁ
employees are taken to and from work each day often means that program 5 &;
clients are more dependable workers than other employees. g ‘%i

o

bracs)

Although Fort Des Moines clients are driven to and from work each day '
(because of the Tocation of Fort Des Moines and the inadequacy of public
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transportation), the counseling and job development staff at the ‘Fort make éz
it clear to each client that it is up to him to take responsibility for ; éi
keeping his job, Counselors do not wake clients up in the morniqg to make ok
sure that they make it to work. If a client oversleeps; or misses the van L&
which is to take him to work, he must take the consequences, whether it

means a day's lost pay or the loss of the job itself. In cach of the
treatment-oriented components, the attitude taken toward jobs by the staff
is that which underlies the program as a whole. Each client will receive
the assistance he needs to get a job (or some other serv1ce) but the -
client is expected to take the responsibility wh1ch any employed worker
must také to keep his job. Help is prOV1dei, but client responsibility is
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With clients who have little self-discipline and/or ]1ttlo employment ex~
pcr1ence, the job development ataff typically starts the client out in a
Tower paying job in a field where high turnover is expected by the employ-
er (e.g., a janitorial job). There are two basic reasons for this
approach: 1) clients with no job experience have to learn what working
itsc1f is all about before they are ready for a higher skilled job, and

2) if a client who has little job experience fails in a low level job, his
failure will not endanger the continuing relationship between the program
6nd Tocal employers who provide better paying, more hiyhly skilled jobs.
Simply put, the job development staff attempts to place a client in a Job
which he can handle. Typically, the client's treatment plan or performance
contract will indicate that when the client had shown that he can keep a
Tow Tevel job, the job development staff will help him Find a higher paying,
more skilled jbb. In each case,.the counseling and job development staff
attempt to give the client more and more responsibility through better
jobs~~but only as the client shows that he or she is ready to handle that
Tevel of responsibility.

Given the importance placed on client employment in the Des Moines proaert,
it is rortunate that the unemployment rate in the Des Moines area is Tess
than 4b£la vate significantly below the national average. Clearly,
communities which have higher unemployment rates will find it more difficult
to develop jobs for clients of correctional programs. However, the Das
Moines approach clearly indicates the importance of employment as a
cornerstone of any rehabilitation effort. For those clients who have been
convicted of a crime, a job beccnes a personal resource--providing both
income and self respect~-which will help the client make the transition
back into the community at the end of probation or 1ncarcerut10n. For those
clients who are helped to find a job or to get vocational tra1nan before -
trial and then are found innocent, their job is no less a‘resource--a
resource wh1ch may prevent a future arrest. The comprehensive evaluation
.of the Des: M01ncs project indicates that of all the characteristics of the
program's c11ents, the most important in terms of program Success is
employment.  The program's emphasis on client employment and Jjab devalop-
ment activities reflects the 1mportanue of that finding. '
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Use of Existing Community Rescurces

The fifth basic element in the: Des Moines Community Corrections philoso- ' Q;}
phy is the program's emphasis on the use of existing community resources.

In many communities, correctional services and programs are brought in to

the institution itseif. Recreational and educational programs are operated

in jail, medical services and specialized counseling are brought in to the

offender, and jails and prisons may include inmate shops and industries.

The Das Moines program takes the opposite approach. It attempts to make

the maximum use of thosc programs, services and resources already existing

in the local community. Rather than bring services and programs in to the

client, it attempts to get the client out into the cormunity, where the

services and programs'are offered.

There are two basic reascns for ‘this emphasis on the use of existing commuy-

nity resources: 1) the cost of establishing new services is enovrmously

expensive, and 2) the goal of the Des Moines program is not to help clients

Jearn to function irn correctional institutions but to help them gain the

confidence and personal skills which will enable them to function more Yy
effectively 1n}tﬁe comnunity. H

T

The Des Moines program, of.course, does provide some services in-house.
A1l threa of the tresiment-oriented cdmponents make use of the services of
a consulting psychiatrist, who interviews clients when they'enter.the
program, consults with counselors about specific c]ienf problems, and is
available in crisis situations. In addition, the program does have two
job development units (see above) which include on-loan staff having
_vocational rehabilitation and job placement skills. But with these
exceptions, the majority of specialized client services are provided by
agencies and institutions which are independent of the De§ Moines program:

Counselors in the Des Mojneé program bear the primary responsibility for

" referring clients to the relevant service agencies. During the psychiatric,
vocational and educational evaluation of the client and the development of
an individualized treatment plan (see above), the counselor is expecﬁed'to
identify those services or programs in which the client will participate éf

as part of his treatment. [ach counselor in the Des Moines program has a

-~
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Tist of scores of Tocal agencies and programs which provide services that
may be needed by a client. But the counselor is expected to do more than
refer to a listing of Tocal community services. As part of his work with
a client, the counselor is .expected to maintain personal contact with the
staff of agencies which are freguently used by program clients. And after
a client has been referred to a local agency, the counselor's job is to
monitor both the performance of the client in responding to assistance, and
the performance of the service agency in providing the heeded assistance.
fhus, the counselor's job is to act as an on-going advocate for the client
as he makes use of local resources, and to help cut through the red tepe
that may co@?rain flexible service delivery. .

The 1ist of agencies and services to which Des Moines program clients ave
referred is long and varied. The evaluation of the Des Mcines project
indicated that the Tevel of resource utilization achieved in the treatment-
A total of more than 50 separate
Examples

oriented components was very high.
vesources provided over 1,000 services to c¢lients during 1973.
of the community services which are most often used by the program ave:

Employment counsaling and job placement
¢ Vocational rehabilitation and training-

¢ Educational upgrading (GED, high school, or community
coliege courses) '
e Psychological diagnosis and specialized treatment
@ Drug and Alcohol de-toxification, counseling and treatment
& Financial counseling and finance management training
& Medical care '
- ¢ ‘wugal dssistance
6 Family and/of marital counseling
s Welfare assistance
¢ Housing assistance

.The decisioh'not to try to build a wide range of services into the Des
Moines program was originally based on a simple financial reality: the
program could not afford to include a variety of specialized counselors in
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its budget. Underlying this fact was the awareness that evcn 1f the

funds for such services were avdilable, the Des Moines program would

be providing 9pQC1a11/pd services on an intermittant basis, and would
‘Tikely not provide the qua11ty of scrvices available from a full-time
service agency. In addition, since local service agencies are funded to
provide services for all community residents, pfogram staff felt that
those services should be used by clients of the Des Moines Community
Corractions program as well as by other local residents.

The strong ciphasis uit using existing community resources is also based

on a correctional philosephy which has shaped the Des Moines program

from its incevtion. This philosophy s grounded on the recognition that wods 4
all offendevs eventually veturn to the comnunity. As a result, the Des

Moines program is aimod at answeiring the question'How can the offender

(or defendmit) be hulped to gain the skills and attitudes that will make

hts return to the compmunity move suczezssful?  And since the client's

az::a"‘)

teintggration into the comaunity is the goal, the program is based on
the belief tiiet client treatment should Togically take place in the o
community itself. Q%a

w i
£

: i
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Viewed from another persinctive, the Des Moines approach is based on the
belief that keeping a person in jail prepares that person only to be a
prisoner. As a result, the Des Hoines program works w1th each client in
the community in an aticmpt to prepare the client to cope with and live

in that community. And, according to existing evaluations of the Des
Moines program, it is an approach that pays off.

‘Jat to be conclusively determincd. Other

(&)
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CHAPTER 5: THE "UNIVERSE" OF CORRECTIONS PROGRAMS

Federal, state and local corrvections agencies and governmental cntities, as
well as private organiiations and fowwlations, are currently operating inno- ~
vative correetional programs throughout the country. These programs vyn the, f“giri‘
gamut from those which attampb to roform or treat lbow-breakers prior to “Frial
(pre-trial), to those which deal with defendants only after conyiction (posi-
trial), and finally to those which ave dzsigned to reintegrate into normal
society prisoners who have been veleased from confinement (post-institutional).
Some of theze prograns ave truly cxp szanﬁal and their ultimate value has
have been in extstence for a number
years and have proven to be exmtremely sucecssful. This chapter of the
1raznznq handbook atteupts to describe briefly many of the innovative and
worthwhile poograns which have been or are being operated throughout the
country. 1 ‘ .

4As you read thﬁougn this deseription of some of the correctional prograns
being tried. by various communities, you will note that the Des Moines
project doeg not include many of these programe. In faet, your community
mav well have a number of correctional programs which Des Moines has not
yet incorporated into its correctional approach. In addition, you may know
of correctional experiments that are not discussed in this chapter. How-
ever, the purpose of this chapter is not to be exhaustive or definitive.
‘Tnstead, it 18 intendad to nZace the Des Moines program in the c-rtzxt of
other corvectional innovations and alternatives. Although you may already
be familicx» with mary of the prograis deseribed in this chapter, it may
provide some new perspe 1tives as to the tupe of correctioral programs which
your commiriaty might institute in the futvre.

The following outline indicates the organization of this chapter of the
handbook.

[
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This section of the manual describes only those correctional programs
which are designed for adults. Though there are, in fact, many worth-
while juvenile programs, a deﬁcr:pt1on of them is heyond ihe scope of
th1s handbook. :
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CORRECTIONAL PROGRAMS

I. PRE-TRIAL PROGRAMS
A. Diversion
1) Screening-out
2) Deferred Prosecution
3) Crisis Intervention
4) Diversionary Alcohol and Drug Programs

B. Pre-trial Release
1) Citation Release
2) Warrant Relecase
3) 10% Bail Deposit
4) Release on One's own Recognizance (ROR)
5) Supervised Release

II. POST-TRIAL PROGRAMS
A. Sentencing ,
1) Pre-Sentence Investigation (PSI) and Repor
2) Sentencing Boards and Statutory Sentences
3) Classification of Sentences

B. Probation

1) Differential Caseloads
2) Financial and Manpower Assistance.for Local Probut1on Programs
3) Intens1ve Probation/Intervention

C. Inst1tut1ons
1) Coeducational Reform
?) Educational Programs
3) Hork Release
4) Home Furlough
5) Pre-Release
6) Residential Community-Based Programs

III POST~INSTITUTIONAL PROGRAMS
A. Parole
1) Parolee Rights
2) .Parole Reorganization
3) Caseload Reform
4) Parole Aide Programs
5) F1nanc1a1 Assistance Programs

B. Re-entry Programs .
1) Prisoners' Associations
2) Halfway Houses (post-Institutional)
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I. PRE-TRIAL PROGRAMS

A. Diversion

Two alternatives face a person who has committed an 91legal act. He can

be arrested and processed through the standard criminal Justice system,

or else he can be diverted and processed through non-criminal programs.

The second a1fernative, pre-trial diversion, involves the halting or sus-
pending of formal criminal proceedings against a person who has violated

a statute, and it also often involves the placing of that person inte

a treatmeznt program which is outside of the normal criminal justice process.

Part of the significance of pre—trja1 diversion 1ies in the role it plays
in keeping the criminal justice system 1in operation. If all law vio]gtions
were processed officially and completely, the criminal Jjustice system would
collapse because of huge caseloads and enormous costs. An example of the
cost savings afforded by the diversion of accused pefsons is the Project
Crossroads program in Washington, D.C. The per capita cost of Project Cross-
roads was estimated at $6.00 per day, while at the same time the per capita.
cost of institutionalization in D.C. correctional facilities was estimated
to be approximately $17.00 per day.

Over and above the practical significance of diversion there is the positive
fact that-diversion gives society the opportunity to reallocate existing
resources to programs that promise greater success in Towering recidivism
rates and in rehabilitating offenders. The format processing of criminal
defendants from arrest to trial and conviction and possible institutionat-
ization unnecessarily stigmatizes large numbers of people, often needlessly
removes them from society, and in fact rehabilitates very few.

1. Screening-Qut’

FR

screeni HQ outv

, 1

A commonplace example of diversion is discretionary
by the police and the prosecutors.  Police commonly use alternatives
to arrest, such as reprimanding a suspected bffender, referring him

to his.family or other agencies, or requiring that he make restitution
to his victim. These alternatives are used in situations in which

s
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arrest is viewed as inappropriate, such as in many conflicts between
husbands and wives, landlords and tenants, businessmen and customers,
or management and Tlabor.
prosecute a case, or to dismiss charges against a.defendant. This
prosecutorial discretion is often based on the realization that the
of fender would not benefit from further processing by the criminal
justice system. Alternatively, this discretionary screening-dut

may reflect the prosccutor's pevception that the benefits derived from
prosecuting the case would not justify the cost and expense of pro-
secytion.

Similarly, prosecutors often decide not to

Deferred Prosecution

A second and major example of pre—triaTAdiversion is defgrred prosécu-
tion. In deferred prosecution, persons who are accused of certain
criminal offenses and who meet pre-established criteria have their
prosecution suspended for a specific period of time and are placed in
rehabitlitation progroms. b;f the conditions of the diversion refavrral
are satisfied, the case”wiﬁﬁibe’dismiséed. If the conditions are not
satisfied, the accused person is returned for'norma1 criminal process-
ing and prosecution. Two of the pioneering pre-trial diversion programs
of this nature are the Manhattan Court Employment Project in New York
and Project Crossroads in Washington, D.C., both of which were started
in 1967-1968. Today, similar deferred prosecution programs exist or
are about to become operationai in approximately 50 metropolitan areas.

There are two basic models for deferred prosecution. In one model, no
formal chafges are lodoed against a person who has been arrested; instead,
after the arrest, the individual is screened according to'a number of
criteria in order to determine whether the person is'éligib1e for par-
ticipation in the diversion program. These screening criteria vary from
project to project, but, in general, an accused who fails to meet any of
the following criteria may be disqualified: : ‘

Residency: The accused must be a'resideng of the city or county
in which the program operates.

5-5

Age: There is usually a minimum age requirement of 16 or 17
years, and there may also be an upper 1imit of 25 to 45 years.
Charge: Some programs are limited to misdemeanants; others
also include non-violent felons.

Prior Arrests: Some programs admit only first offenders, while
others restrict eligibility to persons who have no more than
one prior misdemenor conviction or who are non-habitual

offenders.

Unemployment: Some programs require participants to be
under- or unemployed. However, this requirement is not con-

i
2 freed

sistently enforced. o717 (.

7

Admission of Guilt: Programs often require that participants
admit that they committed the alleged act. '(This requirement
has resulted in some serious constitutional questions about the
legitimacy of some deferred prosecution programs. )

If the individual meets the program criteria and if he agrees to waive

his constiﬁutiona1 right to a speedy trial, the staff of the project and
usually the district attorney will ask the court to defer formal charging.
If the individual successfully completes the rehabilitation program,
which generally involves regular participation in educational, vocational,
and/or counseling activities, the prosecutor will dismiss the case. If

the individual participant fails to adhere to the requirements of the
program, the'origina1 charges will be reactivated and the defendant will

_be prosecuted.

In the second model, formal charges are first 1odged_before an individual
is screened for eligibility in a particular intervention project. If the
court and (in most casés) the district attorney agree, further criminal
proceedings are susﬁended pending the outcome of the individual's par-
ticipation in a rehabilitation program. chcessful completion of the ‘
program results in a vrequest that the original charges be droppeq.' Un-
successful participation results .in regular proceedings on the charges.
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A specific type of deferred prosecution that is.gaining popularity

is the program designed to provide non-criminal alternatives for people
accused of drunkenness or drug abuse.
attorney defers prospcut1nq persons charged with alcohol and drug
v1o1at)ons 1F thc o.fenle“ agrees to enter-a rehabilitation.program.
If an offendcv premature1y leaves or 1s d1sm1ssnd from the program,

In thesc programs, the district

criminal charges are brought.

