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FOREW'ORD 

The criminal justice system is a labor-intensive enterprise, vital to the nation and 
beset with manpower problems. One of the most recent attempts to help alleviate some of 
the problems was the National Manpower Survey. The Congressional mandate for this 
survey was written in 1973, the survey was begun in 1974 and completed last year. 

This summary report deals with manpower requirements now and in the future. It 
reports on issues such as recruitment and turnover, t~speciany as they relate to minorities 
and women. And it explores the various aspects of training fmd education. 

The survey results do not provide final answers. to all of the manpower issUl~s. In 
particular, the assumptions built into the model for projecting manpower requirement~, 
may have to be modified in light of additional experience. Nevertheless, the Institute 
believes the study l~presents a significant advance in the tools available to deal with 
manpower problems. We hope it will be of value to the many hundreds of state and local 
officials who must plan for manpower needs. 

Blair G. Ewing 
Acting Director 
National Instiiute of Law Enforcement 

and Crirninru Justice 
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PREFACE 

This volumli' presents the major findings and recommendations of the National 
Manpower Survey of the Criminal Justice System. The study was performed for the Law 
Enforcement Assistance Administration by the National Planning Association, as prime 
contractor, in association with The American Institutes for Research and the Bureau of 
Social Science Research-all of Washington, D.C. It was conducted in response to a 
Congressional requirement, under the 1973 Crime Control Act, for a survey of personnel, 
training and education needs in the fields of law enforcement and criminal justice and of 
the adequacy of federal, state and local programs to meet these needs. 

The study, initiated in July 1974, is based, in large part, on a comprehensive series of 
surveys of executives, agencies and of employees of state and local law enforcement and 
criminal justice agencies, including both mail questionnaires and field visits, conducted 
between November. 1975 and June 1976. An Interim Report, based on an initial analysis 
of the survey results, was submitted on June 30, 1976. In addition to the present Summary 
Report (Volume I), the detailed results of the study have been presented in the following 
reports: 

Volume II, Law Enforcement, October 1976 
Volume III, Corrections, November 1976 
Volume IV , Courts, February 1977 
Volume V, Criminal Justice Education and Training (2 Parts), November 1976 
Volume VI, Criminal Justice Manpower Planning, December 1976 
A special report, Criminal Case Loads and Estimating Processing Time in General 

Trial Courts, Fiscal Year 1975, was also completed in May L977, as a supplement to the 
original study plan. 

These reports are the joint product of a team of over 40 professional staff members 
and consultants, and of supporting resear('h and administrative staff, ot'the three research 
organizations responsible for this study. These individuals came from diverse professional 
disciplines, including education, manpower and personnel research, economics, statistics, 
sociology, psychology and law, llS well as from operational roles in law enforcement and 
criminal justice agencies. The NMS study group benefited from the advice and guidance 
of a ten-member Advisory Board, chaired by Dr. Donald Riddle, formerly President of the 
John Jay College of Criminal Justice of the City University of New York, and which 
included eminent leaders and academic experts in the fields of law enforcement and 
criminal justice and related disciplines. (A list of the NMS staff and Advisory Board 
members appears in Appendix A). 

In addition, the National Manpower Survey consulted extensively with a wide range 
of criminal justice practitioners, technical experts and educators to obtain more special
ized advice on various aspects of the study. A total of over 30 panel sessions or 
conferences were held for this purpose, ranging in scope from a broad review of major 
criminal justice issues and assessments of major training and education programs, to 
detailed technical reviews of the NMS manpower projection model and of the occupa
tional analyses of key occupations. 

This study would not have been possible without the active cooperation of some ten 
thousand executives and other officials of.state and local law enforcement, correctional 
and court-related agencies throdghout the cour/try who took time from their busy 
schedules to respond to our detailed questionnaires or to meet with representatives of our 
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field anal~)s staff. The readiness of these officials to devote the necessary time to respond 
to this survey provides perhaps the best evidence of the importance of the many critical 
personnel, training and educational issues addressed. 

Finally, we are especially appreciative of the advice, assistance and guidance pro
vided to us by Sidney Epstein and Nick Pappas of the Law Enforcement Assistance 
Administration who served as project monitors for the study. Their help was particularly 
valuable in arranging liaison with LEAA and state planning agency staffs, in facilitating 
clearance of our numerous survey instruments, and in providing access to a wide range of 
relevant research and data sources within the Federal Government. 

* * * 
In preparation of this Summary Report, I would like to express my appreciation 

particularly to Harry Greenspan, Frank McKernan'and James Stinchcomb--all formerly 
associated with the NMS staff-for their review and comments on portions of this report; 
to Elizabeth Naden, who ably supervised the editing and production of the manuscript, 
and to Jacqueline Rupel and Lorraine Staliper, of our administrative and secretarial staff, 
who saw this document through to final copy. The undersigned must, however, be held 
solely accountable for any sins of omission or commission. 

HAROLD WOOL 

Director 
National Manpower Survey 
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CHAPTER 1. REPORT HIGHLIGHTS 

A. The NMS Study Program 

The National Manpower Survey of the Criminal Jus
tice System was conducted in response to a requirement 
included in the 1973 Amendments to the Safe Streets Act 
which provided for a survey of "existing and future 
personnel needs of the Nation in the field of law enforce
ment and criminal justice and the adequacy of federal, 
state and local programs to meet such needs," Major 
study objectives were,' 

• To assess the adequacy of current personnel re
sources of law enforcement and criminal justice 
agencies and to project future manpower needs; 

• To assess training and educational needs in law 
enforcement and criminal justice occupations, and 
the adequacy of existing training anJ educational 
programs in relation to these needs; 

• To recommend priorities for allocation of LEAA 
funds for training and academic assistance; 

• To design procedures for use in criminal justice 
manpower planning, including manpower projection 
models and data collection methods; and 

• To identify any other needed changes in personnel 
policies and procedures to improve system per
formance. 

The study incorporates findings based on an extensive 
data collection progrcJm, including: 

• Comprehensive questionnaire surveys of about 
8,000 executives of state and local agencies-police 
chiefs, sheriffs, prosecutors, public defenders, court 
administrators, wardens, juvenile corrections ad
ministrators and heads of probation and parole 
offices; 

• A mail survey of over 1,600 state trial and appellate 
courts; 

• A mail survey of over 250 law enforcement 
academies; 

• An analysis of the results of a 1975 Census survey of 
nearly 50,000 employees of state and local law en
forcement and criminal justice agencies; 

• Field visits to more than 250 agencies and training 
or educational institutions. 

In addition, the NMS study staff received valuable 
advice and assistance from its 10-member Advisory 
Board, from over 100 criminal justice officials and ex
perts who participated in various panel groups, from 

LEAA national office and regional staffs and from staff of 
state criminal justice planning agencies. 

B. Current Personnel Needs 
and Resources 

Nearly 1.0 million personnel were employed in state 
and local criminal justice agencies in 1974, the base 
year of the NMS assessment. 

• Over 580,000 were employed in police protection 
r'gencies, of whom about 80 percent were sworn 
officers. 

• Over 190,000 were in courts, prosecution and legal 
servict:.s, and indigent defense agencies, including 
about 28,000 judges and other judicial officers, 
about 21,000 prosecutors, assistant prosecutors and 
other attorneys in prosecution and legal services 
offices, and 4,000 defenders or assistant defenders. 