An example of a drug abuse diversion program is California's Special

Proceedings in Narcotics and Drug Abuse Cases (Chapter 2.5 of the

California Penal Code). In this program, the dis{rict attorney first

determines whether the defendant successfully meets all of the stat-

utorily-required criteria. If the defendant satisfies the criteria,

he is referred to the probation department, which then conducts an

investigation into the defendant's background and prepares a report

and a recommendation to the court. The court then determines, with

the district attorney's consent, whether the defendant should be di- Qi:} PN
verted and referred for education, treatment or rehabilitation. The =,
d1vers1on program lasts between 6.mpntng and _ 2 years; when and if the

de.endant successfully. comp]etes hxs“pvocram3 the charges are dismissed.

"o

Crisis Intervention

The third category of diversion is crisis intervention in interpersonal
disputes. This category consists of those programs in which the police
department or another agency intervenes in a conflict before arrest and
entry into the criminal justice svsiem becomes necessary. An example is
.the Family Crisis Intervention Projectaﬁhich originated. in New York City.
Officers are trained to intervene in family and other interpersonal .
disturbances and to resolve the conflict on the scene. If the police
are unsuccessful, formal action may be necessary and the dispute is

referred to the prosecutor.

2
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The Family Crisis Intervention Project 15 a demonstrat1on program based on e
outstanding research and the Night Prosecutor program-has been designated Sd
an "exemplary project" by the National Institute of Law Cnforcement and
Criminal Justice. Printed information about both proyrams is available
from the National Fnsiitute.Ceaman-d  Hoalol e
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Another example is the Night Prosecutor Program of Columbus, Ohio.
Minor criminal cases arising from neighborhood and fahi]y disputes
are screened and referred to trained hearing officers for media-
tion. For the convenience of the disputants, hearihgs are scheduled
for evenings and weekends, normai]y within one week after the
complaint is filed. Subsequent to the hearing, a student clerk
assigned te the program telephones the parties involved and.deter-
mines whether the dispute has in fact been resolved. If the conflict
is still unresolvable, the hearing officer may recommend the filing
of a criminal complaint.

Diversionary Alcohol and Drug Proqrams

A fourth exampgecefcfne’tr1a1 diversion is a1ternat1ve placement or
treatment for dvrurks and drug addicts. In these programs, once a
drunk or a drug-addicted person is picked up by the police, he 1is
assigned to a treatment center for a specified Tength of time. In
some programs, the person who is picked up is given the choice be-~
tween treatment or criminal prosecution; in other programs he is

What these programs
have in common is that offenders are removed fron the criminal justice

system and are placed intc non-criminal treatment programs.

mandatorily assigned to the treatment center.

These
programs differ from deferrcd prosecution in-the there is no threat
that the offender will be prosecuted after he is assigned to a treat-
ment center. )

. Pre-Trial Release

-accused person is

The second type of pre-trial correctional reform is pre-trial re-
lease. Studies which have sought to isolate how pre-trial dentention
affects the sentencing decision indicate that the mere fact that an
incarcerated prior to trial may cause‘judges to
hand down longer sentences. In addition, the financial and social
costs of pre-trial detention for many dccused persons far outwe{gh

any benefit the public receives from total confinement. Pre-trial
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detention prevents defendants, who are good-risks to appear for trial
but who can't raise the necessary bail, . from carning money and unneces-
sarily imposes great financial and social hardships on them and their
families. Finally, pre-trial detention is basically inconsistent with
the presumption of innocence. Persons awaiting trial in many juris-
dictions are, in effect, considered to be in the same class as persons
already convicted and sentenced and are treated as though their guilt
had-already been established.

.- Citation Relcase

One innovative pre-irial release program is Ca11fo nia's Citation
Release. Section 853.6 of the California Penal Code authorizes on-site
poiice release of misdemeanor .arrestees without removing the arrestee
from the judicial process and without requiring the posting of bail. 1In
citation release, the arresting officer assesses at the time of the
violation the suspect's eligibility and the éircumstances of the offense
aid then determines whether to cite and release the suspect prior to
trial. Since the statute aliows conly misdemeanor suspects to be cited,
felony spspects'are precluded from consideration. If the officer
determines that a citation is in order, the Suspect is immediately re-
leased in the field. If the officer decides not to cite, the suspect

is taken to the local detention facility and booked.  However, the
statute requires that the police department must then conduct a back-
ground investigation of all misdemeanors arrestees not given a citation
release by the arresting officer. If the background investigation is
favorable, the arrestee is given a station-house release.

A weakness of the citation release program is the absence of objective
statutory release criteria. The statute leaves the decision whether
to cite an arrestee in the field up to the discretion of the arresting

officer..'qutherg though the statute does mandate that the station-

. house investigation include certain factors, there are no guidelines

which assign weights to each factor. Consequently, each jurisdiction
that establishes a citation system has the freedom to determine the

standards for release.

esd?
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Nevertheless, the citation release program has achieved the expeditious
release of many arrested persons without requiring bail and without
creating significant increases in the rate of default in making court
appearances. Statistics reveal that the rate of appearance for
arrestees released by citation is substantially the same as for those
who post bail. More importantiy, citation rejease avoids depriving
arrestees of liberty or property before they have had a trialato
determine guilt or innocence.

Warrant Release

The Oakland-Piedmont (California) Municipal Court and the Oakland
Police Department are currently operating a variant of citation release
which is officially called Misdemeanor Direct Charge Citation Release.
The program is designed to release prior to trial selectod accused
misdemeanants who have never been arrested but who have outstanding
arrest warrants from one or more California jurisdictions.

Police often 1nvest1qate an alleged crime and advise the complainant
to go to the po]sce station and sign a complaint. A% the same time, a
police investigation report is. prepared on the alleged misdemeanant
which in the great majority of cases recommends that the misdemganant
be released prior to trial. Subsequently, after the district attorney
decides what crime to charge the misdemeanant with, a warrant is
issued,

It is at this point in the criminal process that the Misdemeanor Direct
Charge Citation or Warrant Release program operates. A nhotice is sent
to the last known address of all non-traffic accused misdemeanants who
have never been arrested but who have an outstandihg'akrest warrant.

The notice requests that the misdemeanant appear at the police depart-

ment within 7 days after date of'mailing. If such' persons do appear

within the 7-day period, and if the po1ﬁce 1nvestiga£ion report

contains no negative recommendat1on, then a mutually satisfactory court

date is agreed upon and a citation releasc is immediately issued. The
c1t§t1pn ‘requires that the misdemeanant appear within 48 hours of his .
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court appearance so that he can be fingerprinted and photographed. (m\
b

The warrant release program also operates to relcase alleged mis- .

demeanants who have several warrants outstanding.  Such a misdeneanant

who appears at the pelice department within the 7-day notice period

may have as many citations issued as there are outstanding arrest

warrants. For each citation that is issued, a diffcrent court

appearance date is specified.

. 10% Bail Deposit

Another highly publicized pre-trial release project which has been

instituted in the past decade is the 10% bail depdﬁit program. As

was the case with California's citation release, the impetus for this

reform was dissatisfaction with the traditional "bail or jail"

alternative facing pre-trial detainees. Under the 10% bail program,

which first went into effect in I11inois in 1964, the defendant has

the option of paying the bail clerk 10% of the bail set by the court.

Only the defendint for whom bail has heen set can execute the bond. No C“t
surety, fidelity company, or professional bail bondsman can act as -
a personal representative of the defendant. After -depositing 10%

of the bail amount, the defendant is released from custody upon his

promise to appear in court for trial. Finally, unless the court

orders otherwise, when the ‘defendant appears in court as scheduled

and the case has been resolved, he receives 90% of his original 10%

deposit back. Thus, the defendant who appéars as scheduled forfeits

only 1% of the face value of his bail amount. Moreover, statistics

reveal that the 10% cash bail program is at least as effective a

guarantee of court appea%ance as is traditional bail bonding.

. Release on One's Own Recognizance (ROR)

Perhaps the most popular of the innovative pre-trial release programs is
release on one's own recognizance (RORz,which was pioneered by the
Vera-Manhattan Bail Reform project in 1961. ROR is one of the four

Des Moines components and is described in detail in Chapter 3 of this

handbook. ' , U iy

-
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In summary, the typical ROR project works as follows: persons arrested
and booked for a crime (some programs exclude defendants charged with
the most violent crimes) are interviewed by an ROR interviewer. Re-
lying on pre-established criteria such as residence; employment, and
family ties in the community, the ROR interviewer githers objective
data about the defendant. Subsequently, the interviewer must verify
(usually by telephone) the information given to him by the defendant.
If the defendant scores a requisite number of verified poinﬁs: he is
recommended for release on his own recognizance. Finally, if the
presiding judge of the criminal court 1s in agreement with the ROR
recommendation, tne defendant is asked to sign a form in which he
promises to keep all court appearances, and then he is released into
the community on his own recognizance. ‘In many programs, the district
attorney has the authority to review ROR recommendations and to coniest
in court any recommendations with which he disagrees. As is the case
with citation reiease and the 10% cash bail program, statistics from
various ROR projects reveal no substantial difference between the
default rate claimed by bail bondsmen and that recorded for ROR,

5. Supervised Release

Yet another successful pre-trial release prog%am which is alsoc one Qf the
comporients of the Des Moines Project is supervised ralease, a program
which has been deveioped for moderate risk defendants who do not qualify
for ROR. Supervised release provides individualized and often intensive
community-based counse1iug«and'treaﬁment to these high-risk releasees;

it is described fully in Chapter 3-of this handbook.

II. POST-TRIAL PROGRAMS

A.  Sentencing

After a defendant is found guilty, the first and perhaps most importont
decﬁsion made by the criminal jUStfbe system concerning that defendan: is
the sentencing decision. In most jurisdictions, judges having the -
responsibility for sentencing convicts rely on a number of correctional
programs. . | ‘
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1. Pre-Sentence Investigation (PSI) and Report § | Q:} < author}uy Taws. "Board sentencing,” as it exists today: means that if the

o ' - .y . . o defendant . is committed to jail, the court automatically sets the maximum
The first prerequisite for sentencing decisions in many cases is the L '
pre-sentence investigation (PSI) and report--a report wh{ch is sentence provided by the statute, but a board subsequently has control

e 2 inves jor ~=a report : . . . . . , .
gencrally written b J bat Ffi or' th P f;. ¢t ¢ over the Yength of the convict's commitment. Only California and Washing-

eneral iritten a probation officer or other officer of the crir . .

S Y . . yap . . . ton have adopted this form of bcard sentencing. However, a number of other
and which is designed to inform the judge {or whoever makes the sentencing , U P . R,
decision) of fact ina the offend hi ¢ d hi tential states have passed "automatic maximum" statutes which provide that, once

ecision) of facts concernin e offender, his past, and his potentia . . . . . Co s
e . S . . l . .p-a ’ .p . the judye decides that the convicted offendcy should be committed to jail,
for the future. Such information is essential if the sentencing decision ‘ ‘ . . o i
< to b enov| adaeab] Federa] ¢ to be th the statutory maximam term is automatically imposed. In these states,
is to be a knowledgeable one. Federal courts appear to be the most con- : . . . . .

. . N iq s ’pp y sentencing boerds do have the power to discharye the prisoner prior to
sistent users of such reports, utilizing them in almost 90% of all criminal ., i o ; - .

. . . - the end of the term. However, most states have opted neither to create
cases.. State courts -ary considerably in the degree to which they utilize . . T R RN . e
sentencing boards nor to pass "automatic-maximum" -statutes, but rather

them; in states such as California, a report is required in all felony . , . . o . &

: : . . . . . to leave discretionary sentencing power in the hands of the judge$§.
cases, while in some states the pre-sentence report is discrationary with : .
the trial court. The National Advisory Commissicn on Criminal Justice e g o .

3. Classification of Sentences
Standards and Goals has proposed that a pre-sentence report be presented . . '
. . . . . s ~aat deal of dj <] d refor ; 1 .

involving incarceration and in all cases involving felonies or minors. sentencing cquality. In order to reduce the 1ikelihood of disparate

sentences Tor similic «<7fenses, some multi-judge jurisdictions have

RSN ~ o )
The amount of data contained in pre-sentence reports varies considerably N st instituted the practice of having sentencing judges gather in councils to
discuss the-sentences meted out to individual offenders. The discussions

from jurisdiction to jurisdiction and from probation department to proba-

tion department. The National Advisory Commission has vrecommended that . act as a check on the attitudes and practices of the single sentencing
gradations of reports should be developed between a full report and a short- ' judge. In other jurisdictions, 2il sentencing judges periodically con-
form report and that full reports be prepared in every case where incarcera- duct institutes in order to consider broad principles and approaches to
tion for more than 5 years is a possibility. A full report should contain sentencing.

.a description of the offender's background, the details of the crime for
which he was convicted, and a discussion of his. prospects for reform.
(See Chapter 3 for a description of the PSI process in Des Moines.)

The proposed new Federal Criminal Code (1971) attempted to reduce the
number of disparate sentences given to offenders who have committed similar

“crimes by rationalizing the federal criminal classification system.

Given the different combinations of maximum imprisonment, it has been.
esfimated that Congress has differentiated at least 100 categories of
federal offenses. The proposed Code reduces the variety of possible
sentencéé'into.basic-categories: Class A, B, and C felonies, whose
maximum terms are thifty, fifteen, and seven years respectivé]y; Class A
and B misdemeanors, the maximum terms of which are thirty days to ‘one year;
and finally a calegory for petty infractions.

2. Sentencing Boards and Statutory Sentences

At present, debate focuses on whether the judge or some sentencing board
should receive the pre—éentence report and make the actual sentencing
decision. - The only blan calling for total abandonment of judicial
sentencing was proposed by the American Law-Institute-in 1ts mode} Youth,
Correction Authority Act. However, the proposal was subjected to. a great
deal of criticism and was not adopted by any of the states ehacting youth

-
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The sentences for the various offense catcgorles reflect d1fferent
corrcctional goals. The sentences for aggravated or Class A and B
felonies reflect the pradominant goal of incarcerating the most
dangerous criminals for substantial periods of time. Though it.1is
hoped that these criminals will be rohabl11tated during their period of
confinement, rehabilitation is not the primary purpose. On the other
hand, rehabilitation is the primary goal for Class C or low-level felonies.
The maximum 7-year sentence for Class C felonies reflects the belief that
a greater period of time is not necessary in order to rehabwt1tate

persons. Finally, the shorter sentences for misdemeanors are not

gencrally Tong cnough to rehabilitate convicted offenders. Rather, they
are designed to provide a "shock effect" deterrent to furihar ciriminal
act1v1ty .Moreover, no matter what the offense calegory is, none of the
maximum sentences of the Proposed Federal Code are intended to be a

norm from which variations must be justified by the sentencing judge.
Rather, they are designed to define the outer boundary of a discretionary
power entrusted by Congress to the Judiciary.

The classification scheme of the proposed new Federal Coda has received éfmx

a wide degree of approval and comment. Recently, several states have

adopted schemes which are identical or analagous to the proposed federal
plan.

B. Probation

One possible sentenCTng alternative is, of course, to p1ace the offender o
probation. Under existing federal pracf1552eEF555tféﬁrTs comlon1y emp]oyed
for first offenders unless the offense is quite serious or the 6ffender
appears to present an exceptional threat to public safety HoweQer, )

there are wide variations in tle practice of 1nd1VIdua1 Judges, both in fed-

eral and in state courts, and few legislative polic 1es have been developed
to set Timits on judicial discretion. Section 3101 of the proposed Federal
Criminal Code enunciates a Conagressional policy against unnecessarv imorison-

ment and lists the factors which should be considered bv the sentencinag
court. :

™
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1.

Differential Caseloads

Probation programs have traditionally operated on a caseload basis. A
probation'officer is assigned a certain numbeyr of probationers over whom

he has supervision. Under this type of system; each probationer génerai]y
receives the same degreec of supervision as dpes every other probationer.
One reform which has been applied to parolecs but which is Jjust as applica-
ble to probationers is the work-unit or differential case?oadsngcer

since 1965, California has been operating its Work Unit Program, which
provides intensive supervision for szlected high-risk parolees and less
intensive supervision for parolees whose behavior indicates a greater
potential for favorable adjustment. Parolees are assigned to one of

three possible Tevels of supervision. A weighting system was devised in
which a different weight is given to each case depending on which of the
three Tevels of supervision is required. The sum of the weights assigned
to all the cases supervised by any one ageint is set at 120, which has
rasulted in an average caseload of thirty-tive prbbationers.

The implicaticns cf vesearch on differential or work-unit caseloads are
clear. If offeiders with a high potential for success on probhation.(or
parole) can be assigned to large minfially-supervised caseloads, the
probation or parole system will be more able to concentrate its efforts
on medium- or high-risk clients. 1In addition, the probation system
will also be capable of absorbing offenders who now may be sent to
prison because correction officials bezlieve that normal probation
supervision will be insufficient.

0

Financial and Manpower Assistance for Local Probation Programs

One of the major prob1em areas in probation’'is the size and professional
ability of probation staffs in states wherelproba?ion is a local function.
Tremendous variations are likely to exist within-a state in terms of the
number and qualifications of the personnel and the relative emphasis on
services to courts and probationers. County probation agencies are often
small and lack resources for staff training and development, research and
program planning, and services to the probationers. Some states.have
attempted to insure that local probatjon agen%iesAsupp1y a uniform and

‘.
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minimum Tevel of services
agencies.

by providing revenue oy manpower to the local

For example, Michigan assigns state- pd1d probation officers | Q::3
to work alongside local probauuon officers,
New York,
services.

Other states, including
directly pay part of the cost of operating local probation
Calitornia and Washington, on the other hand, have developed
probation subsidy programs which provide economic incentives for countios
to place offenders on probation rather than to commit them to state
institutions. These subsidy programs re1mburse COthTPS in proportion
to the number of individuals who re main in tﬁe ro%nun1ty on probation.

The Californie program was the result of a ]064 study which was under-
taken in order to determine how state lnat1tUL100d] costs could be

reduced while county probation programs were 1mproved The study con-
cluded that 25 percent of state correctional commitments could be maintained
safely and effectively within county probation systems if probation services
were upgraded,

Both the California and Washington programs are designed to counteract a

N l"‘\ v EN . e . . i

prodlenc which is inherent when probation is a Tocal function. Local

probation agOPCIQS are funded by Tocal monies, while state prisons are, é;ﬁ

of course, fundad by state revenues. Thus, there are great econemic’

incentives for ccunties to place convicted offenders in state institutions

and not on probation, thereby shifting the financia) responsibitity from
the county to the state. ‘ :

i 4

Many corrections

agencies are operating probation programs which offer
more services and provide more supervision than does traditional

Such pregrams are usually classified either as being an
examp1e of intensive probation or intensive intervention. The
distinction between these two categories is not clear-and often reflects
only differences of degree. Intensive probation prodarams are qenerallv
those wh1ch offer services such as group or family counseling, frequent
sessions between probationers and probation officers. 1nt9ns1v9 iob develon-
ment and assistance, and referral to .other community agenc1es, An

example is the probation component of the Des Maines project, which

1s described in Chapter 3 of this‘handhook.

s
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there ave certain types of offenders who are Tikely to fail
For these people, even more superv1s1on,
These more rigorous

Howevear,
aven on intensive probation.
counseling, and bchavior modification is necessary
and restrictive programs are generally classified as examples of
"intensive intervention." Some intensive intervention programs are
residential and require that the participants be housed in the program's
facilities. This type of residential intensive intervention program is
discussed beiow in the section of this chapter which deals with residen-

tial commnunity-based programs.

intensive intervention progrems are distinguished by their
cohercnb theoretical base cr by their comprehenq1v approach to changing

the 1ife styles of the offenders ass1gnocfthem. They usually rely oné}"“
rehabilitation and

In general,

or combine one of iwo basic approaches to the
reintegration of the ¢ffender. One approach emphasizes attitudinal
and behavior modification. The other focuses on the provision of
s"rvmws such as vocational training, job- f1nd1ng, medical care, and

“inancial assistance or guidance.

A specific example of a non-residential intensive intervention program is
the Conman1ty Treatment for Recidivist Offenders Project, established in
Oaklend County, Michigan, in 1971. This project was designed to demon-
strate that second-felony adult offenders can be retained and treated in
the community at no greater risk to public safety and with considerable
savings on resources. The target group consisted of adult offenders who
had been convicted of at least one prior felony, or whose prior convic-
tion had been a misdemeanor that had been reduced from a felony charge. A
special unit within the probation department was created to implement

the project, and intensive casework and group services were provided to the
offenders in cascloads not exceeding thirty-five cases per officer. Peer
group pressure to change attitudes and modify behavior was used extensively
by means of peer groups which met frequently to discuss and address mutual
and individual problems. As of December, 1972, there had been only 9
failures in the 44 cases that had been assigneq for project supervision.
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C. Institutiona‘ § . 2 QZB p
Traditionally, prisons have functioned merely to»%so1ate prisoners from the
rest of society until their terms of commitment were completed. More
recently, hawever, correction officials have realized that the ultimate
objective of institutionalization is to motivate the offender by offering him
the same incentives that motivate other citizens to lead socially acceptable
Tives. The institutional reforms which have been experimented with around

" the country ave designed to provide Tinks between the offender and the
comaunity into which he will cventually be released.

T. Cooducational Reform

One possible arca of reform Vies in modifying the nearly universal
practice of scxually segregating institutionalized prisoners. Cali-
fornia and HMississippi, for example, have conjugal visiting programs
which are obviousTy designed to reduce tensions caused by the sexual
deprivation imposed on imprisoned inmates. However, conjugal visit-
irg not only places the visiting spouse in an unnatural and uniomfor-
1so (since it is currently Timited to married

23

table position, but
inmates) discriminates against the unmarried convict. A more promis-
ing reform has been instituted by Massachusetts which, since 1973,

has been operating a coeducational prison for minimum-security inmates.
Nearly all oF the prisoners are eligibie for parole within one year

to 18 monthe after being transferred to the institution. The pri-
soners live in sex-segregated cottages, have a 9:30 p.m. curfew, and
are permitted no more sexual contact than hand-holding. Currently,
there is one federal prison (in Fort Worth) which is also coed, and

a coed state prison is scheduled to open in Connecticut in 1976.

2. Educational Programs

Another category of post~tr1a1 institutional reform concerns educa-
tiona1'prdgram§ offered to prisoners. Corrections officials are
increasingly aware that prisoners have a far better chance to be |
successfully reintegrated into society after they are released from
confinement if educational training is provided while the prisoners
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are institutionalized. One such educational program is the Newgate
Model, in which mini-universities are establishcd within prison
walls in order to serve the higher educational needs of inmates.

Newgate programs are located throughout the couﬁtry in both staté
and federal institutions. Common to all of them is the use of
education as the major rehabilitative and training tool. Many

of these programs also arrange for the continuation of college
training after the inmate is released. Another innovative pro-
gram is in Minneapolis, Minnesota, where students of Augsberg Col-
lege, as part of their regular curriculum, attend classes held in
penal institutions with inmates and prison officers as fellow stu-
dents. This co-learning atmosphere has proved ben§f1c1a1 for the
inmates as well as for the Augsherg students.

., Work Release

An older but very promising ares of correctional réform is work
release. This country's first major work release legislation was Wis-
consin's Huber Lyw, which was passed in 1913 and which originally
alloved selected misdemeanants to work during the day in the com-
munity and to return to jail at night. The work release concept
was not adopted by any other state for 40 years, and not until
1957 was the first work release program authorized for felons.
Since'195?, however, work release has been adopted by a majority
of states.

Work release programs are designed to move the prisoner out into
the community and to reintegrate him into society instead of un-
necessarily prolonging his isolation. As its name implies, work
release always involves release from custody in order to work in
the community, but the term "work release" also often includes
release for educational and vocational purposes. For example,

in 1967, Wisconsin amended its work relecase statute in order to.
authorize release both for education and training. Moreover,
some state laws allow release from confinement in order to seek
employment. : ' - ‘

-



The housing of work releasees typically presents a prdb1em.
State jnstitutions usually incarcerate men from all areas of
the state in a centralized and often isolated location; these
institutions are generally far from urban areas and, therefore, '
far from most job opportunities. Also, releasees optimally
should have jobs near theiy homes so as to allow them to maintain
a continuity of jobh experience after they have
their sentences. In order to solve this housing problem, many
state correctional institutions contract with other political
subdivisions for the housing of state prisoners engaged in work
release programs. For example, county jails can provide a net-
work of Tlocal facilities which house releasees duvring non-working
hours. Other states have passed legislation which authorizes the

finished serving

development and use of halfway houses or work release centers
which provide minimum security housing for releasees in various
conmunity facilities throughout a state. Finally, some states
which house releasees in state prisons specify that the releasees
are to be housed in a separate unit apart from the rest of the

o ‘-’
prison population.

In addition, most work release programs place strict control on
the wages earned by the releasees. When an inmate is employed
in the community, his wage$ are turned over to the institution,
and all items needed for the inmate's personal use are often pur-
chased throuq! a conmwssary with either chits or vouchers. The
correctional institution usually channels a releasee's wages into
specific purposes, such as the support of dependeﬁts, the payment
of fines or debts, victfm restitution,eﬂ the accumulation of .

1 fhe cest of (wShi irraafiealion .

. POV TR
savings, &V Y@ ngxv 'Q

wzon!

Home Furlough

Another area of institutional reform is the home furlough. The
two states which are now operating extensive home €urliough pro- -
grams are Michigan and Mississippi. For example, .n Mississippi -
inmates who have three years of good béhavior and who are rated

as trustworthy are permitted to go home for fur?ough periods of

.“‘
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up to ten days. These programs have expericnced less than a one

percent non-return vrate, In addition to Michigan'qnd»Mississipp1,
the Federal Bureau of Prisons is now experimenting with unescorted
furloughs for selected inmates under authority of the Prisoner
Rehabilitation Act of 1965, Under this Act, a.furlough may be
granted to permit visiting a dying relative, attending the funeral
of a relative, obtaining medical services not otherwise available,
contacting prospective cmployers,

or for any other compelling reason.

5. Pre-Release

e i 4 e eyt

An area of prison reform related to work release is pre-release,
which 13 designed to ecase the transition of the incarcerated pri-
soner back-into.society by releasing him from traditional instity-
tionalization just prior to the end of his tern. Pre-ré1ease was
pioneerad by the federal prison system in the early 1960s. Small
Tiving units were organized in several cities, and individuals

were transferred to these units during the final months of their
sentences. In order to prepare the inmates for final release into
the community, special orientation programs, employment assistance, .
and decision-meking opportunities were provided.

States also have begun to experiment with pre-release programs.

In California, for example, inmates within 90 days of final release
may mzke unescorted trips home on 3-day passes, and temporary re-
Teases are permitied at any time in the Tast G0 days before the
official release date. In Texas, a pre-release program began to
operate 1n 1963. Inmates who were within six weeks of completing
their sentence were transferred to a special. facility and partici-
pated in a 5-week classroom study of 24 topics rn]at1ng to emp1oy~'
ment law, finances, family, and the community.

6. Residential Community-Based Programs

Perhaps the most imaginative post-trial residential reforms are
occurring in the areca of community-based corroctno“v.

One such
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post-trial residential program is the Des Moines community correc-
tions facility, whose operation is described in,CHapter 3 of this
handbook. Another example (described earlier in this chapteé}ofw
the*handbook). is the type of vork reicase program in which the
releasces Tive in the community. In general, residential post-
tria’l community-based programs incliude all those correctional. acti-
vities in which prisoners are housed in facilities located within
the community. During the day, the participants offen leave the
residential facility in order to go to work, to gain vocational

and educational skiils, and to receive counseling and other social
services. At night, the residents return to the community facility.

Many residential, post~trial, community-based programs are referred
to as "halfway houses". In terms of theoretical correctional models,
one type of halfwey house is a "halfway-out" house, which is a
facility for pérsons who have been released from traditiona1'prison.
This type of house helps to reintegrate the offender into society and
can be used for treatment purposes, for the housiné of prisoners prior
to paroie, or for the supervision of persons who are not doing well
while on paroTe. The other model is a "halfway-in" house, one which
is designed for offenders who have failed probation ovr who do rot
qualify for probation but are not in need of either maximum- or med-
ium-security institutionalization. For such perscons, the minimum-
security or non-sccure halfway house can provide the services and
supervision considered necessary without removing the offender from
society. This type of halfway house attempts to rehabilitate the
offender within the community, thereby eliminating the need for
Tater reintegration.

An example of a "halfway-in" house that bridges the gap between pro-
bation and traditional institutionalization is Probationed Offenders
Rehabiiitqtion and Training (PORT) of Rochester, Minnesota. As men-
tioned above, PORT is a residential intensive intervention program.
It began operating in 1969 in a former nurses'. residence and is a
live-in, c¢ommunity-based, -supported, and ~directed treatment program
for hoth adult offenders and juvenile delinquents. Entrance into

-
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PORT is voluntary. Referrals come primarily from the juvenile and
district courts. The candidate spends a 3-week evaluation period
in residence at PORT during which time he and a screening committee
evaluate and determine if the program is the choice pf both parties.
The screening committee is composed of a psychiatrist, a probation
officer, a lay person from the coﬁnunity, the executive director of
PORT, and two resident counselors. The core of the pfogram is a
combination of group treatment and behavior modification. A.ppint
system is used to award participants increasing Tevels of freedom
and 1s based on measured performance in tangible areas, such as
weekly school or work reports, building clean-up, and managing a
budget. Operationally, a newcomer must work his way up a classifi-
cation system which ranges from 1 (minimum freedom) to 5 (freedom
commensurate with that of an individual of the same age in the
community). Through December 1971, PORT had accepted 60 male
residents whose offenses ranged from truancy to armed robbery.

ATl but three of these residents would have been incarcerated

had they not been accepted into PORT. O0Of these 60 residents, only
six wzre discharged as failures and sent to correctional institu-
tions. - ‘

Ancther variant of the residential, post-trial, community-based
Tacility is the community corrections, center. As federal and
state governments have begun to rely less and less on housing
inmates in traditional prisons,. they have increasingly turned

to decentralized and smaller institutions located in the commun-
ity. Though these community corrections -centers are less secure
than traditional prisons and do rely upon'community interaction,
they are more secure and provide more supervision and surveillance
than do half-way houses. One of the strongest incentives for the
creation of the community corrections center has come from the
Federal Bureau of Prisons. The Burecau's building program is

aimed at replacing existing prisons with smaller ones. It also
operates moré than a dozen community treatment centers which

house selected short-sentence and female offenders, in addition

to prisoners who have been assigned to pre-release status.