• Nearly 220,000 were in corrections agencies, in
cluding about 70,000 correctional officers in adult 
facilities, 18,000 child care workers, 23,000 proba
tion and parole officers, and 23,000 treatment and 
education specialists of all types. 

Several approaches were used in assessing the ade~ 
quacy of current agency staffing levels, including: 

• Responses by agency executives to survey questions 
concerning the manpower needs of these agencies; 

• Comparison of actual staffing ratios with those rec
ommended by various study commissions or profes
sional organizations; and 

• Analysis of the relationship between agency staffing 
and measures of performance on work backlogs. 

Bas,ed on responses of agency executives, an increaSlj 
of 2'20,000 or 26 percent, in number of employees in 
state and local criminal justice agencies, other than 
courts, was needed to enable them to fUlfill .all agency 
responsibilities effectively in 1975. 
. " Among the major agency categorie!.!, the largest rela

tive personnel shortages were reported by probation 
and parole administrators and by sheriffs; the smalJ
est, by administrators Of juvenile corrections agen
cies . 

• Smaller agencies generally reported higher relative 
requiremerlts for additional personnel than did larger 
agencies. However, heads of large police depart-
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ments, with 1,000 or more employees, also reported 
a need for large percentage increases in staff. 

Wide inter-city differences in the ratio of police 
employees to population served were found to be ex
plainable only in part by d{fferences in crime-related 
workloads. 

e Police employment ratios in la.rger cities (100,000 to 
1 million population) were found to be partially 
correlated with differences in robbery rates among 
these cities. In smaller cities, per capita tax levels 
were found to be more important in explaining 
inter-city differences in police staffing than were 
crime-related factors. 

• Higher levels of police staffing have, moreover, not 
been consistently associated with improved per
formance, in terms of crime reduction or clearance 
rates. A number of studies, based on 'data for states 
or larger cities, have indicated positive results; other 
research has been inconclusive in this respect. 

• Although increases in police staffing are probably 
fully justifiable in many growing or less affluent 
communities, the limited correlations among police 
staffing, crime rates, and police performance 
suggest that, in other communities, improvements in 
deployment and utilization of existing resources, 
combined with more active citizen involvement and 
support, may be as important in improving overall 
police performance as additional increments of 
police manpower. 

In state trial courts surveyed by the NMS, criminal 
case delay problems were found to be associated both 
with inadequate judicial staffing and with court man
agement and procedural policies. 

• For courts with 100 or more felony filings in 1975, 
felony backlogs at end 1975 corresponded to a 4.4 
month case delay period in courts where judges 
handled 200-399 felony equivalent cases per year, 
as compared to 7.1 months, where the caseload per 
judge-year was 1,000 or more. 

• The proportion of cases disposed of by plea bargain
ing was found to be significantly higher in courts 
with high criminal caseloads per judge. 

• However, factors such as observance of strict con
tinuance policies, greater degree of court unification 
and effective speedy trial laws were also found to be 

. associated with shorter case delay. 
In prosecution agencies, criminal case loads per full

time prosecutor were found to be nearly twice as great in 
the larger agencies, with 10 or more employees, as in 
offices with less than 5 employees. 
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• High criminal case.oads per prosecutor (300 or more 
per full-time equivalent prosecutor) were found to 
be associated with a significantly longer average 

court case delay than in jurisdictions where pros
ecutor caseloads were substantially lower, based on 
a matched survey of prosecutor and courts data for 
188 jurisdictions. 

Estimates of additional manpower needs of public 
defender agencies were found to differ widely, depending 
upon the criteria used. 

~ These ranged from an increa,1e of only 18 percent, 
based on public defender estimates of the number of 
additional staff attorneys needed to "fully comply" 
with recent Supremt: Court decisions, to as much as 
a six-fold increase, based on full provision of defen
der services to all individuals charged with felonies, 
misdemeanors or juvenile offenses, whether through 
defender agencies or assigned counsel systems. 

In corrections agencies, c~mparisons of actual staff
ing mtios in key occupations with those proposed by 
various national commissions or professional associa
tions indicate major deficits of probation and parole 
officers and of treatment and educational staffs in pris
ons and local jails. 

• Only about one-half of state prison systems met the 
American Correctional Association staffing standard 
for social workers; about one-fourth, for psychia
trists, and only about 10 percent, for psychologists, 
in 1974; whereas 60 percent met or exceeded a ratio 
of one custodial officer per six inmates, originally 
proposed by the President's Crime Commission in 
1967. Prison wardens responding to the NMS sur
vey in 1975 also reported a much higher relative 
shortage of treatment staff than of custodial officers. 

• Among probation and parole officers surveyed, only 
28 percent met the ACA standard of 50 case units 
per officer. Caseloads ranged from a median of 42 
per month for adult parole agencies and 62 for 
juvenile agencies to 161 for adult probation agen
cies. 

• Staffing ratios in most state juvenile institutions in 
1975, on the other hand, generally met or ~xceeded 
professionally recommended standards, in part be
cause of the substantial recent declines in inmate 
populations. Juvenile corrections administrators also 
reported substantially lower needs for additional 
manpower than any other category of agency execu
tive . 

Conclusions 

1. The composite survey evidence tcnds to support a 
need for selective increases of personnel in most 
categories of criminal justice agencies, other than 
juvenile corrections institutions, in order to enable them 
to fulfill all their assigned responsibilities and 
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workloads-particularly for additional judges, pro
secutors and defenders, and for additional treatment and 
caseworker personnel in correctional activities. 

2. However, provision of additional resources 
alone-in the absence of other needed policy or organi
zational improvements-will not nece&~arily contribute 
materially or efficiently to the ultimate national objec
tives of crime reduction and improvement in the quality 
of justice. 

C. The Employment O~t1CJ6k 

Overall employment growth in state and local law 
enforcement and criminal justice agencies is expected to 
be considerably slower between 1974 and 1985 than 
during the early 1970's, as the combined result of a 
projected slowdown in crime rates and of tighter state 
and local government budgets. 

• The crime rate, as measured by the FBI index for 
Part I offenses, is expected to experience a relatively 
slow net growth between 1974 and 1980 and to 
decline significantly between 1980 and 1985 as a 
result of: (1) a projected reduction in the youth 
population; (2) increased population decentraliza
tion; and (3) a projected reduction in unemployment 
rates. 

I> Criminal justice expenditures and empioym;~nt 

growth will also be checked by the more limited 
increase in state and local government expenditures 
projected for 1974-1980, as a result of the recent 
economic recession. 

• Although "full-time equivalent" employment in 
criminal justice activities is projected to grow by 
nearly 400,000 or 43 percent between 1974 and 
1985, the projected annual growth rate, of about 3 
percent, will thus be substantially below the average 
annual increase of about .5 percent, experienced 
between 1971 and 1974, 

Employment growth rates between 1974 and 198J-.are 
projected to be substantially greater in the courts cmd 
correctional sectors than in law enforcement. 

• Police protection agencies are expected to increase 
their staffs by about 180,000, or 33 percent, be
tween 1974 and 1985, in full-time equivalents, but 
their share of total criminal justice employment will 
decline from about 59 percent to 55 percent over this 
period. More rapid employment growth is projected 
for state and county agencies, than for city police 
departments. 