A 5 i oo A b s —
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States also have begun to incorporate communitly cqrrection cen-
ters into their overall corrections systems. For example, I11i-
nois intends to build four new correctional institutions for
adult male felons; these facilities will be located in the more
densely populated areas of the state in order to facilitate com-
munity involvamment and citizen participation as volunteers. In
addition, the community corrections center is viewed by states
such as Washington and Colorado as the model for future correc-
tional facilities.
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ITI.  POST-INSTITUTIONAL PROGRAMS

A Parole

Probably the most important and certainly the most well-known post-
institutional correctional activity is parole. " Most prisoners re-
leased from a correctional institution re-enter the community on
parole; in 1970, for example, 72% of the 83,000 felons who left pri-
son were released on parole. Parole has been defined as the discre-
tionary release of an offender from a state or federal correctional
institution 1) after he has served a portion of his sentence, and
é) under conditions that permit reincarceration in the event of mis-
behavior. Parole should be distinguished from mandatory ov condition-
al release whereby'adu1t prisoners are automatically re]edsed under
supervision when they have served a portion of their sentence and have
earned a specified amount of time off for "good behavior". In manda-
tory or conditional release, statutes specify how "time off" is calcu-
lated, and the parole authority exercises no discretion in the matter.
.o t
Parole must also be distinguished from probation. - Parole is granted
by state or federal penal authorities. Once a defendant has been
convicted and sentenced to a state or federal corrections facility,
Jurisdiction over that person_is transferred from the sentencing court
to the state or federal authorities. Release prior to the completion
of his sentence under specified conditions is called parole.
Probation, on the other hand, is within the jurisdiction of the sen-
tencing court. As discussed earlier, the sentencing court can place
a convicted offender on probation inmediately after conviction. Alter-
natively, the sentencing court can still retain jurisdiction and sentence
the offender to a county or district correctional facility. If the
offender is then'subsequently released subject to conditions that permit
reincarceration in the event of misbehaviny, he is still under the author-
ity of the sentencing court.  Such post-institutional release subject to
the jurisdiction of the sentencing court is prokation. Thus, a person

"can be placed on probation both immediately after his conviction, or he

can be released on probation after serving a portion of his sentence in
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a local facility (3.6s# county jail). The innovative probation pro- Qj oo
grams, whether post-trial or post-institutional, are discussed above ‘
in the earlier section of this chapter dealing with post-trial reforms.

1.

Parolee Rights

Traditionally, the inmate who is a candidate for parole has had the
burden to make an affirmative case for his parole. However, both

the Model Penal Code and the proposed Parole Improvement and Proce-
dures Act of 1972 reverse this burden and propose that every inmate
should be released on parole when he is first eligible, unless the
inmate is q1squa11fied by one or more specific, statutorily-enumerated
conditions.. The two disqualifying conditions proposed in the Parole
Improvement and Procedures Act are that there is substantial reason
to believe that the prisoner
duct, or

1) will engage in further criminal con-
2) will not conform to his conditions of parole.

In general, a rapidly changing area of corrections concerns the righis (:ﬁ o
of the prisoner dhroughout the entire parole process, including his )
rights during the parole grant hearing, while on parole, and during
any possible revocation proceedings. The changes which are occurring
are primarily the result of court decisions which have steadily ex-
panded the rights and privileges availahle both to parolees and to
prisoﬁers who are being considered for parole. Courts are requiring
parole agencies to provide a parolee or a prospective parolee with a
hearing whenever his Tiberty is at stake. The hearing must comply
with many of the constitutional requireﬁents of due process, such as
adequate notice to all concerned parties, adequately defined criteria
and standards on which to base decisions, and perhaps ‘even the righf
to counsel. ' -

Parole Reorganization

One of the clearest trends in parole reorganization in the last few

years is the consalidation of formerly autonomous agzncies or func-

tionally related units into cxpanded departments of ‘torrections. %%
One clear indication of this trend is the number of states which

have shifted administrative responsibility over parole officers

ku

4

et b ST W e

RRcieir ot RN VORI

5-27

from independent parole departments to centralized correctional
agencies. Recently, Georgia, New York-and Oregon have made such
transfers. ' :

Practically every large state now has adult parole field staff
reporting to the same adminisirative authority responsible for the
personnel of state penal institutions. The Nat{onai Advisory Com-
mission on Criminal Justice Standards and Goals has stated that the
emergence of strong and autonomous correctional agencies is crucial
in removing a major stumbling bTlock to needed correctional reform--
Tfragmented and pcorly coordinated programs and services.

Caseload Reform

Another development in parole is the modification of the traditional
caseload method for treating and supervising parolees. As discussed
above, California has been operating a differential or work-unit
caseload program for parclees since 1965. Parolees are assigned to
one of three levels of supervision, with each Tevel of supervision
given a_different "weight". Each parole officer supervises that
number of cases whose sum of weights totals 120. This weighting
system results in an average caseload of 35 and allows high-risk
parolees to be given more intensive supervisicn than those parolees

who need less help in adjusting to society.

Another departure ¥rom the traditional caseload method is the team
supervision concept. A group of parole officers, sometimes augmented
By volunteers and -para-professionals, takes collective responsibility
for a parclee group as large as their combined former caseloads. The
decisions which are made are group decisions, and genefa11y the parol-
ees themselves are involved in the decision-making process. Team

supervision allows greater fléxibi]ity and more ‘specialization than

the traditional caseload method.
organizatfons such as employers or schools may become the major target
area of one parole officer's activities; the rest of his normd] duties
will then be reassigned to other officers participating on the team.

For example, various .groups or
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Parole Aide Programs

Another areca of innovation is the increasing utilization of ex-
prisoners as parole aides. Surveys indicate that most parolees
betieve that ex-pvisoners are easier to talk to, are more helpful

in finding jobs, and are more understanding than are parole officers
short, ex-priscners
can make the process of adjusting to society far easier for many paro-

who have never been convicted or incarcerated.
lees.,

An example of a successful project is the Parole Officer Aide Program,
beguin by tha state of Ohio in 1972. This program is staffed solely

by former conviéts who have successTully completed parole (as set forth
by Ohio regulations) and who have met all the other requivements for
the program, such as age (22 or older), residency (resident of Ohio),
and proper attitudinal and behavioral traits  Prior to entering the
field on a full-time basis, all of the parole officer aides are fin-
volvad in a Z-week training seminar with their future parole supervi-
sors. After the seminar is completed, each aide is assigned a case-
Toad of 30 parclees and is required to provide "supervision parallel

to supervisicn. of professional officers." Aides are expected to pub-
licize the program and organize community support by speaking regularly
before high schools. scrvice organizations, and pre- re]ease institu-
tional inmste groups. Adcdes are also expected to f1nd jobs for the
parctees, since they have a better understanding of the types of jobs
parolees desire and since they generally have intimate knowledge of

the neighborhoeds in which the parolees work.

In genéral, the parolc aide program is representative of a wide
range of innovative corrections programs in which ex- priseperr are
used to supervise and counsel either pre-trial releaseesr§ or incar-
cerated offenders and/or those persons who have been re]eaSLd from
confinement. For example, the Des Moines project uses-ex-offenders
in its supervised release and community corrections components.

The successful pragrams that have -hired ex-prisoners have discovered
that the bx~prisoners are often more understanding and more helpful
than are regular corrections of ficials. Participants in the various

e~
» .
. .

programs (be they pre-trial releasees, inmates, parolees, or proba-
tioners) and even program supervisors have often rated ex-prisoner
aides as being superior to other corrections personnel for.many tasks

(o1

Financial Assistance Proqrams

Perhaps the most common probiem 1mmed1ate1y confront1ng paroled con-
victs is the need for money. Most states provide new releasees with
transportation, some clothes and a minimal amount of money. However,
tack of sufficient tunds is a problem which confronts most parolces
and which often increases parole failure rates. A number of solutions
have been explored. during the past few years, the host comnion being

a Toan fund arrangement whereby the correctional facility Toans thao
parolee a Tump sum of money. A more promising solution was recently
adopted by the state of Uash1ngton, which now provides funds for up
to 26 weeks for unemployed parolees from the time of their re]ease to
the time that they are first gainfully employed. The theory behind
this Tegislation is that the state should aid the uhemp?nypd parolee
in much the same way that it aids the unemployed worker through unem-
ployment compensation.

B. Re-antry Proagrams

Ex-priscners who have served their sentences and who have been released
from institutional custody--whether from a maximum-, medium- or minimum-
security facility or from a non-secure facility--often need help in

bridging the gap between prison and the community. Prisoners' associa-

-tions and post-institutional halfway houses are des1nned to i1l this

needed funct1or.

1. Prisoners' Associations

Ex~pr13phers and people interested in correctional reform have often
formed voluntary associations designed both to speed the re-entry

and re-integration process and also to,advocate.additiéna1 correc-
tional reforms. These associations also often fulfill a social func-
tion for recently released prisoneﬁs. Meetings are held and news-
letters are circulated in which ex-prisoners discuss their adjustment



problems, employment opportunities are listed, gnd counseling and ' (j“
advice are given to those who need help.

R,

An example of a prisoners' association which helps ease the re-entry
of released prisoners into society is Transitions to Freedom, Inc.,
a S-year old organization Yocated in San Francisco. Transitions to
Freedom 1s designed specifically to find jobs in San Francisco for
men and women who have been released from penal institutions. The
emphasis of the program is almost totally concentrated on finding
jobss it provides only referral services to other non-employinent

agencies and organizations.

Part of the program deals with vocational training classes. Such

ciasses last from three to nihe months and are he]d only if Transi-

tions to Freedom has obtained commitments from prospective employers

that they will in fact hire people who successfully complete a speci-

fic training class. In addition, Transitions to Freedom attempts to N
place in vocational classes prisoners who either still have a Timited Qﬁ;
amount of time to serve before they are released from institutional

confinement, or else prisoners who have already been placed in stan-

dard work release programs. In either case, the program tekes respon-
sibility for these two types of prisoners, ensures that lodging is
found for them, and assigns them to a specific vocational training
class. If the participants do not adhere to the requirements of the
Transitions program, they are transferred immediately back to state
custody. '

In addition to vocational training, Transitions to Freedow operates
a labor-service pool for persons who are looking for, but have not
yet found, permanent employment. Every participant is put into a

Tabor pool and is farmed out to paying jobs, such as housepainting,
gardcning,'or cleaning. Currently, the program hopes to start its

own construction company which, if successful, will both contributé
funds necessary to operate the Tabor service and also will provide-

cmployment to the participants. ~ Qawé

v
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2. Halfway Houses (Post-Institutional)

In addition, post-institutional residential houses have often aided
the ex-prisoner to adjust to non-prison life. These residential
facilities are generally operated by private individuals, foundations
or religious organizations and are outside of the federal, state, or
Tacal goverwment correctional system. They are often located in
downtown areas of urban centers and qua]]y accommodate less than

20 residents.
the resident is able.to find a job and receives a first paycheck. In
some halfway houses, residents are tought such skills as how to ap-
proach a prospective employer and how to make use of the telephone

Food and shelter are provided free or on credit until

to arrange interviews. Houses often run their own employment agencies
and contact employers who are willing to hire ek~offenders; other
houses run their own businesses and employ their own residents. Regu-
lations are generally kept to a minimum, and few if any restrictions
are placed on the freedom of residents.

Sone of these post-institutional residaﬁtiai facilities accept only
ex-prisorers and, more particularly, only ex-prisoners who have com-
mitted specific offenses, such ds drug~ré1ated'crime$. Others accept.
any person who is willing to live in the halfway house community ‘and
tn abide by the rules and regu]ations‘of the cdmmunity. The phileso-~
phy of most residential facilities is designed to teach the ex-priscner
as quickly as possible how to live in the community;'in these houses,
residents are expected to stay for only a limited time, until they
have gained the tools necessary to live on their own. In other post-
institutional residences, the community is seen as an alternative and
permanent lifestyle, and residents can opt to stay and,ljve‘in the
facility for the rémainder of their lives. The most prominent example
of this type of halfway house is probably the'much~ppb1icized Synanon
House.

A very successful program designed to reintegrate ex-prisoners as
quickly és.possibie is the Delancey Street‘Foundétion ot San Fran-
cisco. Delancey Street is a private foundation, established in 1971,
and is designed mainly to rehabilitate convicted dfug addicts.
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Residents are asked Lo stey for two years, and during that time
thoy learn vocational and busingss skills which hopefully will ‘sus-
tain them in Lhe outside world. The Faundation operates several |
profit-paking business ventures, such as a restaurant, a flower
d¢elivery sorvice, a moving company, and an automobile repair shop.
The Foundition also runs its ovn accredited, in-house high school
vhich teachss such basic skills 25 rending and weiting, as well as
rorn advorcrd subjects. Cther residents attend lTocad "outside"
colleges wil trade schonls.  dew residents are put to work washing
dishes and ¢lothes and sweeping floors, and gradually work up to
Cmore skilled rositions in tha Foundation's outside businesses.

[}

Coth Delencey Sirect and Synanon rely on group encounter sessions »
which are intendad not only to provide vesidents with an opportunity
to ventilete thaie frustrations, but also to give eqch resident a
new celf-imnrce. Most post-institutional residences, howsver, do not
fnetnde grow,s Lherapy as pairt of the ediustment or veintegration pro-
cess, but rety inotecd en informal nectings and mutual assistance

arong the rosidonts.
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CHAPTER 6:  REPLICATION--HOW HAVE OTHER CO!""H“';IU.“!ITIES DONE» 17

Ig'hal,( cr 5 of this handbook deseribad some of the. "wuniverse'~of-correc-

tional programs which cxict 4in cormutties “ond which con serve as

re fr'rr'r. e point as you diamiose the eriminal justice/corrections system

of your commmity. J f such a diag gnod is indicates that the Des Moines o5 Mo €2
Comprnity Correations approach--in whole or in part--seems to make Hhe D X
How can =thatl apsecach C"”‘"ﬂ}“, 5 A
best be replicated in your commntity? 1o Telp answer that question, Corr

Chepler & 1>1'1,(‘j'27 deseribes the experience of several communities

that received a grant from the National Institute of Law Enforecement

and Criminal Juetiee to replicate the Des MHoines project. And Chapter 7

presents an outline of the bactie tasks involved in replication,

The Das Moines Fomﬂunity dorrectxons program was the figgt

project desigrated as "esemplary" by the National Lnst1tute of law
Enforcemunt-and Criminal Just1co (NILECJ). The pumpose of the Exemp]ary
Project Program is to 1dent1fy pPOJectc which hqye demonstrated a
notable degrae of success 1n operat1on over a p°r1od of time and which
are sulLabTe for replicati oh opeCIT1ca1lx;~the criteria for "erempiary"

designation include; S -

o

«..significent achievement in the reduction of c¢rime or
improvement in the quality of justieeT.lqgst e#,eef’?eness,
su1tab111uy for rep11cat7on inceother ur1s 7ctions, and ’
"the willingness of project staff to provnde information to
other communities. ‘

.

In an ef%ort to test whether the success of the Des Moines pkoject was
lTimited to the Fifth Judicial District in Iowa, or capable of being
replicoted in other communitiés around the nation, the National Institute “C
provided $1,500,000 for six fermal rep]1cat1ons of the' Des Moines

project. In add1t1on, th? aETi;?1 Insf1tute contracted with Urban

go6d (T

A“ Al . ’~ g:‘\ (S &“x«uf.ﬂ;i n ::\ ,» »nh '\‘C" nn
and Rural Systems Associatps.to Jfrovide technical a351otance to the
replication sites dur1ﬁ§”t =xpre~-grant planning process and the post-
grant implementation process

University to evaluate the r pTﬁcation process in five of the six target

and also contracted with Florida State

communities. The six communjties so]ected to replicate the Des
. <‘,)m
Moines project were: ~ 1*0
R Sert
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Clark County (Vancouver), Washington
San Mateo County, California

Salt Lake County, Utzh

St. Louis County (Dututh), Minnesvta
East Baton Rouae Parish, Louisiana

e Orange County (Orlando), Florida

a 2 a o @

The goal of "replication” in these six communities was not to dupli-
cate the Des Moines project. The National Institute recognized that
the correctional necds of different communities vary considerably,
and that differencr
at the local level affect the feasibility of even an "exemplary"
project in different ways. The goal of the replication experiment was,
theratore, based on.an awareness of local differences. Each replica-
tion site was required to institute all four of the st Moines
components, but the structuring of those components, and the procedures
established for each replication project were expected to be shaped

by the realitiss of the Tocal criminal justice system. Thus, the

goal was replication rather than duplication.

in the structure and process of criminal justice

The foliowing discussion traces.the pre-grant experiences of five of
the six replication sites (U’bA did not provide pre-grant technical
assistance to East Baton qao-Parish, and thus has no data about the
planhing ‘process in that cummuﬁity).
sites were just beginning to move into the implementation stage in
late 1974, this discussion is.limited to the piannihq process that led
, grant application in each community.

Since most of the replication

up to the submission of a

Clark County (Vancouver), Washington

The planning process which took place in Clark COJHtY was broadly-based
from the beginning., Immediately after the possibility of receiving a
replication grant was annohnced, a community meeting was held. All
major participants in the local criminal justice process were asked'to
attend, together with representatives of comnunity seyvice agencies.

Following a description of the Des Moines project; the -County Commissioner

P,
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hav1nq functional responsibility’ for criminal ju tice programs’ took
charge of organizing the plapfing pror@ss An fd Hoc P]anning Commi ttee
was formed and the local criminal Judiwce planner prOV1ded the

staff support for ‘the conmittee. From LhC'SLth, the Ad Hoc Committee
included nearly every "key actor" in the Clark -County criminal justice
system: the County Conmissioner, the County Administrator, the County
Shariff, the Director of the County Jail, the Vancouver Chief of Police,
the County Prosecutor, the Public Defender, a judge of the Superior

. Court, a judge of the Distvict Court, the Director of the county

(misdemzanor) probation department, the District Supervisor of the

state (felony) probation department, and a Councilwoman from the

city of Vencouver. By Torming a broadly-based committee at the start

of the planning process, Clark County officials provided a mechanism

that not only encouraged the sharing of information and concerns about

the existing criminal justice system in the community, but also diminished
the intensity of "turf disputes" that ave typically involved in.any
project which alters existing administrative structures and jurisdic-

tional lines,

The existing criminal justice structure in Clark County was typical of
many communities. The city and county jails had been consolidated under
the jurisdiction of the County Sheriff. When the plarning for the
replication project began, Clark County had neither a formal ROR

program (judges cccasionally freed defendants on their own recognizance,
but no staff was availabie to provide objective data on each defendant),
nor a supervised release unit, The probation function was divided
between the state Department of Probation and Parole, which provided
Tocal probation services to convicted felons, and the county District

* Court Office of Probation, which provided PSIs and probation supervision

for misdemeanants. The community had no community correctional facility,
although a small work release component did operate out of the city

jail. A new deferred prosecution program had recently been instituted

by the cauhty prosecutor with LEAA funding, and treatment services

.were provided by an Offender Services Coordinator, who also was the

Divector of the Preventicn-Habilitation.Council of Clark County (Pre-Hab),
a private agency which also operated a halfway house for released
prisoners. '
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As a Tirst step in planning a replication of the Des Moines project,
several members of the Ad Hoc Planning Comnittee: made a trip to

Des Moines to see the proguram-in action. An effective nethod of data
gathering used in Des Moines was for one of the L]drP County repre-
sentatives to spend time with his couniurpari in tho Des Moines
criminal justice system. Thus, the Clark County Superior Court Judge
spent a morning sitting in court with a Des Moines judge, and was

thus able to see the impact of the pre-trial relense (ROR) and super-

ised release components on pre-trial judicial decisions, and the impact

of P3Is and the availabilitly of the Fori Des Moines facility on post-
conviction dispositional decisions.

Following the trip to Des Moines, the members of the Ad Hoc Planning

Committee bedan a series of early morning planning rleetings which
continuad over several weeks. These meetings were often scheduled at

7 a.m. to permit judges to attend before their courts were in session,
and most of the members of the comittee--despite the carly hour and
the najor responsihilities of every committee member--attended the
sessions. The device of using a breadiy-bused planning committee
worked on a numbei of levels. It not oniy streamlined the planning

of a vreplication project, but it brought the key éctors in the criminal
justice system together as a group for the first tima. As a result,
problems in the existing system were isolated, concerns and disagree-
ments vere veuty1aLed, and new working relationships--both formal and
informal--vera b&«l‘ - The committee worked so we11 in fact, that

the County Commissioner indicated that even if the ccéunty were not to .
receive the replication monéy the planning process was a reward in
itself, since it had isolated and dealt with issues that had never
been recognized or confronted before. '

Through a series of planning meetings,.and through the data gathering
efforts of the county probation department and the lecal criminal
justice planner, the comnittee identified the Tocal need for both pre-
trial and post-conviction correctional programs modeled on the Des
Moines project. Existing system flow -stati t1c3 ware nsed (o develop
aseload projections for a replication proqram, and Lhn comnittice
developed both the procedures for the new DfOJGLt and a detailed

.
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replication project budget. Since the state of Washingten was- moving

in the direction of decentralized community corrections and the
legislature had recently passed an act which subsidized Tocal communities
that relieved the state of the burden of incarcerating felons in state
institutions, Clark County also received a commitiment that the state
would contribute funds to the replication effort.

The replication project developed by Clark County was shaped by local
needs and realities. It established a new Department of Community
Corrections within the county government, with a Director directly
responsible to the County Commissioners. Within the new department,
several existing c¢riminal justice functions were combinad with new

‘replication components. Two new pre-trial components were established:

an ROR and a supervised release component. Given the unmet need for
intensive probation supervision, the new organizational structure
absorhed the existing county misdemeanant probation office and addad
an Intensive Services Unit which would not only provjdo intensive
probation supervision to the misdemeanants who needed it, but which
would also be assigned probation responsibility for those falons whom
judges felt needed intensive services (services not currently previded
because of the high caseloads of the state probation unit). The
replication project also absorbed the existing work release program,
and established a re°1dﬂn11a1 treatment facility patterned on Fort

Des Moines. (CHE?t[I*ﬁ1splays the oryanizational strueture oF the
Clark. Countyur6p11cau1on project.)

e

San Mateo County, California

In San Mateo County, p]annlng for the rep11caL1on of the Des Mo1neo
project became the vehicle by which long- standtnnﬁ but unresolved,’ .
conflicts within the county were addressed. The prop]en in San Mateo
was not that the county lacked basic correctional progrems. Even
before it began planning for the replication project, San Mateo had
three of the four-Des Mo%nes components in place.. The county had an
ROR program which was administered by the local Bar Association through
a contract with the county. In addition, thc county alse had a

,probatlon department which was respons1b1¢ for probat10n superv1s1on

v
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of both misdemeanants and felons, and which also ran an existihg
community corrections facility (E1lsworth House).

The mdjor criminal justice problem fn San'Mateo County, however,

was based on geography and the lack of adequate booking facilities.
San Mateo is a large county running almost 30 miles from its northern
border (where it abuts the city of San Francisco) to the southern
border at the base of the San Francisco peninsula. . The county jail

s 1qcated in Redwood City, at the far southern end of the county,

and transporting arrested persons from the temporary city Tock-ups

in the northern areas of the county to Redwood City and then back to
courts 1n the north was expensive both in térms of transportation
costs and in terms of lost patrol hours for county Sheriff's deputies.
The problem was complicated by the fact that the County Manager was
initially comnitted to using the replication money to cover extra
transportaticn expenses while the major cities in the northern third
of the county wanted to build a centraiized booking facility in the
north. Cemmunication beiween the county and the northern cities

‘was difficult to achieve, and considerable aisagreement had built up

over.the conflict of objectives.

The plann{ng process used in San Mateo paralleled that of ‘Clark County,
in that a broadly-based planning conmittee was developed early in

the process. The planning 9omm1ttee organ1zed primarily by the
Director of the 1oca1~RPd-éBd(5§“gﬁ Exghut:ve Assistant to tie County
Manager, met throughout the planning process, and it was within the
comnittee that the northern cities/county dispute was addressed and

finally resolved. The planning committee consisted of the RPU Director,

. the Executive Assistant to the County Manager, senior representatives

of the Sheriff's 0ffice and the District Attorney's Office, the Director
of the local ROR project, the Supervisor of Adult Probation, the
Director of the Jocal community corrections facility, and the project

coordinator for the Seleet Police Service Coordination Project (an

LEAA-funded coordination project in the four northern cities of the
county). '

6-8

Over a series of long and often heated mﬂptlnqs, the planning committee
decxded that the resolution of the d.spu*o over centralized ‘booking

,,-

procedures was & necessary procond1t1on i any replication attempt,
The replication grant thu5'provided the lever which Ted the key actors

in the San Mateo criminal justice sys
their system. Specifically, the repl

tem to solve @ basic problem in

fcation project was used to:reduce

the number of city Tock-ups in use from & to 3, and the largest city
Jail in the northern part of the county was designated for use as a
central booking facility for defendants who were to be tried in northern
district Municipal Court., In addition, the replication project pro-

vided for the facility to bo staffed with "detention technicians" instead

of city policemen or sheriff's deputies.

Beyond addrassing the centralized boo

king probiems of the county

the planning comnittee also emphaa1zed the need to coordinate and

axpand existing correctional programs.

to serve the northern area of the cou
roejease componant was added, addition

The ROR project was eniarged
nty more efficiently, a supervised
al probation officer time wis

atfocated to the completion of "informal" pre-sentence investigations

vhich are often-requested by the courts in less serjous cases, and the

direction of the program was tied to

the County HManager's office.

Although Tocal political realities prevented the San Mateo replication

project from uniting all the componen
structure, the project did represent
of covrectional services to all parts

ts in a single administrative
an impertant step in the expansion
of the county.

In one sense, the task of replicating the Des Moine” project was less
difficult in San Mateo Counly than in .other jurisdictions given the

relative sophistication of the local

criminal justice system and the

fact that three of the four Des Moines components were a1feady in
place. However, the political problems that can constrain any new
program were more intense in San Mateo County than in communities

"that had fewer correctional programs

interests in conflict. And although
booking issue was only tangential to
project in theoretical terms, it was

and, therefore, fewer established
the resolution of the centralized
the'purposé of the Nes Moines
of much greater importance as

.



a correctional compromise which may Toad to further program consoli-

cation in the future.

Salt Lake County, Utah

The neud for a replication project 1n Salt Lake County grew out of .
some of the same problems which existed in Des Moines. .The city/county
jail was badly overcrowded; fully half of the jail population vas
composed of defendants awaiting trial; and only 6% of all defeﬁdaﬁts
were being releasced on their own recognizance. No program of pre-
trial services was available to defendants. The post-trial options
of judges having responsibility for sentencing convicted offenders
were soverely limited. And the services that were available were not
coordinatéd in any meaningful way. Salt Lake County had a Timited
ROR project run by a private agency, but it was somewhat isolated
from the rest of the criminal justice system and was releasing only a
emati minority of total defendants. No supervised releise program,
or other system of helping a dafendant to build a track vecord prior
to triaf, exisied in the community. Probation was a-fgnction of the
State Department of Corrections, although~the county operated a
emell alcohol and drug treatment program which offered counseling
and prebationary sarvices. No community correctﬁona1'fac11ity on
the srdar of Fort Des Moines existed, and the halfway houses admin-
isicred by the Division of Corrections did not provide the intensive
counseling and spreatment-orientation of the Des Moines model. Finally,
a major obstacle to replication was the different objectives and
jurisdictional responsibilities of the Division of Corrections, the
County, and the city of Salt Lake.
The planning prqcess in Salt Lake County was organized primari]y by
the Yocal Eé@:ﬁiﬁgﬁ{ﬁuzﬁ uggge'of Clark County, the planners in Salt
Lake County used a irip to Des Moines to bui]d_support for the repli-
cation project among the various key actors in the local criminal
justice system: city and county Taw enfOﬁcement agencies, the local
judiciary, the Division of Corvections, and thé city and county govern-
ments. However, the main task was to develop an Qrganizatfona] structure
for the pfogram which would be acceptable to all of the major correctional

interest -qroups in the community.
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Drawing heavily on support from the judges who had been to Des Moines
and supported the replication project, the RPU deve1oped'd city/county
agreement by which a new administrative structure was developed. It
took the name of its Des Moines counterpart--the Departﬁcnt of Court
Services. This new Department was located in the county governmental
structure, with the Director of the Department rcporting directly

to the Board of County Commissioners. A number of existing and negw
services were consolidated within the Department: an expanded pre-
trial release (ROR) program, a new pre-trial services (supervised
release) component, a diversion component, an alcohol services unit
(to be separately funded by the National Institute of Health), and

an Adult Cffender Rehabilitation Facility (the equivalent of Fort

Des Moines). In addition, the county signed an agreement with the
Division of Corrections by which the county used paft of the replica-
tion funds to subsidize additional misdemeanant prcebation staff for
the Division, staff which were to be given special training in the
uftilization of community resources for program clients. The county
also contracted with the Utah State Departinent of—Emp?dyment Security
to hire one job develcper and three emp?oym&nt counselors for assigp-
ment to the program (funding of the new slots was also provided by
the replication grant). The state Division of Corrections continued
to have responsibility for probation activities.

The Salt Lake County replication project accomplished a number of
objectives. It established the principle that county government had
the jurisdiction to provide pre~trial services and to operate a
community correctional facility. It added a number of new correctional
programs and consolidated and strengthened existing ones. And it
worked out an administrative structure for correctional programs that
increased coordination without causing major turf disputcs'between the
various governmental agencies involved in corrections at the state

and local Tevel. - ' .