• Prosecution and public indigent defense agencies are 
ex.pected to experience the. most rapid growth 
rates-of 71 percent and 91 percent, respectively. 

• Total employment in state and local courts will in-

crease by 54 percent, with much more rapid growth 
for general jurisdiction courts than for courts of 
limited or special jurisdiction. 

• Overall employment in corrections activities is pro
jected to increase by 62 percent, but with very di
vergent growth trends for different agency 
categories. The most rapid employment growth is 
projected for probation and parole agencies and in 
locally based juvenile institutions in contrast to a 
projected employment decline in state juvenile in
stitutions. Employment in adult correctional institu
tions is expected to increase by 58 peh~ent as a result 
of a projected trend towards increased imprisonment 
of some categories of offenders. 

Employment growth will be more rapid in the profes
sional, technical and administrative occupations than in 
the "line" law enforcement occupations. 

• In police agencies, the number of non-sWorn per
sonnel is expected to increase by 53 percent, as 
compared to a projected increase of 28 percent in 
sworn officer employment, as a result of the con
tinued trend towards increased use of civilians in 
administrative and techt1ical posit\ons. 

• Employment· of non-judicial personnel in general 
jurisdiction and appellate courts is expected to grow 
more than twice as rapidly as judges, reflecting 
increased requirements for administrative and tech
nical support personnel. 

• Staff attorneys in prosecution and indigent defense 
agencies, and probation and parole officers, will 
also experience relatively rapid employment 
growth. 

• Child care workers in juvenile institutions are ex
pected to experience very limited employment 
growth, as a result of the projected continued trends 
towards deinstitutionalization and the use of 
community-based programs. 

Analysis of a number of major recent trends or de
velopments ill the criminal justice system indicates that 
they will have mixed impacts upon agency manpower 
requirements. 

• The trend towards decriminalization of certain vic
timless otfenses, such as public drunkenness, has 
apparer_~ly had limited, impact upon police and 
prosecution manpower needs, based on executive 
responses. 

• Formal pre-trial diversion programs were reported . 
by about one-third of probation and parole agencies 
and about two-fifths of the prosecutors. Workload 
impacts were also reported to be limited. These 
programs may have contributed, nowever, to the 
declining trend in juvenile institutional populations. 

• The impacts of the trend towards determinate, and to 
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mandatory mirumum sentences, upon manpower 
needs cannot yet be d~termined. but these trends are 
likely to entail more manpower for both correctional 
and courts agencies, with a probable reduction in 
parole agency workloads. 

• An increase in court unification is likely to result in 
economies in judicial manpower by reducing or 
eliminating various limited or special jurisdiction 
courts, but may require increases in SUppOlt person
nel in higher level courts and court administrative 
agencies. 

• Increased reliance upon community-based pro
grams, primarily for juvenile offenders, is a sig
nificant factor con~ributing to a projected reduction 
in employment in state training institutions, and has 
also tended to shift some of the correctional em
ployment from the public to the private sector. 

The above manpower assessments and projections are 
necessarily subject to considerable ·margins of uncer
tainty because of the limited historical data base avail
able and the need to make numerous assumptions 
concerning both future criminal justice system trends 
and broader economic or social trends. 

• A detailed methodology for use in periodic updating 
of the NMS projections has been prepared, which 
will allow incorporation of revised policy assump
tions and new data, as they develop. 

D. Personnel Recruitment 
and Retention 

Relatively high personnel turnover rates, as well as 
difficulties in recruiting qualified applicants, had been 
experienced by many criminal justice agencies during 
the early 1970' s-prior to the recent economic recession. 

• Personnel turnover (quit) rates were particularly 
high for assistant prosecutors and defenders, child 
care workers, correctional officers, and law en
forcement officers in small departments; they were 
relatively low for police officers in large and 
medium-sized departments and for probation and 
parole officers. 

• Recruitment difficulties in the early 1970's were 
reported by nearly one-half of the chiefs of small 
police and sheriff's agencies, by over 40 percent of 
the wardens (with respect to correctional officers) 
and by one-fourth of the prosecutor agencies. 

Personnel turnover and recruitment problems were, 
however, greatly reduced by 1975. as a result of the 
economic recession. 
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• NMS survey results and field interviews in late 1975 
indicated that quit rates had dropped sharply and that 
sufficient applicants were available for most 
categories of positions. 

Annual recruitment requirements for most line crimi
nal justice occupations are projected to be substantially 
lower during 1975-80, than in 1974. due to continued 
low turnover and reduced employment growth. 

• Relatively sharp reductions are projected for sworn 
law enforcement officers. correctional officeis and 
child care workers; smaller reductions for assistant 
prosecutors and defenders. 

• If general labor market conditions improve in the 
early 1980's, as anticipated, turnover and recruit
ment rates will increase significantly, but could still 
remain below 1974 levels in most occupations, other 
than assistant prosecutors and defenders. 

Employment of mii/ority personnel in police officer 
and correctional officer positions increased in the early 
1970' s, but still remains below the ratios of minorities in 
the populations served by these two occupations. 

e For law enforcement officers, the lowest proportions 
of blacks were in state or county agencies. The 
greatest disparities, in relation to overall population 
ratios, were in LEAA Regions IV and VI, whi.ch 
include most of the Southern states. 

• Among 17 state prison systems with large propor
tions of black inmates, only 5 states reported pro
portions of black correctional officers which were 
one-half or more of the corresponding black inmate 
ratios. 

• At the executive level, representation of blacks or 
other minorities was found to be negligible among 
police chiefs and sheriffs (l percent or less), but 
substantially higher among heads of correctional 
agencies. 

• Continuation of recent minority recruitment ratios 
for blacks and Spanish-Americans woul.d increase 
the minority share of total law enforcement officer 
positions from 9.3 percent in 1974 to 13 percent in 
1985-still substantially below their projected over
all population ratio of 17.6 percent in 1985. 

Utilization of women in police officer positions has 
grown only slightly-from about 2 percent in 1960 to 3 
percent in 1974. 

• Women police officers continue to be disproportion
ately concentrated in support-type positions rather 
than in line activities. 

Conclusions 

1. The outlook is for lower levels of recruitment in· 
most criminal justice occupations in the next five years 
than in the early 1970's, hence resulting in a reduced 
volume but increased quality of entry level personnel. 

2. However, if labor market conditions substantially 
improve, personnel turnover will again increase, with 



attendant costs and problems for criminal justice agen
cies. Concerted efforts to upgrade status of criminal 
justice jobs, for example-through job enlargement and 
career development programs-should be encouraged. 

3. Criminal justice agencies-particularly state and 
county police and sheriffs departments-have seriously 
lugged in minority recruitment and have made limited 
progress in utilization of women in line positions. 

E. Higher Education for Criminal 
Justice Personrlel--The LEEP Program 

-"', 

Over $40 million per year has been expended by LEAA 
in recent years for academic assistan..~e for criminal 
justice personnel, mainly through the Law Enforcement 
Education Program (LEEP). 

.. A basic premise of the program is that higher educa
tion for law enforcement and other Hne personnel is 
a necessary condition for upgrading their per
formanc~ and for improving the responsiveness of the 
system. 

• A number of guidelines, issued by LEAA, establish 
a sequence of priorities for LEEP eligibility, as well 
as certain criteria for institutional qualification, in 
terms of program content, faculty qualifications and 
faculty-student'ratios. 