St. Louis County (Duluth), Minnesota

The replication planning process in St, Louis County was shapcd not
only by the neced for new services, but hy the qvowing regionalization
of the criminal justice system in that area.. No existing ROR or
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supervised release services were available in St. Louis County, and
the high caseloads of the county probation department ruled out To provide correctional services throughout the vast 6th Judicia] ' }ﬂ%
Circuit, the planning comuittee tied the use of the $250,000 in repli- <;

cation funding (whiéh would pay for replication in the Duluth/scuthern
but the criminal justice system as a whole suffered from a fragmentﬁ- St. Louis County area) to a separate grant of $123,000 from the LEAA
tion of services, a lack of pre-trial programs, and uncoordinated regional office to permit implementation of the veplication project
post-trial components. Superimposed on these problems were the strains . in the northern area of St. Louis County (the Iron Range area) and
of regionalization., Recent Minnesota legislation--the Community the remaining three counties of the Gth Judicial Circuit. Eventual
Corrections Subsidy Act, and the Human Services Act--indicated a
statewide policy in Tavor of regionalizing corrections and other
services, and the RPU serving St. Louis County also had jurisdiction ' zation legisiation.
over the vast seven-county Arrowhead Region in northeastern Minnesota.

intensive supervision services. A regional community correctional
facility hud been developed under the authority of a regional board,

expansion into &ll seven counties of the Arrowhead Region was planned,
but only after state funds became available under the new regionali-

L Thus, the expansion of correctional services in the entire Arrowhead
Geography also played an important part in the planning process. ‘ Region was the Tong-range goal, and the planning process focused on

St. Louis County afone is larger than the states of Rhode fs]and, S the steps by which that Tong range goal could be achieved. Formal

Delaware and Connecticut combined, and the need for services in the , replication of the Des Moines project in the southern St. Louis County/Duluth
other three counties of the 6th Judicial Circuit was also intense. : area (through NILECJ replication funds) was only a first step in a

The major minerity group in the area consists of American Indians, long range regicnalization plan. In the first stage, new components

and the specialized criminal justice needs of the Indian population vore added to the criminal justice system, A formalized ROR program .
added to the difficulties invoived in providing adeguate correctional . and a supervised release component were developed. To redure the ' C;g
services. ) high probation caseloads, new probation staff wera also hired to

provide an intensive supervision capability in the county probation
department. And to improve the ability of the program to emphasize
employmant as a vital part of client treatment, a job development
specialist was built into the project design.

As in Clark and San Mateo Counties, the planning process in St.‘Louis
County was broadly-based. Organized primarily by RPY staff, the head
of tie county probation deparément, and the director of the Northeast
Regional Corrections Center (the local equivalent of Fort Des Moines),
a planning committee was organized which included representatives Although the organizational goal of the program was to move toward a
from each of the major criminal justice agencies in the area (law single regional correctional board, the short term replication

enforcement, the judiciary, probation, local government) and which strategy involved the adoption of a structure by which the St. Louis

also included representatives of the Indian population. . The planning- County government was to establish a Department of Court -Services
committee was divided into a number of subcommfttees,‘each of wﬁich and serve gs the fiscal agent for the first stage of the replication
had primary responsibility for the planning of an individual program : effort. Day to day coordination of three of the project's components--
component, In addition, the comnittee as a whb]e often met to address ROR, supervised reipase, and probation--was to be the responsibitlity
the difficult organizational and structural issues involved in of the existing Probation Department, and the control over the
replicating the Des Moines project in St. Louis County. . : émwnunity correctional center remained with tho_Northoést'Regional

. . | Correctional Authority. As a long term‘éoa], the Fep11cation p]qn

: called for the development of an expanded Regional Correctional Qj}
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Authority which would incorporate the entire range of correctional
programs for all of the counties in the Arrowhead‘Région;

In addition to developing a multiple-staged method of structuring
the replication process, the planning committee also addressed the-
special correctional needs of the native population in the area.
Recognizing that many Indians in the region neither own their own
homes, nor have telephones, nor can be reached by mail, it was clear
that the emphasis on verifying a stable history of residence in the
standard ROR questionnaire would disqualify wmany Native Americans
from being released on their own recognizance prior to trial. As

a result, the design of the replication project also included a
modification of the ROR point system which gave credit to Indian
defendants for the total length of time spent in the county or
genperal regional area. A similar system will also be useévto test

the eligibility of residents of other rural areas of the Arrowhead
Region. '

Orange County (Orlando), Florida
. 1
As it began to plan for the replication of the Des Moines project

the Orange County criminal justice system reflected two major forces
which had transformed the correctional needs of the county. First
?he development of Disney World had caused a massive economic booms
in tpe county and had led to a very rapid increase both in population
and in the demand for criminal justice services. Second, the appoint-
ment of a new Sheriff a few years before had, in the words of several
key actors in the criminal justice system, "brought the county into
the 20th century in terms pf correctional prograhs.". A number‘of new
correctional programs recently had been implemented within the '
Sheriff's office, but no integrated correctional struptﬁre had 'yet
evolved to coordinate existing and planned programs;

The Orange County.system had a number of correc{iona1 components in
place when replication planning began. A new unit had recently been
established in the Sheriff's office which performed two basic functions:

| ROR interviewing and the classification of priseners.. In addition
- M : " ,

g
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a Re-Entry Program which provided pre-trial diversion services and

1iving accommodations for pre-trial defendants was in operation within (f}
the county governiment’s Department of Community Affairs. Probation o
in Orange County was the responsibility of the local office of the

Florida Probation and Parole Commission, and this office also per-

formed a staff function for the courts in some cases in which ROR

was requested by the defendant's lawyer. The county had no community

correctional facility. C

In addition to the need for new correctional programs, the major

proliem inﬂ%&ipggkCounty was how to structure tha Des Moines

PepWicationgg“Althbugh the Sheriff's office was the major power

center in the county, the sheriff felt that it was not appropriate

for pre-trial components to be located in a lav eﬁforcement agency.

Indeed, the new ROR program did not logically belong in the,Sheriff‘s'-

office, and some defense attorneys were uncomfortable with the idea

that defendants were being questioned for ROR purposes by staff being

paid out of the Sheriff's budget. The Re-Entry Program was a

Togical focal point for new progrems, but'the program‘had had problems £
in the past, and.it was feared that the entive replication project

would fail if a more colid organizational structure could not be

developed.

The replication planning pracess in Orahge County was organized pri-
marily by the Sheriff's office with the assistance of the Re-Entry
Program director. An initial agreement was reached with the State
probation and Parole 0ffice whereby the 1imited ROR functions of
the probation staff would be transferred £0 the county, and thus
additional probation staff time would be fread for more intensive
supervision services. fAnd the Department of Navy agreed to make a
facility available for use as a community correctional facility at

the partially deactivated McCoy Aiv Base which the Navy now controlled.

The structural issue was resolved by establishing the replication
he local Court [xecutive. Fisci] control over the
County Doard of County Commissioners, ,
ated which included the Sheriff, {;ﬁ

project uider t
project was given to the Oranqe
and a policy Board of Directors was cre



6-15

the State's Attorney for the County, the local State Probation and
£ Parole Supervisor, the Chief Judge and one County Commissioner,
The replication project consoTidated a number of existing and new
programs in Orange County. It absorbed the ROR unit formerly under
the Sheriff's control, added a new supervised release component,
absorbed the diversion and pre-trial halfway house services of the
Re-Entry Program, and added a new communily correctional facility.
The diagnostic unit was left in the Sheriff's office, -and the State
" Probation and Parole office continued to be responsible for probation
services. (Char{i%i%isp]ays the Orange County organizational structure.)

The new structure devised for the repTicatidn project in Orange County
had a number of advaﬁtages. It provided a strong administrative
structure outside of the Sheriff's office so that correctional
programs and law enforcement programs could be Separated. It provided
a shelter for the Re-Entry Program, which had been threatened by
a lack of solid administrative backing. And it improved the coordina-
tion of the state probation function with the other elements of the
(’} Tocal corvectional system. As in Duluth, the Orange County repli-
cation process emphasized the development of an immediate organiza-
tional struciure which represented a first step toward a longer
range goal. In the case of Orange County, the long range goal was
the develupment of a county Department of Corrections which will
further coordinata the planning and implementation of correctional
programs. Through the vehicle of the replication projéct, Orange
County rationalized the administration of existing programs and pro-
vided a structure within which future programs can be developed.
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Replication Conclusions

Although these brief descriptions of the replication process in five of
the six communities selected by the Mational Institute do not provide a
comprehensive view of the problems faced and strafeg{es developed by

those communities, they do suggest the varicty of replication experiences.

The approaches taken in the replication sites varied considerably, but -«
is possible to draw some general conclusiors about successful replication
of the Des Moines project:

e Replication must be based on Tocal realitics. Although the

terms of the replication process required cach community to
establish all four of the Des Moines components,- the final
program which was developed in each site was shaped by a number
of local realities. Each comnunity based its replication
process on a recognition that the Des Moines project required
tailoring to the specific criminal justice needé, political
concerns, structural constraints and organizational issues

at work in the community itself. Thus, each replication
experience, in' its own way, represented a ba]ance between what
was needed and what was possible in the commun1ty. In each
case, the planners of the replication project analyzed existing
problems in the criminal Justice system, {dentified optional
program structures and procedures in terms of probable tocal
acceptance, anticipated Tikely "turf disputes" involved in
replicating the Des loines project, and took steps to mitigate
those disputes in advance. At the most basic Tevel, therefore,
the experiences of the replication sites indicaté that slavish
adherance to a pre-conceived "Des Moines formula® would not’
have worked in any community. Each community had to be taken
on its own terms, and a replication effort framed'according1y.

6 The replication planning process should be broadly-based.

Unlike some programs which involve only a few of the "key actors"
in the local criminal justice system, the Des Moines project
is complex. Its four components touch upon the areas of

ALY
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o The replication planning process must focus on local "change agents,"
! <

One of the most important aspects of each replication planning
proCst.was not only to identify the "key actors” in a criminal
justice system whose support would be needed to make the Des
Moines project work in a community, but to identify those
cormunity leaders whose influence was essential to starting a
replication process in the first p1ace Broadly-based support
for a program like the Des Moines project is important, but -
every community, there are a few major “Changﬂ agentsgf Lhose who
have the power--either ui??fﬂlyﬂor (ncarﬁczﬁiii?o make a project
happen. In Clark County, for instance, it is doubtful that

the planning committee would have been organized and kept on
track if the County Commissioner had not used his political

and personal leverage to commit the community to a replication
of the Des Moines project. Although éhange agents vary from
commun%ty to community, the experience in the replication
sites indicates that Tocal dovernment officials and judges

are often the most important and'effecfive_advocates of the
Des Hoinesrconceot at the local Tevel. Whoever the charnge
agents in a community are, however, Lhe 1wportant thing is

to identify them early in the replication p1ann1ng process

and to keep them involved in that process throughout the
planning period. )

Replication should be shaped: by both long- and short-range goals.
Although the implementation of the Des Moines project in a
community may often represent an important addition to the

Tocal corrections system, it is not a panacea. In St. Louis
County, for instance, the long-range goal was to implement

a comprehensive regionalized correctional system. -In Orange
County, it was to develop a Department of Corrections which

would consolidate all correctional programs under the administra-
tive control of the county government. .In\each case, the
implementation of the Des Moines project was a short-range
goal--an important step in the right direction but not an end

in itself. . As indicated in earlier chapters, the Des Moines
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project omits some very important correctional components,

such as citation release and diversion. Thus, "it is important,
in any attempt to replicate the Des Moines prdjéc@v to ask

what the long-range goals of a community's criminal justice
system are, What are the servfces, structures and-procedures
toward which the community should be moving? And how can repli-
cation of the Des Moines program--in whole or in part--be usnd:
as a vehicle for moving toward those Tong-range goals?

s
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CHAPTER 7: - REPLICATION--~NEXT STCPS

fthito—hemndbook—dtoenssed—the range of correctional programs
which have been instituted in various communities around the country. /And
in Chapler 6, the replication planning process of five of the communitice

0

~gelected gs formal-vepltication—ssteswus aascriba&ii] This chapter

addresses the question: If your commmity decides that 1t wants te repli-
cate all or part of the Des Moines project, what does that veplication
procesc tnvolve? (Chapter #ouilines a rough work program for ths replica-
tion process, and indicates some of the constraints that you ave Likely to
fuce as you work your way through that process.

As indicated in earlier chapters of this training handhock, the Des Moines
project is not a panacea for all of the corrections problems facing any

comunity, nor is it a program that will fit the needs of every community.
However, it is a program that has had a positive fmpact on the criminal

Justice system 1in the Des Moines area, andithe four components of the pro-
ject may make sense for your community as well. U?timatelys the decision
as to whather the Des Moines preject should be veplicated--in whole or in
b

part~~in your community is one which can onl made by you and the other

(]

\
J
members of your local criminal justice system.

If you decide that replicating the Des Moines project in your community
does make sense, the question remains: What is involved in replication?
What tasks need to be addressed, and in -what order? Chapter 3 presented

a how-to-do-1it description of the four Des Moines components in technical
terms. In this chapter, however, the focus is on how-to-do-it in planning

terms,

The following work tasks are only intended to be suggestive of the steps
invoived in a fep?ication planning process. Some of them may not be
necessary in your community, and you may well add others .to this list.
But as you begin to think about the "how" of replication, this checklist
of tasks may help to get you started.
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¢ Analyze the Prosent System

s : 4

o . . (k 3 i One of the first tasks in any replication planning process is to
The Replication Planning Process | ' o take a hard Took at the existing criminal justice system and correctional
e Orqanize a Replication Planning Comi tlee . ‘ ‘ - ckmfﬂli programs in your community. One good way to begin is by reviewing the

) tha PuveEdd way in which your criminal Jjustice system is formally organized. In

terms of Jegal requirements, what state Taws, court vrules, or local
ordinances dictate the structure and process of your criminal justice
system? In some states, a decision to replicaie the Des Moines project
can be made at the local level. In othars, replication will be possible
only if state Taws are changed, or if the Attorney General of the state
interprets existing state Taws 1n new ways.

The experience of the five rcplication sites discussed in Ehapter—
éﬁzﬁhdicates the importance of organizing a broadly-based replicalion
| planning comnittee.  Much of the success of the planning process in Clark
County, Washington, San Mateo County, California and St. Louis County,
Minnesota, can be traced to the fact that replication planners in those

communities made an early effort to involve a wide range of criminal jus-
tice system "“key actors", representatives of local service agencies,

major employers, and others in the planning process. A broadly-based : After you have a good sense of the degree to which your Tocal community
planning committee has several advantages. By involving a wide range of ) has the Tegal authority to institute new correctional cqmpbnents, the next
conmunity reprasentatives, the planning process is enriched!by iricorpbrat- task is to review the structure of your'exjsting criminal justice system.
ing a number of different perspectives about correctional values and objec- // One technique you might use is to draw a rough organizational chart of that
tives. And by involving certain key actors at an early stage in the | system. As you draw the chart, you probably will be asking yourself:
planning process, it may be possible to anticipate and defuse possible - ~ MWhich agencies or departments of state or local government have responsib-
tater opposﬁtfon to the replication effort. It is not always pessible te S (jf} iTlity for varioug elements of the criminal justice system? Who are the
win over possible opponents of replicatien by involving them in the planning o - "key actors" in your criminal justice system, and to whom are they respon-
process, but it often helps. o , sible? What role does the county commission-play in the criminal justice

system? The sheriff? The local prosecutor? The courts? Local community
service agencies? Does your system have an ROR component or a community-
based correctional facility? Is probation a state or county responsibility?