NMS assessments have not confirmed the need for 
mass higher education for airLine law enforcement or 
correctional officers, but do support the need for a more 
selective program of supportfor continuing education, to 
meet career development needs at the supervisory and 
managerial levels and to strengthen the system' s ~'e

sources for research, development, evaluation tlT!ld train
ing. 

• Occupati~l1al ,analysis studies, based on ratings of 
skill and knowledge needs for specific police officer 
tasks, failed to identify any major task of the basic 
patrOil officer which necessitated a college-level 
educational background, as contrasted to a signifi
cant number of line supervisory or managerial tasks, 
requiling such training. 

• A review of available research findings designed to 
relate education-and other attributes-to police 
perfon:nance, or police attitudes, similarly provided 
limited evidence· of superior performance by 
college-educated officers. 

• Police \-;:hief response5 to NMS queries concerning 
relative performance of college-educated officers 
were quite mixed, and appeared to be highly COn
ditioned by the respondent's own educational back
ground. Of seven performance criteria, college 
educated officers were rated as superior by a pli.1ral
ity of respondents in "handling of paperwork," 

"dealing with juveniles" and "achieving promo-
tions. " ' 

• Only about 5 percent of police agencies responding 
required completion of one or more years of college 
as an entry standard for pOlice recruits. 

• Nevertheless, police chiefs and sheriffs-as well as 
heads of correctional agencies-strongly endorsed 
continuing education for in-service personnel-and 
reported a variety of inducements, ranging from 
::.djustment of work schedul~s to provision of in
creased pay based on college credits or degrees. 

The LEEP program appears to have significantly con
tributed to a sharp recent growth in college-educated 
police officers. 

• Over 80 percent of LEEP assistance has been given 
to, law enforcement employees, although they ac
count for less than half of total criminal justice 
personnel. About one-fourth of all law enforcement 
and probation and parole officers received some 
LEEP assistance, as compared to 14 percent of cor
rectional personnel. 

• This has in turn contributed to a particularly rapid 
recent growth in the ~1toportion of police officers 
with one or more years of college education-from 
20 percent in 1960 and 32 percent in 1970 to 46 
percent in 1,974. 

• Since tIns trend was influenced by a number of other 
factors, including the GI Bill and general labor mar
ket trends, the net effect of LEEP cannot be dearly 
isolated. 

The quality of much of the LEEP-funded education 
appears to be seriously, deficient, however. even when 
related to LEAA's own modest standards. 

• At least 15 percent of all LEEP-funded courses were 
narrowly training-oriented, e.g., procedures, traffic 
control, polygraph or report writing. This Was par
ticularly true of the two year coHege programs. 

• Only 77 percent of LEEP faculty" and 60 percent of 
those in the two year colleges; had any advance4 
degrees, as compared to 93 percent -of aU college 
and university faculty. 

• Only 73 percent of all LEEP-funded programs had 
even one full·time faculty It\ember in the 1975-76 
academic year. 

• Less than one-half apparently satisfied the LEAA 
guideline of one full-time equivalent faculty 
member per 60 full-time equivalent students. 

• Other qualitative problems, not equally ,amenable to 
statistical documentation, have included lack of 
adequate academic performance standards and lack 
of adequate integration between two-year and fOUf-'· 
year college programs. 

Projected criminal justice manpower trends will re-
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duce the need for academic assistance for basic line 
personnel, but are expected to increase educational de
mands for managerial positions and in the corrections 
and courts sector. 

• Employment will grow much more rapidly in the 
latter sectors, as well as for non-sworn police posi
tions, indicating a need to achieve better balance in 
LEEP recipients and in curriculum offerings . 

• A continued sharp increase in the proportion of 
police officers with at least one year of college is 
projected-from 46 percent in 1974 to 75 percent by 
1985-due in large part to rapid growth in the pro
portion of new recruits with some college work. This 
will further reduce the need for academic assistance 
programs at the freshman!sophomore levels. 

" There will, however, continue to be a considerable 
"educational generation gap" in many police 
forCes, as illustrated by the fact that in 1974, only 28 
percent of officers in managerial-level positions had 
completed two years of college, as compared to over 
40 percent of all patrol officers and sergeants. 

fa Demands upon executives and other managerial
level personnel are also becC'ming more sophisti
cated as a result of growlmg pressures for fiscal 
performance and accountability, recent court deci
sions and the growth of public sector unionism. 

Major LEEP Recommendations: 
1. Upgrade and enforce qualitative standards ofLEEP 

programs, working with appropriate accrediting organi
zations. 

2. Assign priority for LEEP funding to advanc~d UIl

dergraduate and graduate-Ievei programs; phase out aid 
for first two years. 

3. Place greater emphasis on assistance to correc
tional and court-agency personnel by requiring better 
balance in course offerings. 

4. Initiate programs of grants to assist both highly 
qualified in-service personnel and pre-service personnel 
enrolled in fun-~ime graduate programs in crime-related 
or management fields. 

F. Training for Law Enforcement 
and Correctional Occupations 

Althoughformal e.ntry training was provided by nearly 
all police or sheriffs' agencies with 25 or more em
ployees in 1975, and by nearly all state adult correc
tional agencies, substantial proportions of the small 
police and sheriffs' agencies, an.11arger prupDrtions of 
juvenile corrections and probation or pamle offices, still 
provided no formal entry training to their line staff. 
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• Among law enforcement agencies with less than 25 
employees, 31 percent of the police departments and 

22 percent of the sheriffs' agencies provided no 
formal entry-level training to new recruits. State or 
regional academies were used by a majority of the 
smaller agencies which did provide training. 

• Nearly one-half of all juvenile agencies, and over 40 
percent of probation and parole agencies, provided 
no formal entry training to their line statIs. 

A large proportion of entry-training programs in these 
occupations were shorter in length than the minimum 
standards recommended by the National Advisory Com
mission. 

• Recruit training courses for police and sheriffs were 
less than the recommended minimum of 400 hours 
in agencies' accounting for about two-fifths of law 
enforcement employment. Only one-fourth of pro
grams for agencies in the smallest size group met 
this standard. 

• Over one-half of the programs for adult corrections 
were less than 100 academic hours. 

ff Entry-training courses for child care workers aver
aged about 30 hours; less than O'ile-fourth were in 
excess of 40 hours. 

• About 55 percent of probation and parole agencies 
reported entry-training programs of 40 hours or less; 
only about 20 percent exceeded 100 hours. 

Although most agencies provided some formal in
service training for experienced personnel, the propor
tion of employees receiving such training in 1975 was 
very small in the case of most police and adult correc
tions agencies,' much larger, for juvenile corrections and 
probation and parole staffs. 

• Over 90 percent of the police and sheriffs' agencies 
reported that less than one-fourth of their officers 
had attended an in-service course in 1975. Only 36 
percent of all sworn officers reported that they had 
ever taken a specialized course, other than recruit 
training, based on the 1975 Census personnel sur
vey. 

• Less than 10 pr.rcent of state correctional officers 
had attended an in-service course in 1975. 

• In contrast, juvenile corrections and probation! 
parole agencies reported that, where in-service trairi~ 
ing was provided, a large proportion of their staffs 
had participated in 1975. 