Organizing a broadly-based planning committee is discussed here first ba-
cause of the importance that it had in -the formal replication sites. But
that does not necessarily mean that you will want to make it your Tirst

task. As in other tasks discussed in the replication work program, you In addition to reviewing the formal structure of the criminal justice system
will have to decide on the appropriate order for planning tasks in your in your community, you should also focus on the many informal ways in which

coimmunity. . . that system is structured. The way most criminal justice systems function

‘ | on a day-to-day basis often varies considerably from the formalities of an
organizational chart, so try to isolate the actual mechanisms and procedures
which characterize the system in your community. ‘

In some communities, early organization of a planning committee will indeed
be the logical first step. In others, however, it may make sense for you
and others who favor replication of the Des Moines project to maintain a

lTow profile for a while. In any case, you are the best judge of your o As you trace the method inm which your criminal justice system really works,
community, and you will have to decide when the time is right to form a \ also review the fiscal basis of your system. How are local criminal justice
planning groUb. ‘ : _2 ' , programs funded and by whom? Does your state subsidize 1ocal connmn{ties
| P which establish correctional comporents that relieve the burden on the state
jS} { s prison or some other agency or institution? o

-
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As part of your review of the'existing criminal justice system, you will
also need to conduct an informal needs analysis. After identifying the
range of correctional programs that are gurrent1x ayai1ab1e to accgsed
and convicted offenders at the pre-trial, post-trial and post-
institutional stages in your community, the next questions that need to
be asked are:  UWhat correctional needs are currently unnet? How ?oe? the
existing lack of correcticnal programs affect the local jail populat1o?:
the disposition of cases, recidiviem rates, etc.? In this step you will

be trying to identify those areas in which the presgnt system fails to
address the correctional needs of the community"[Eétrth%S‘ﬁﬁTﬁf—’you mignt
want to review the “uﬂiveYSé””of“CQ??ECfTﬁﬁE”ﬁFB@?ams discu§sed 15‘Chap?er
_ 5 of the handbook, &s well as the four“DesmMoinesmeé@p@nSE£§:] As you d15~
cuss your crihina? justice system with other "key actors"-in the cowm9n1tyﬂ
what are the problems most often identified in that system? And to what
degree would alternative correctional programs, stryctures, and procedures

help to fill unmet needs in the system?

In some communitiqs which have a number of existing ?orrectionai ?ompOﬁents, Q;} ; im}
the main problem muy prove 40 be a lack of cecordiration among various ele-

ments of the criminal justice system rather than a Tack of prqgrams them-

selves. One of tha most important ingredicits in the success of the Des

Moines project is the degree to which all four correctional coTponents ars

coordinated through such techniques as formal snformation sharing procedures

and staff rotation. Thus, you should think about thg Tinkages between ?he s
various elements of the correctional system in your community. Are'tho?e

elements well coordinated so that the effectiveness of good correctional

components is not diluted gt a Jater point in the system? Or aterthe.

existing correctional components in your community fraqmented e1§her,1n

Ce s : R e Fioms?
terms of administrative control or functional operations

In other communities the main problem may simply be that the existing
criminal justice systcm'1acks basic correctional components. Nithout a
formal ROR component, for example, judaes typically ]acg the objective
information upon which to base a decision about whetior a defendant should

: % c o aoa s
. be released on his own recogmizance. Or; if your cormunity’s jail 1is

e

. . 7-5

chronically overcrowded, the problem may simply be that there is no facility
(such as Fort Des Moines) which provides an alternative to ordinary incarcer-
ation. ’

As you conduct a nceds assessment for the criminal justice system in your
comnunity, you way discover a Tack of data about the way in which the sysiem
curvently works. For example, during the Clark County, Washington, replica-
tion effort there was a general recognition of the need for a formal ROR
component to be added to the local system. Yet no organized data was avail-
able which indicated the number of pre-trial defendants who were released on
bail, through informal ROR, through tha 10% bail deposit system, or the
number of defendants who remained in jail pending trial. Thus, one of the
basic tasks in the Clark County planning process was -to gather raw data from
the courts, the jail, and the prosecutor, and to organize it to show the
degree to which a formal ROR component was actually needed. As a practical
matter, data gathering is not only an important planning task, but also a
valuable method of building support for replication among the "key actors"
of the criminal justice system. Statistics often are more persuasive than
correctional theories in organizing a rveblication process.

Y

o Identify Correctional Objectives

Although it is impossible to isolate problems in an existing criminal
justice system without having a set of values which defines what “problems”
are, it is importent in any replication planning process to be explicit
about objectives. In most cownunities, you will find no gasy consensus
about the objectives of ccrreétiona1 programs. Within every system
there are typically many compating--and sometimes antégonistic—~opjectives.
As discussed in Chapter 2, niost correctional systeis gengra]]y reflect a
numbey of trade-offs between objectives. [or example, in the Des Moines
project, residents of Fort Des Moines are given more Freedom than inmates
of conventional county jails, because freedom and individual responsibility
are viewed as essential ingredients in the rehabilitation process. Yet the
freedom required for rehabilitation may conflict with another objective of
the criminal justice system--preventing convicted offenlars from committing
new crimes while assigned to correctional programs . .In'Des-Moines, a few
Eesidqntg of Fort Des Moines have gotten into trouble while assigred to
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the community correctional facility, but the rehabilitation benefits of the o
Fort Des Moines approach are judged important enough to justify an occasion-

al problem with a resident of the facility.

One of the basic tasks in any replication planning process, therefore, is
the definition of correctional objectives. If your community Tacks pre-trial
components, one objective might be to add new programs to increase the per-
centage of defendants released on their own recognizance by a specified
amount. Objectives can range from the general (c.g., to reduce the future
criminal behavior of convicted offenders) to the specific (e.g., to raise
the employment rate among convicted offenders by an average of 25% during
the time of their assignment to post-trial correctional programs). Whatever
the objectives Tinally adepted in your community, it is important to kéep
returring to a discussion of correctional objectives throughout the planning

process. The varicus key actors in your criminal justice system are likely

to express a wide variety of objectives. The interplay of competing

objectives and values will not only help to inject new ideas into the C;:,
planning process:; it will also help you to avoid the creation of unreal ’
expectations about what the replication project can he expected to accomplish.

st
o~
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e Identify the "Key Actors" in Your Criminal Justice System

If you have not already identified the key actors in your criminal
justice system, this is the time to start. Unlike criminal justice programs
which involve a single component and involve only one or two of the indi-
viduals or agencies in your system (for instance, the exemplary "Citizen
Dispute Settlement" program in Ohio is a program which typically involves
only the prosecutor's office and the police department in-a community),
the Des Moines project is complex. Since the four components of the Des
Moines project touch vﬁrtua]]y every other agency and dndividual in a
criminal justice cystem, you nced to begin.thinking about the concerns
you are likely to uncover in dealing with’those agencies and individuals.
Thus, the question is: Who are the "key actors" in your criminal justice .
system? ' . . , - . G;}§
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It is not hard to imagine how the key actors i your system can affect a
replication project. In the case of the four Des Moines. components the
1ist of key actors who are likely to have concerns about the replication
project is a long one:

@ law enforcement officials, such as the county sheriff and local
police chiefs, are likely to be ccncerned about tﬁe procedures and
criteria by which defendants are.released on ROR or to the.~uper-
vised release staff. If you plan to develop a facility Tike Fort
Des Meines, they need to be consulted about the fact that clients
will be returning to the community to work, go to school, or re-
cejve assistance from a range of community agencies. In the Des
Moines project. law enforceiment uneasiness about the program
developed early and subsided only gradually.

¢ The Tocal prosecutor is also likely to be concerried about pre-
trial release criteria, and the degree to which the prosecution
process will be affected by ROR and supervised release.

¢ The public defender in the community wi]1‘genera11y be interesied
in the degree to which the program's pre-trial components will re-
lease additional defendants.and thus increase their ability to
take part in the preparation of their own defense. As the individual
in the criminal justice system who most often serves as an advocate
for the potential clients of a community correcticns project, the
public defender may be expected to take an active interest in repli-

cation planning.

@ Local judges are critically 1mportant.' Even if your community were
to replicate the entire Des Moines project, the effort would be use-
less 1f the judges did not support the program. - For it is judges
who must apprbvc-ﬁﬁ*a defendant's release to an ROR or supervised
release unit, and it is judges who have the responsibility- for
sentencing an offender after convictjon. If a judge lacks confidence
in one or more of the replication components, it is clear that those
components will be assigned few clients. .



¢
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Existing Eﬁggggjgg‘agnncics'(whcther state or local) are also
1ikely to be directly affected by any'rep]iéution project., Of
the four Des Muines cdmponents, probation is the one which most
communities already have. As a result, any attcipt to modify
existing correctional components or institute new ones will
almosti invariably involve the probation department's "turf'.

Local government officials arve also important -to any replication

process. Sinca replication typically will involve changes in
existing structural arrangciments, the approval of the county
board may well be required. In addition, local government
officials may be expected to be quite interested in the costs and
benefigﬁwu@ich ave 1ikely to be associated with a replication
pro’éﬂt. Ag\tee Clavk County replication experience indicates
(sde Chapter 6)} the active support of county commissioners in

tha replication planning process can be a tremendous asset.

The~l@ea%’ﬁF§minai justice planner in your community may also be
expected 1o pley en fwportant part in the planning of a Des Koines
replication process. In addition to helping you as you identify
your community's corvectional needs and set corregtiona] objecti\/es5
a planner can heip to anticipate prob?éms and constraints involved

in any replication process. Perhaps most important, the Tocal
criminal justice planner will often have the best scnse of the
availability of rogional, siate or local funding for a replication
affort. (A move detailed discussion of funding sources appears

below.)

Representatives of community agencies are important as well. The

Des Moines project is a “comnunity-based" correctional system, and

that means that you will need to coordinate the planning of a replica-
tion project very closely with existing community agencies. A key
element in-the treatment orientation of three of the Des Moines
companents (supervised release, probation, and the community
correctional facility) is the effective use of ex%sting serviées, SO’
it is important for you to know precisely what type of services each
1ocal agency can provide and how much (if anything) those services

.

i
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will cost the replication program. It is‘equa11y.importhnt

for local agencies to understand what it is that you are planning.
The range of "key agencies" will, of course, vary from one

community to the next. In identifying the agencies in your community
that are important to the replication effort, it may help to remind
yourself of the types of community services most often used in Des
Moines: job development. vocational rehabilitation and training,
educational upgrading, psychiatric treatment, family and marital
counseling, drug and alcohol abuse treatment, fiscal management
counseling, housing assistance, welfare assistance, and health care.

In your community, there may be even more key aciors
The important thing at this stage of the planning process is to identify all
of the key actors in your comunity's criminal justiée system. And, as f;;~
Tist above indicates, a is any individual or agency that is
Tikely to be involved in some aspect of the replication project if it becomes
a reality.

key actor

¢ Identify Strqctura] Qptions and Fotential "Turf Disputss”

One of the most difficult tasks in the planning process of all of the
formal replication sites was to decide how to structure the replication pro-
Ject. In Des Foines, this problem was Tess severe because the existing
crimina?‘justice system had few components in place when the community
corrections program bzgan to evolve. Only the state probation component
was on the scene, and the absorption of the probation -function hy the Des
taines program was accomplished gradually. Nonetheless, some friction was
gencrated between the Des Moines project énd the state Department of
Corrections. )

In many of the formal replication sites, however, the:planning ﬁrocess became
very complex as the issue of program structure was addressed. Simply put,
the issues which eventually arise in any replication process are: How will
the new project be organizationally structured? What functions will the
project perform? And to what body will- the project rcport?

than those Tisted above.
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The structural issue is highly charged because ﬁt;~unlike theoretical
discussions about correctional objectives--has very real "turf" implica-
tions. The criminal justice system in any community consists of a web of
overlapping and interconnected functional responsibilities. The function-
ing of some systems actually parallicls the process described on their
organizaticnal charts. Other systems function very differently in fact
than on paper. And in scme, day-to-day functioning is shaped more by
pelitics and personalities than by any formal relationships. Any new
program, by definition, requires a change in the existing system. It
raises the possibility not only of functional changes in the system, but

< of shifts in the power and responsibilities of the "key actors" in that

system. _ .

Although anyone who has worked in a criminal justice system does not need

to be told about the importance of "turf" as a planning constraint, it is
important to remind yourself of possible turf disputes as you begin to think
about the alternative ways in which ihe replication project might be struc-

tured., Thus, the guesiions which need to be asked at this point in the Q¢§ {-3

Py

plamning procass‘are: What correctional functions will the replication
projact perform? Will it assume responsibility for .functions {e:g., proba-
tion) now perforied by other individuals o% agencies? To what agency or
goverining body will the new project report? How will coordination be
translated into specific structural changes in the existing criminal justice
system? Of the “key actors" in the existing system, which ones are likely
to Tose "turf" or power if the replication project is implemented? Which
ones stand to gain new "tur%“ or power?.

Speculating about politics and possible turf disputes can get out of hand,
since it's often more fun than the hard tasks involved in planning a replica-
tion process. Therefore, it's just as important not to overestimate the
importance of(DLuer)as a motivating force than it is to ignore turf

entirely. In general, the best solution is to identify possible turf dis-

putes as just orc type of constraint which the replication project is
Tikely to face, and then get back to the businass of building suppprt for

the project. - . S €:§ . é:?

¢ Identify Possibla Funding Sources

After the Des Moines‘project was designated “exemplary", the National
Institute of Law Enforcement and Criminal Justice (NILECJ) allocated $1.5

million to test whefher formal replication of the project would work in

seveps around the country. A total of six veplication sites (see
Ch ptar 6) regeived $250,000 each to replicate all four of the Des Moines
comporet Since no additional replication funds are available from

NILECJ, the question, therefore, becomes: How can a replication project be
funded?

As you might have expected, there is no easy answer to that quesfion. To a
large degree, it depends on what type of "replication™ your community needs.
As indicated throughout this handbook, thore are many'forms of replication.

In communities which already have a full range of correctional programs, the
real problem may be that those components are not well coordinated and thus
are not fully effective. In such cases, "replication" may primarily involve
the making of structural and procedural changzs in your existing system. Al-
though such changes are often among the most difficult to make, they generaily
do not {nvolve majol enpenditures of funds. As a result, the funds nceded

for replication will be few. '

However, cormunities which have very few correctional components may nced to
replicate all, or a major portion, of the Des Moines project. And, as
Chapter 2 of the handbook indicated, the doTlar cost of the Des Moines project
is high. In these communities, the appropriate strategy may be "incremental
replication". For instance, the ROR component of the Des Moines project is
the one component which is not "treatment-oriented" and, therefore, it does
not require a large counseling staff. As a result, the ROR component is

far cheaper than supervised release, probation, or the ccmmunity.correbtiona1
facil1ty. Thus, communities which cannot afford the entire package of Des
Moines components at one time may decide to start the replication process

by adding an ROR component to the criminal justice system. Then, as
additional funds become available in the future, other Des Moines components
can be added. However, if your community adopts this approach, you &111 have



to be especially careful to structure the project in such a way that it is
able to absorb additional components without needing major structural
overhaul in the future.