Training courses of both law enforcement officers and 
of correctional officers place primary emphasis 011. pro
cedures and on technicaJ skills; relatively little emphasis 
on human relations aspects. 

• Only about 7 percent of course time in law enforce
ment academy recruit training courses was allocated 
to "human values and problems," (e.g .• commu: 
nity relations, juvenile delinquency, minority rela
tions, crisis intervention), as compared to the 22 



percent recommended by the National Advisory 
Commission for these subjects. 

• Subjects such as inmate-staff relations, inmate rights 
and race relations similarly received much less em
phasis than custodial artd security procedures, in 
courses for adult corrections officers. 

Law enforcement academy training methods and fac
ulty resources were found to be in need of substantial 
upgrading. 

• The formal lecture method continues to be the pri
mary mode of instruction for nearly all classroom 
subjects, with very limited use of individualized 
training or other more innovative methods. 

• Field training was included in the recruit training 
curriculum in only 36 percent of the academies re
sponding to the NASDLET survey, despite strong 
emphasis on the need for such training by police 
training expert .... 

• Nearly 80 percent of academy faculties cnusisted of 
part-time instructors, many of whom are in
adequately p2'opared for non-procedural subjects. 

• About one-half of the surveyed academies reported 
recruit class sizes in excess of the maximum of 25, 
recommended by the National Advisory Commis
sion. 

Supervi$ory training-although strongly endorsed by 
most executives-·was required by only a small propor7 
lion of law enforcement and correctional agencies. 

411 Mandatory supervisory training was recommended 
by the National Advisory Commission; its impor
tance was also confirmed by NMS analyses of 
supervisory tasks and knowledge requirements. 

8 However, only 37 percent of the police agencies, 29 
percent of the sheriffs' agencies and about one .. tenth 
of the correctional agencies surveyed by the NMS 
required that newly appointed supervisors take such 
courses, either before or shortly after assuming their 
duties. 

Conclusions 

1. Major gaps in provision of training to line law 
. enforcement and correctional personi:1el include-

• Continued absence of any provision for formal entry 
level training in large proportions of juvenile correc
tions, probation and parole, and small police or 
sheriffs' agencies. 

• Inadequate participation of line law enforcement and 
correctional officers in in"service training. 

• Limited requirements for supervisory training, par
ticularly for correctional officers. 

2. ·Qualitative inad'equacies in existing training pro
grams inc1ude--

.. Insufficient course lengths, as compared to the 
minimum st~ndards recommended by the National 
Advisory Commission. 

ct Inadequate coverage of "human relations" aspects 
of the law enforcement and correctional officer 
roles, 

• Excessive reliance on traditional lecture methods 
/lnd on part-time faculty in academy programs. 

G. Management Training ana Educatt~n 

Increased emphasis on scientific management methods 
and on accountability for use of resources, as we II as the 
growth of unionism among both police and correctional 
employees, have highlighted the importance of system .. 
atic management training programs for criminal justice 
executives. 

• Courses in administration, personnel management, 
budget and community relations were among the 
subjects most frequently recommended by incum
bent executives as important for newly appointed 
heads of police and correctional agencies, 

Although nearly all executives of law enforcement and 
corrections agencies reported having taken some spe
cialized training in their respective fields, substantial 
proportions had not been specijicall:y trained for their 
management duties, either informat degree programs or 
in special management training courses. 

• Only about one-fourth of police chiefs in jurisdic
tions with 17,000 or mOre population, and one-fifth 
of sheriffs in agencies with 10 or more employees, 
were college graduates in 1975. Among correctional 
executives, the percentages of college graduates 
ranged from 63 percent in adult institutions to 91 
percent in juvenile agencies. 

• Based on comparisons 0f executives' training rec
ommendations with their own training background, 
courses in bUdgeting, planning and evaluation were 
consistently identified as the' 'most needed" train
ing for all categories of executives. Other key areas 
of management training deficiencies. based on this 
criterion, included train,ing In personnel manage
ment and community relations for law enforcement 
executives; in facility management and community 
resource development for correctional institution 
executives; and in community relations and use of 
community resources, for probation and parole 
office heads. 

Although a considerable variety of separate manage
ment training and education courses are available, many 
of these programs are too fragmented, tOo short and tOQ. 
specialized or-when. university sponsored-are too 
theor=:ical in approach. 
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• Few courses are addressed to !:uch basic manage
ment responsibilities as problem identification and 
establishment of management priorities, or are de
signed to strengthen leadership skills. 

8 The effort to adapt courses to the limited time avail
ability of most executives has resulted in a prolifera
tion of short orientation courses on special subjects, 
which lack integration or continuity. 

Major recommendations for LEAA assistance in man
agement training, include: (1) planning and development 
of comprehensive management training and education 
programs for criminal justice executives,' and (2) estab
lishment of regional centersfor provision of management 
training programs to all categories of criminal justice 
executives. 

H. Professional Education and Training 
for Judicial Process Occ: ... pations 

Undergraduate law school courses provide an in
adequate preparation for legal practice in the criminal 
justice system-whether in prosecution or defender 
agencies or in judicial roles. . 

• Despite some increase in course offerings, criminal 
justice courses accounted for only 6.8 percent of 
total law school offerings in 1975. Only about one
third of the law schools offered advanced courses or 
seminars. 

iii Course emphasis is on broad principles and on de
velopment of analytical skills, with very limited 
coverage of procedural and institutional aspects of 
criminal law practice. 

• About seven out of ten chief prosecutors and de
fenders considered law school graduates inade
quately prepared in procedural and trial advocacy 
skills. 

• Clinical law programs are designed to partially 
compensate for these limitations, but only about 
one-fifth of recent graduates have completed such 
programs. 

Nearly one-half of all prosecution and public defender 
agencies surveyed by NMS offered no formal entry train
ing, other than brief orientations, to newly hired staff 
attorneys. 
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• Despite considerable recent growth in national and 
state-level training programs, 47 percent of both 
prosecutor and defender offices reported no fonnal 
entry training other than basic orientations of one 
day or less for newly appointed assistants. 

• Availability of fonnal entry training varied with 
agency size: less than one-half of the small prosecu
tion offices with fewer than 5 assistant pros
ecutors provided such training as compared to 80 

percent of the large offices, with 25 or more assist
ant prosecutors. Smaller offices are more likely, 
however, to recruit attorneys with prior trial experi
ence, often on a part-time basis. 

• Entry courses were relatively short, typically less 
than two weeks. 

In-service training for experienced staff is mainly pro
vided through external programs, except in the largest 
agencies, with participation usually on a voluntGlY 
basis. 

• Only 28 per,::-nt of the defender agencies and 15 
percent of the prosecution offices-mainly those 
with 25 or more employees-provide fonnal in
house training for their personnel. 

• Major sourc~s of external continuing legal education 
were the national colleges for district attorneys and 
for defenders, programs sponsored by national pros
ecutor and defender associations, and those spon
sored or conducted by state prosecutor and defender 
offices. 

• Although a large proportion of agencies provided 
some! assistance for external continuing education, 
only ~\bout one-third had policies requiring staff par
ticipation. 

• Training contents of in-service programs tended to 
parallel those of entry level courses, but with lesser 
emphasis on procedural subjects. 

Specializea' training of many chief prosecutors and 
defenders is significantly deficient, based on compari
sons between recommended courses and courses actually 
taken by incumbents. 

• In addition to a need for further specialized training 
in legal subjects, such as law of evidence and trial 
advocacy, significant proportions of incumbents ex
pressed an interest in management courses and in 
training in community and human relations whereas 
very few had actually attended such courses. 

Progress in judicial training programs has been un
even, with significant deficiencies in availability of 
entry-level training and in the quality of in-service train
ing programs and training services. 

• NMS field interviews confinned that newly ap
pointed judges were inadequately prepared by prior 
experience or training for most specialized judicial 
tasks. . 

• Entry-level training was only provided, however, by 
about one-half of the states for judges in trial courts 
of general jurisdiction, and by about two-fifths of 
the states, for judges in courts of special or limited 
jurisdiction. 

• Although virtually all states provided some fonn of 
in-service judicia~ education through state-level 
and/or national programs, most state programs were 
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limited to short week-end sessions on special topics, 
as contrasted to the more comprehensive programs 
provided by the national colleges and by a few of the 
larger states. 

• Nearly one-third of all states utilizing lay judges had 
no requirement for formal entry training for these 
officials, despite the obvious need for such training. 

• Supporting services for new judges, such as bench 
books, manuals and evidence guides were still in
adequate in most states. 

Court administrators were found to VG/y widely in the 
scope of their managerial responsibilities and in tlu~ir 
own professional preparation. 

• State court administrators generally have broad re
sponsibilities for fiscal management, planning and 
evaluation and statistical management. Over 80 per
cent have a legal professional background. 

• However, a substantial proportion of trial cOUli ad
ministrators have predominantly administrative 
duties, limited to such fU~iCtions as calendar man
agement and statistics. Many of the latter have no 
professional staffs, while those with professional 
assistants more frequently reported fiscal and ptlr
sonnel management responsibilities among their key 
functions. Over three-fourths of the latter were COI.
lege graduates, as compared to less than one-half of 
the administrators without staffs. 

• Over 70 percent of court administrators had less than 
5 years of service in their current positions. How
ever, about one-half had held prior court administra
tive positions. 

Training and educational needs of court adminis
trators vary with their .functional responsibilities. 

• Academic field preferences, for all surveyed court 
administrators, were management, law and public 
administration, in that order. Whereas state court 
administrators strongly prefer a legal background; 
trial court administrators give first priority to man
agement training. 

• Training courses in court information systems and in 
planning and evaLuation were most frequently rec
ommended by state court administrators, whereas 
trial court administrators assigned first priority to 
case flow management. 

Although most court administrators had received some 
specialized training, only about one10urth had com
pleted a special program in judicial administration be
fore entering their current position. 

• Major sources of court administrator training in
cluded the Institute for Court Management, state 
agencies, the National Association of Trial Court 
Administrators and ~lniversity-related centers for 
continuing education. 

Recommendations for upgrading court administrator 
capabilities include provif'ion of support for graduate 
level pre-service programs, increased emphasis on de
velopment of broader managerial skills in both pre
service and in-service courses, and orientation of judges 
on the court administrator function. 

I. Maior Priority Recommendations 

Educational assistance priorities under the LEEP 
program should be shifted from a general objective of 
upgrading of academic education of all line law en~ 

forcement or correctional personnel to a more selective, 
quality-oriented program, designed to improve com
petencies of managerial-level personnel, and of profes
sional staffs in planning, research, evaluation and 
education. 

sLEEP institutional qualification standards should be 
upgraded and effectively enforced. 

• Priority should be given to qualified students in 
advanced undergraduate and in graduate level pro
grams, with a phase-out of support for students in 
first two years of college. 

• Priority should be given to programs which offer 
more balanced curriculum offerings, induding 
adequate coverage of corrections and court-related 
subjects. 

• Special programs of direct grants for full-time 
graduate study in crime-related 01' management sub
jects should be established or strengthened for both 
managerial-level in-service personnel and for highly 
qualified pre-service students. 

• Assistance should be provided for development of 
improved law school curricula educational materials 
and methods in the field of criminal law practice. 

Training assistance programs should concentrate Oil 

correctlng existing major quantitative and/or qualitative 
d~ficiencies, including emphasis on management train
ing, on assistance for smaller agencies, and on enrich
ment of existing training for line law enfbrcement and 
correctional officers. 

• Priority should be given to development of inte
grated managemMt training programs for criminal 
justice superviso,rs and managers, to be conducted at 
regional management training centers. 

• Formal entry level training should be made manda
tory for perS'Jnnel in all line criminal justi.ce occupa
tions, inclv.ding police officers and deputy sheriffs in 
small agenci~s; judges, assistant prosecutors and 
defl,~nder.s; correctional officers, child care workers 
and: prr,)bation and parole officers. 

" SMe limd regional academies for training of person
nel ,from smaller agencies should be expanded and 
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improved in quality to assist in achieving this objec
tive . 

• Training assistance for line law enforcement and 
correctional officers, in entry and in-service pro
grams, should emphasize qualitative improvements 
in training methods, in training faculty and in scope 
of training, including improved coverage of "hu
man relations" subjects. 

• Support should be provided for development of 
model curricula and improved training methods, for 
law enforcement and correctional academies, in
cluding provision for systematic evaluation of train
ing effectiveness. 

A positive organizational commitment to criminal jus
tice manpower planning is a necessary condition for 
improving the long-range effectiveness of assistance 
programs for manpower development, at both the na
tional and state level. 
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o A Manpower Analysis and Planning Office or unit 
should be established in LEAA for maintaining a 
continuing assessment of manpower development 
needs and resources. 

• A specialized unit on criminal justice manpower 
statistics, as well as a national clearinghouse func
tion on planned or ongoing criminal justir.e man
power surveys, should be established in the 
appropdate LEAA or Department of Justice 
statistical u'ffice. 

• Priodty in development of the needed cdminal jus
tice manpower data should be placed on linkages 
with existing federal statistical programs, and on 
development of a cooperative federal-state program, 
for meeting supplemental data needs. 

8 Statl:: planning agencies should be encouraged to 
develop parallel criminal justice manpower planning 
and data analysis functions, including provision of 
training assistance to planning staffs. 

• LEAA annual plan guidelines should be revised to 
require periodical submission of comprehensive 
manpower assessments, in place of the current re
quirement for rou!ine manpower statistics in the 
annual plans. 
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CHAPTER II. PURPOSE AND SCOPE OF 
THE NATIONAL MANPOWER SURVEY 

A. Background 

All major assessments of the criminal justice system 
during the past decade have assigned a high priority to 
upgrading the personnel of the Nation's law enforce
ment, judicial and correctional agencies. The President's 
Commission on Law Enforcement and Administration of 
Justice, in 1967, identified as one of its seven major 
objectives, the need for attracting "more and better 
people-police, prosecutors, judges, defense attorneys, 
probation and parole officers, and corrections officials 
with more knowledge, expertise, initiative and integ
rity." 1 Similarly, the National Advisory Commisr;ion 
on Criminal.Justice Standards and Goals, in its 1973 
Report, included numerous specific recommendations 
for improvement of selection, training and education of 
personnel in virtually all major law enforcement and 
criminal justice occupations. 