In some communities, incremental replication may be viewed as too slow a
process. You or others in your community may feel that you want to replicate
the entire Des Moines project all at once. In these cases the need for
major funding will be obvious. (The method by which you can estimate the
cost of replicating the Des Moinas projecct in your community is discussed
below. )

Although the forwal replication sites did receive funding from the Nationai
Institute, none of the replication projects relied Qn NILECJ funding alone.
In Clark County, funds from existing local programs were consolidated, the
county governmént committed some new monios, and the program also received

a commitment of state funding. In addition, the new Washington state adult
probation subsidy legislation will provide funds for communities that reduce
the burden on state institutions. In San Mateo County, the county goverament
also contributed local funds to the repiication effort. ‘The Salt Lake County
replication projeet included a discretionary grant from the Region and the
State Planning Agency, funding provided by the state legislature, and funds
from the RPU and both the city and county governments. In St. Louis County,
the rcplication project relied on funding from both state and county sources
and a discretionary grant frdm the LEAA Regiona1 Office. In Orange

County, the Navy gave the replication project the use of a building to house
its community correctional facility, and the'project.a1so received county

and SPA funding} | ‘

Thus, as you begin to look: for possible funding for the replication of the
Des Moines project in your cemmunity, try to make your search a wide one.
For a start, you will probably find that your Tocal. criminal justice planner
- has a good sense of the Tunding priorities of the SPA and the LEAA Regional
Office. After you find out whether discretionafy funds are available at
 either the state or regional level of LEAA, the next nlace to look is your
state government. Not every state has enacted legislation which pﬁpyides
financial assistance for local communitics that=develop new correctional
‘programs, but new "community corrections® bil1ls have b7 >n introduced in a

.
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number of states, and you should check the status of such initiatives in
your state. Discussions with a member of the state Department of Correc-
tions staff might also turn up some funding suggestions.

Finally, you should explore the possibi?ify of scéur%ng Tocal fund{ng for
the replication project. Since many counties have chreonically overcrowded
jails, you should check the status of the jail in your community. - Remembey
that in Des Moines, a major impetus behind the creation of the community
corrections program was the condemnation of the Polk County jail. Polk
County was faced with the option of building a new facility which could

have cost $3-5 million, or of finding a way to Tower the jail population so
that renovation of the old facility could begin. Community correctional pro-
grams clearly invoive lower capital costs than do ne@ jail construction, and
even the higher operating costs may be at least partially offset by other
savings. Therefore, you should try to make a careful analysis of the finan-
cial implications of the various options facing your local government--
including replication of the Des Moines project.

As yvou look at the possibility of Tocal funding for a replication project,
don't overlook the'city governments located in your county. Although the
covrectional responsibilities of many cities have been transferred to the
county, different communities have different methods of sharing both
correctional responsibilities and costs. And, finally, you should also look
at the possibility of tapping other local agencies, firms, or institutions
for buildings, goods, or services that can help to defray the cost of the
replication project. In almost every community, theré is a bui]ding that
is owned by a public or privéte agency that can be used for a community
correctional facility at Tittle or no cost. It may be a partia11y unused
VA hospital,.part of a military base, or even unused space owned by a
private corporation. You won't always find free spacg,'but it doesn't hurt

to ask.

e Put the Package Togother

Since, in most communities. you will be seeking new funds for the
replication project, that means that you will pqobably‘be putting together

-a funding application at the end of your planniﬁg process.  As part of that

procass, you will need to develop caseload projettions and staffing patterns,
an organizational chart, and a project budget.
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;‘,7 and several judges discussed past arrest rates, and pre-trial dis-
position trends, and reached a general conclusion about how the
institution of a formal ROR system would change current trénds.
The process was repeated for each of the four components until a
complete set of caseload projections was developed.

e Cascload Projections and Staffing Patterns. You won't be able
to estimate the budget necessary for a renlication of the Des.

Moines project until you have decided how many project staff
you will need. And you can't set staffing Tevels until you
have a sense of the 1ikely caselcads for cach component of

the replication project. Thus, as you near the end of your , ) — .
he replication prod 5> 85 - ) Once you have es<iablished cascload projections for cach component,

you still may have to make additional project policy decisions in
order to translate comporent caseloads into staffing patterns. For
example, if you have projected that the community correctional faci-
Tity will have a capacity of 40 residents, you must still decide how
many staff you will need to work with those 40 clients. And that
decision has implications about the entire approach which your

planning process, you will have to determine how many clients
are Tikely to bz servved hy the varicus components that will be
added to the existing criminul Jjustice system. [or example,
how many defendants will be interviewed for ROR each day?

What are the peek times of the day and days Qf the week for
new bookings of arrested persons? Will ROR staff be on call
24 hours a day, or only at certain tines of the day? How Tong community takes in replicating the Des Moines project.
does it take to verify the information given on anp ROR question- '
naire? How many staff persons will the ROR component need?

In the Des Maines nreiect, there is approximately one staff member
- . s ¢ - at Fort Des Moinns for every twe clienits (staff members w it
These or similar nupstions 1wi11 have to be answeved for cach o { ,\1 at F \,JD".“; ORI O C\r...l‘)' twe ¢l ILH.bb LSU(:IIT members who mom' or
of the reptication componcris. And, in order to give reasonable A the control desk are countcd as counselors since they do work with
a ) (05T componchis. s Qg = ' )

client8). If the community corvections facility planned for your
community is projected to have a 40-client capacity, and a total
of 20 staff arc assigned to the facility, your facitity will obvi-
ously have the same ratio of staff to clients as Fort Des Moines.
However, if a decision were to be made to assign only 8 staff to
the facility, the nature of the client/staff relationship would Be

answers to these questions, you will prothIy'have to gather
some additicnal data about the manner in which your criminal
justice system currently wovrks. You may have to review statis-
tics on the number of .percons who are arrested each year, iden-
tify trends in arrest rates, and discover how devendants are
currently spending the pre-frial peried (recetving ROR, posting )
bail, remaining in jail), hetore you will be ready to make case- changed and your facility--whetner SuCCGSSf“1.Or unsuccesstul --

’ would not involve veplication of Fort Des Moines' emphasis on one-to-
one counseling. This is not to say that variations from the Des

Moines approach are necessarily bad. It does, however, ‘indicate

Toad projections for a new ROR component. In Clark County, Wash-
ington, the plamning committee scheduled an all-day session at
which current statistics were presented about the criminal justice , ,
system, the procedures for each component were finalized (e.g., ' . that staffing pattern decisions may invelve much larger decisions
deciding to have ROR interviewers available on a 24-hour-a-day about the correctional philoscphy to be embodied in your replica-
basis), and cascload projections were then made. Although there : tion project. And it is fmportant that these decisions be analyzed
is no way to wohe perfect estirates of component cascloads; the carefully as you approach the end of your p]anniqg process. .

Clark County proacess worked quite well. Since tghe p1anning:‘

. 0 ¢ . . Ll e A " -? L ,;V‘*" I TR o “'_. . « -
committee included vivtually cvery key actor . in that community's o Organizational Chart. By the time.you rcach this stage in the planning

process, you will have reviewed the existing structure of your
criminal justice system, fdentified the new correctional components

ceriminal dustiee evetem, the prodecuter, public defender, sheriff

.o



needed in that systiem, isolated key actors and potential turf dis~ €:}
putes, and made some decisions about how the replication project

will be structured. HNow, as you prepare 'an ‘organizational’ chart for

the project, you can review the project structure one final time with

the members of the planning commitiee. functional lines of authority

that some committec members have taken for granted may come as a

surprise to others, and the developnent of a project organizational

chart often is a useful way of getting such confusion out in the

open where it can be resolved.

. try to include not only
omponeﬂt sudnrv1fors repor

As you develop the organizational chart,
the formal lines of authority (e.g..

to the rep11cat1on project director who, in turn, YELOTtS to the

county cormission}, bui also the channels of coordination that are

expected to tie components which are formally outside of the project

to components which are part of the replication project. Coordina=

tion is ecasy to draw on a chart, but hard to achieve. Yet the process

of indicahing the type of coordination which is expected may help e,
somewhat to bring it about.

Project Budget. Once you have developed caseload projecticns and

staffing patterns for the project, it is a fairly easy task to fin-

' alize the budget. First, the planning committea should set salary

fevels for cvery staff position. However, before salaries are estab-
Tished, it is generally a good fidea to falk to the personnel director

for your county. If your county has a civil-service system, this

u111 have an xmpact not only on the type of staff hired-by the preject,

but on their sa1arv Tevel. For instance, it is often difficult to

adopt the Des Moines policy of paying DYOTOSaTOWa] and non-professional
counselors the same amount if your community has a civil service

system. Some communities have talked of av01d1ng this problem by

having ihé entire replication project operated as a private, non-

profit agency which contracts with the local government for the

delivery of correctional services. This issue may not arise in your ,
community, but it does make sense to cheuk it aout in advance. €§§
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As you begin to set salaries, there are a couple of points to keep
In mind: 1) The Des Moines project 1s not a simple correctional
program. If it 1s to be replicated successfully, you will nced a
very talented project director and a dedicated staff) 2) in hiring
staff in general and project directors in particular, you usually
get what you pay for. '

)

Finally, when you prepare the final project budget, remember that all
four components (if you are replicating all four) might not start at
the same time. Most formal replication sites staggered the initiation
of the four components over a pariod of several months. If you do
stegger starting times, you will not be paying all of the'project‘s
staff for the same number of months, and your operating costs for

the first year of project operation will be reduced accordingly;

The Implementation Process

- After you have compieted the replication planning process, put togather
an application for project funding, veceived the necessary approvals for
the project and finally received funding assurances, you will probabiy be
exhausted. But you'll have time “for only a short breather, since it's now
ime to begin the process of implementing your replication progect

Although the experiences of the formal replication sites indicated some of
the constraints which you are 1ike1y to face during the planning process,
and 1dentified some suggested stratcgies for dealing with those constraints,
there are fewer deposts to help you on\ ‘your way through the implemen-
tation process. Z;;iIEHTEaftu t-haprter—6 & theformal replication sites
xere just beginning to imp1ementkthewr rcgﬂicatioﬂ projects at the end of

1974. Therefore, information about thelr 1mptewﬁntﬁ%+eﬂh;x
oty ava1!a'TEf7hﬁ#:"g TR 5. iscs‘f“ Gl LT
v H

jences iy Y2
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l er, by you reach the img%emeﬁt~t+en—stagé-gﬁvera%~0f*the
_repHeation sites shoqu BeweTlinto project—execution, Fhusy—dt will

A - 7 make sense Tor you, " me—af-those—communttics ﬁ% you
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Although 1ittle experience about the other implementation processes is
available so far {the experience in Des Moines is not directly relevant
since that program evolved over a period of several years), there are
some implementation tasks that will obviously need to be addressed.

Some of the more importunt include:

© Hiring & Replication Project Director.

One of the first implementation tasks which you will have to address
is the selection of a project director. Socinz of the replication sites have
atternpted to make the search -for a project director as broadly-based as
the planning process itself. Given the importance- of the director's job,
your selection of the person who will run the replication project will
Tikely have a great deal to do with the project's eventual success. Thus,
it may make sense to organize a selection committee that includes ‘those ( - Quf
key actors who have participated most directly in the replication p?anning
process. Since they will have spent a lot of time discgssing both the
theoretical and practical objectives of the'proj@ct; they are likely to
be sensitive to the need to select a director who shares those objectivas,

It is obvious, but important to remember, that a project director who has
a very conventional view of corrections will probab]& Find it difficult to
replicate faithfully the more innovative approach implicit in the replica-

tion project.

One other important issue is: Who will hire the project'staff? In communi-
ties where the replication project will absorb components which already
exiét'in the community, it is clear that most of the staff of the existing
components will become staff members of the replication project. But

what aboUt‘the new staff that needs to be hired? If at all possible, give
the new project director the chance to hire his own staff. As indicated
above, the replication project will need a highly talented project.directOV
if it is to succeed, and it makes little sense to hire a good.director s
and then tie his hands by se1ectind key memhers of the replication project '
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staff for him. 1If the project dircctor is to be responéib1e for the quality
of the replication project, he must also have the ability to hire and fire
the staff members that work on the project.

e Training Project Staff.

As the staff of the replication project is hired, 1t will be necessary
to institute some method of training that staff. The Des Moines project
components involve sensitive issues (e.g., the release of defendants accused
of comnitting serious crimes; treatment of convicted offenders in the com-
munity itself) and mistakes early in the implemertation process may generate

-considerable community opposition and endanger the future of the replication

project. Thus, it is important to prepare replication project staff care-
fully before beginning to provide component services. '

Although the method which the project director uses, to train the staff will
vary depending on the experience of the staff which is hired, the Des Moines
project does use a system that seems to work well. When a new staff manber
joins the Des Moines program, he or she is assigned to each of the project's
four components for a few days. This orientation process lasts for approxi-
mately one to two weeks. This method of providing new staff orientation

not only familiarizes each staff member with the other cdmponehts of the
program, but also emphasizes the need for close coordination of the project's
four components. In addition, the Des Foines project makes use of staff
rotation among components, multi-component staff meetings, and a project
newsletter, all of which help keep staff members awaré of activities in
other parts of the program.

6 Setting up an Evaluation Process. _

A]though it's hard to think about evaluating a replication project at
the beginning of the implementation process, that is ‘the time when evalua-
tion must begin. The concept of community corrections is a new one in many
communities, and you can expect the replication broject to receive a lot of
attention. Pub1ic.officials at both the state and local level are'}ike?y t0
be very interested in the degree to which your replication project meets
its objectives, and the community as a whole may=be concerned about the

public safety implications of the project. And since continued funding
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for the veplication project will be a constant concern, it will be very
foipor tant t6 develop an evaluation of the project aftwr its first year or
so of opecration.

If you are going to evaluate your project at the end of its first yeaf,
you will need to start preparing for that evaluation as the project begins.
Although the steps in an evaluation process would take another “work program

to describe fully, the basic things you will need are:

¢ Stalistics which show the way in which your criminal justice system
worked before the replication project began (e.g., skip rates for
defendants released on bail or on their own recognizance; vecidivism
rates for those sentenced to state pr1son or county JaT], and for
those placed on probation).

¢ A clear set of objectives which the replication project is expected
to accomplish.

¢ Data which indicates the results actually achieved by the replica~
tion project (e.g., post~implementation skip rates, recidivism

AW

‘ Y rates, increases in client employment or educational levels).

In thinking about the type of éva1uation process wh}ch*yaur Eommunity will
adopt, you should and read the comprehensive evaluation of the Des
Moines project which-was prepared by The Research Center of the National
=t provwdes a good description of the

Go- baek

Councii on Crime and De11nquenoy
yaiuntwon mpthodoWogy used in Des Moines, and inctude samples of the
Forms which'were used to gather data about the progectsgﬂggg?ﬁiﬁ@u§\gﬂmf

day-to- day basis.

Lnmaééi$ienw%ﬂ“fhcse“ba§+cwta§K§T the inplementation pﬁoceés will inevitably
involve a series of tasks which arise as you learn whether the coordination
he organizational structure which you spent so much time
“lork.  Since every replwcat1on progoct will develop in
impossible to predict’ all of the problems, issues, and

mechanisms and
planning reall’
its own way, 1~7s
puotedurc> that Wil fiave to be confronted as rep11cat1on begins to happen
in your community. It is certain that you will need ldeas, he1p and a(ViCk
from time to time.:

“'wl
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At those twmoa, romvnhor thaL you can always ask for

help Trom a number of sources. The local Kegional Planning Unit which
sarves your communlty wili ﬁrobabTy be Of considerable help throughout

the veplication process. In addition, you may also want to discuss
Implementation problems with the corrections specialist at your State
Flanning Agancy or with correctional staff at the LEAA Regional Office.
And since the Natienal Institute of Law Enforcement and Criminal Justice
will have helped @ number of communities replicate the Des Moines project,
WILECJ steff may ba able to provide valvable suggestiens. Finally, you
can always go the ithe Des Moines project itself. Most of the problems,

censtraints, and issues which you think you are facing alone have probably
occyrred in Des Moines in the past. T 77 the gol
“ﬁﬂLi’“~SL@ﬁi—mnmanp§%ﬁ?ﬁﬁﬁrfﬁ%*fUTﬁeS*ﬁ%@%ﬁ .