Recommendations for qualitative improvements in 
personnel have often been paralleled by findings on the 
need for quanti~ative increases in staffing. A decade ago, 
the President's Crime Commission reported the need for 
substantial increases in personnel for a wide l'ange of 
criminal justice occupations, such as police officers, 
judges, public defenders, probation and parole officers 
and correctional specialists. Despite considerable em
ployment growth, reports of personnel shortages-in the 
face of mounting' agency workloads-have persisted 
throughout the past decade. Thus, in his Annual Report 
for 1976, Chief Justice Burger cited a requirement for 
additional judges, as one of the pressing needs of the 
Nation's judiciary, in coping with large case backlogs. 2 

This emphasis upon improvement of personnel re
sources stems in part from the fact that law enforcement 
and criminal justice services are highly labor-intensive, 
activities. Over 80 percent of all direct govemmental 
expenditures for these activities go to defray the salaries 
and benefits of agency employees. The performance of 
these agencies depends, in large measure, upon the 
skills, capabilities and dedication of their personnel
anci on thtl quality of their leadership, The personnei 
variable is particularly critical because of the wide de~ 
gree of administrative discretion entailed in every stage 
of the criminal justice process, from initial decisions to 

investigate, apprehend and charge suspected offenders 
through the process of adjudication and correctional 
supervision of those found guilty. In relation to these 
responsibilities, the national commissions had found 
serious inadequacies in the educational preparation of 
many incumbents of law enforcement and criminal jus
tice positions and in the specialized training available to 
them. 

In recognition of these needs, financial assistance for 
training and education of personnel in state and local 
criminal justice agencies has been provided in various 
forms by the Law Enforcement Assistance Aa;uinistra
tion since its establishment in 1968. The largest and most 
visible of these programs has ~en the Law Enforcement 
Education Program (LEEP), which has provided finan
cial assistance, since its inceptiop, to about 250,000 
college students who were-or who were planning to 
become--emplo;vees of law enforcement or crhninal jus
tice agencies. Appropriations for this progratl1, for Fiscal 
Years 1968·-1976 amounted to a total of $234 million 
and were malintained at an annual level of $40 million for 
the period Fiscal Years 1973-1976. Other direct finan
cial assistance has been provided through discretionary 
grants to training and educational progranls, through the 
Educaticmal Development Programs and LEAA intern
ship programs. In addition, a significant percentage of 
state expenditures, funded by LEAA block grants, goes 
to training and related activities. Total LEAA direct and 
indirect expenditures for training and education are esti
mated at about $80 million in Fiscal Year 1975, corre
sponding to about 9 percent of total LEAA outlays. 3 

As these programs have grown and become institu
tionalized, the need for systematic assessments of theit· 
adequacy and effectiven'Zlss has become apparent. Such 
assessqlents are needed both to·determine the aggregate 
levels of funding fol' these programs and to assure that 
the available funds are allocated efficiently. The estab
lishment of priorities for assist&i1C~ requires an adequate 
body of data on relative manpower and training needs, 
by function and occupation. Such information is needed, 
not only at the national level, but-in considerably more 
detail-at the state and local levels. 

Moreover, investments in specialized training and 
education necessarily entail some ju<igmefits as to future, 
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as well as current, personnel and. training needs. To the 
extent that these trends can be reasonably anticipated for 
a period of years ahead, they can-and should
influence decisions conceming training and educational 
assistance. 

The initiation of the National Manpower Survey thus 
rested on the recognition of both the importance of 
providing financial assistance for personnel upgrading 
programs and of the need for a systematic manpower 
planning approach, to assure that such funds would be 
allocated as effectively as possible. 

B. The Study Mandat1e 

Although the need for more adequate date to assist in 
criminal justice inanpower planning had apparently been 
recognized for some time, the specific impetus for initia
tion of the present study came from a provision in the 
1973 Amendments to the Safe Streets Act which directed 
the National Institute of Law Enforcement and Criminal 
Justice of LEAA to: 

"survey existing and futupe personnel needs of 
the Nation in the field of lawenfoteement and 
criminal justice aLld the adequacy of federal 
state and local programs to meet such 
needs." 4 

Included in this statutory provision were specific re
quirements to determine the "effectiveness and suf
ficiency" of the training l).nd academic assistance 
programs provided by the Federal Govemment for such 
personnel, and for issuance of guidelines by LEAA gov
erning its project grants for training and academic assist
ance "based on the needs and priorities established by 
the survey." 5 

The scope of the study was morc specifically defined 
in the "Request for Proposal" issued by the LEAA, 
inviting proposals for conduct of the study, and in the 
contract awarded to the National Planning Association 
(NPA) in June 1974. The latter provided for a com~ 
prehensive study of: (1) present and projected personnel 
resources; (2) present and projected personnel require
ments; and (3) present and projected training and educa
tion resources for state and local law enforcement and 
(~rirninal justice agencies. Both quantitative and qualita
tive aspects of personnel needs and resources were to be 
studied, with particular emphasis on selected key occu
pations in each agency category. Priorities for upgrading 
training and education practices and programs were to be 
Bpecified where inadequacies in existing programs were 
found. Although the assessments of training and educa
tlon programs and needs were to be the prime focus of 
the study, it was anticipated that considerable useful data 
would be derived on related personnel practices and 
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issues, including personnel recruitment and utilization 
policies affecting minority personnel. Finally, the con
tractor was required to provide a method for periodic 
updating of the manpower, training and education data 
and projections to be developed for the study. Chart II-I 
provides a schematic summary of these major study tasks 
and outputs. 

In addition to the formulation of the study tasks and 
objectives, the LEAA contract prescribed other major 
guidelines for the conduct of the study. The National 
Manpower Survey was to provide comprehensive cover
age of all major categories of state and local law en
forcement and criminal justice agencies, including police 
departments, sheriffs' agencies, correctional institutions, 
probation and parole officers, prosecutors and public 
defenders' offices and the courts. Priority in analysis of 
occupational tasks was to be given to a number of' 'key" 
occupations, selected on the basis of such considerations 
as size and importance and the extent of specialized 
training and education required. The list of these key 
occupations appears in Chart II-2. 

c. Scope o'~ Surveys 

The assessments required by the study entailed de
velopment of comprehensive data onjobs, personnel and 
training and education progr:'1ms, for law enforcement 
and criminal justice agencies. An initial phase of the 
study included an identification of the following major 
categories of information needed for the assessments. 

• Employment and tumover statistics 
• Agency workload and expenditure data 
• Job characteristics data 
• Personnel characteristics data 
• Training and education program data 

In almost all instances, such data were needed for each 
of the major sectors, or types of agencies, within the 
criminal justice system and were required separately for 
the major occupations in these agencies. Moreover, al
though the focus of the National Manpower Survey was. 
on a broad national-level assessment, some further dis
aggregation of this information by region, size of com
munity or agency size was also considered esse~,t!~. 

In addition to quantitative data, the study design re
quired information of a qualitative nature, for use par
ticularly in assessing the training and education needs of 
agency personnel and the adequacy of existing programs 
in meeting these needs. Of equal importance, too, was 
the need to obtain the': ldgments of agency executives 
and other experts, concerning the adequacy of agency 
personnel resources and training, and on expected trends 
affecting future personnel needs. 



Tasks 

MANPOWER ASSESSMENT 
• Current 
• Projected 

Chart II-I 

NMS Objectives 

PERSONNEL QUALITY ASSESSMENT 
• Education 
• Training 
• Minority representation 

TRAINING AND EDUCATION 
PROGRAM ASSESSiviENT 

• Quantitative 
• Qualit~tive 
• Role of federal assistance programs 

Outputs 

1. T&E PROGRAM 
RECOMMENDA TIONS/ 
PRIORITIES 

2. RELATED PERSONNEL 
POLICY 
RECOMMENDATIONS 

3. MANPOWER 
PROJECTIONS 
SYSTEM 
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Chart II-2 
NMS Occupations 

LAW ENFORCEMENT 
• Police Chief Executive 
• Police Mid-Level Manager 
• Patrol Officer 
• Detective/Criminal Investigator 
• Patrol Line Supervisor 
• Police Planner 
• Evidence Technician/Crime Scene Analyst 
• Police Legal Advisor 

JUDICIAL PROCESS 
• Judge-Court of General Jurisdiction 
• Judge-Court of Limited Jurisdiction 
• Court Administrator 
• Prosecutor 
• Defender 

CORRECTIONS 
• Correctional Institution Administrator (Adult and Juvenile) 
• Correctional Officer 
• Prob ation Offi cer 
• Parole Officer 
.. Counselor/Case Worker 

Review of the available literature and of ongoing re
search indicated that much of the information needed 
was not available on a comprehensive, national basis. To 
illustrate, although statistics on aggregate employment 
and expenditures of state and local criminal justice agen
cies had been compiled for LEAA by the Bureau of the 
Census since 1969, and were considered comprehensive 
and comparable for the years 1971-1974 inclusive, very 
limited information was available on the occupational 
distribution of personnel in these agencies, on their train
ing and education, on personnel turnover and on other 
personnel characteristics. An on-going LEAA-financed 
Census survey of charactelistics of criminal justice em
ployees was expected to fill some of these data gaps, but 
this survey excluded the courts and was subject to a 
number of other serious limitations. Generally, agency
level data were somewhat more adequate for police 
agencies, and progressively less adequate for correc
tions, probation and parole and courts-related agencies. 

To meet these data needs, a comprehensive survey 
plan was designed, providing for: (l) a series of mailed 
questionnaire surveys of executives of state and local law 
enforcement and criminal justice agencies; (2) a mailed 
survey of general jurisdiction and appellate court agen
cies; (3) field visits to 200 selected state and local agen
cies in 10 states to obtain more detailed data about their 
jobs, personnel policies, training programs and future 
plans; and (4) field visits to selected educational institu
tions, academies and other specialized LE/CJ training 
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activities. Approval for this comprehensive survey pro
gram, including over 40 separate major survey instru
ments, was obtained from the Office of Management and 
Budget in September 1975. Questionnaire mailings and 
field visits were conducted in the period November 
1975-March 1976, with the exception of surveys of 
courts' agencies and court administrators, wh1ch were 
not completed until June 1976. 

The largest single NMS data collection effort con
sisted of the questionnaire surveys addressed to execu
tives of state and local law enforcement and correction 
agencies by the Bureau of Social Science Research 
(BSSR). These detailed questionnaires requested three 
broad categories of information: (1) opinions concerning 
agency manpower needs, personnel policies and future 
trends; (2) data on agency functions, employment, train
ing programs, personriel turnover and workloads; and (3) 
information on the executive's own background educa
tion and work history. An additional questionnaire sur
vey was addressed to all state general jurisdiction and 
appellate courts, requesting detailed agency data on court 
personnel, caseloads, and training activities . 

In all of these surveys, with the exception of the 
smaller police and sheriffs' agencies, the NMS attempted 
to reach all state and local agency executives who could 
be identified in available directory sources or by other 
special means. These were supplemented by large sam
ples of the "small" police and sheriff agencies. The 
mailings were precedecJ by a letter from LEAA Adminis
trator Richard Velde urging cooperation with the study. 
Two follow-up mailings were made to non-respondents. 
As a result of these efforts, about 9,700 of the question
naires were completed. As shown in Table II-I, re
sponse rates ranged from 79 percent for police chiefs in 
jurisdictions with 17,000 or more population, and 77 
percent for wardens, to slightly under 50 percent for 
prosecutors, defenders and for the court agency survey. 
The latter types of agencies include a large proportion of 
small offices, or units, often staffOO by part-time person
nel. Responrie fhtes ay~rl:',ged 60 percent or higher for 
executives' in all agency categories with ten or more 
employees, and were reasonably well distributed by geo
graphical region. Generally these response rates compare 
favorably with analogolls surveys conducted in this field, 
with the sole exception of those conducted by the Bureau 
of the Census, using its extensive field organization. 
Nevertheless, the survey results must be interpreted with 
considerable caution, particularly for agency categories 
where response rates fell below 60 percent. 

In addition to these major new surveys, the NMS 
established cooperative arrangements with the Bureau of 
the Census to process data based on its 1975 survey of 
nearly 50,000 employees of state and local law enforce-
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ment and criminal justice agencies, other than courts, 
which provided information on their occupations, work 
experience, education, training and other personnel 
characteristics. These data were intensively analyzed, 
based on a specially designed occupational classification 
system, and served as the primary source of current data 
on the education and specialized training of these per
sonneL 

Information on state and local law enforcement 
academies was also obtained by NMS from a nationwide 
survey conducted jointly with the 'National Association 
of State Directors of Law Enforcement Training 
(NASDLET), based on responses from 250 academies. 

TABLE II-I 

NMS Survey Results 

Survey 

Executive Surveys: 

Police chiefs, jurisdict:ons with 
17,000 population or more ____ _ 

Police chiefs, less than 17,000 
population _________________ _ 

Sheriffs, 10 or more employees __ _ 
Sheriffs, less than 10 employees __ 
Wardens, state adult corrections 

institutions _________________ _ 

Juvenile corrections administrators _ 
Probation and parole administrators 
Prosecutors ___________________ _ 

Public defenders _______ ~ ______ _ 
Court administr~tors ___________ _ 

Courts Agency Survey: 
General jurisdiction! Appellate 

courts _____________________ _ 

Total, all surveys ____________ _ 

Responses 

1,207 

1,515 
309 
279 

220 
585 

2,011 
1,344 

252 
334 

1,644 
9,697 

n.,ponse 
Rate· 

79 

60 
61 
55 

77 
73 
67 
46 
48 
73 

47 
58 

* Usable questionnaires as a percent of questionnaires mailed, exclusive of questionnaires 
removed from sample as "out-or-scope" or not locatable. 

The NMS also conducted a program of field visits to 
agencies and to educational and training institutions 
throughout the country. In the course of the study, staff 
of the American Institutes for Research visited about 200 
state and local agencies in 10 states, to obtain first-hand 
information on occupational tasks, training needs and 
many related aspects of personnel management and or
ganization. Similarly, about 60 visits were conducted by 
representatives of the National Planning Association to 
higher education institutions offel';'~g criminal justice 
programs, to law enforcement and vther correctional 
academies and to other specialized training and educa
tionru activities. Since comprehensive statistical data on 
these agencies and types of activities were being de
veloped from other sources, the emphasis in all of these 

visits was upon qualitative assessments and insights, and 
on obtaining the first-hand judgments of administrators 
and personnel concerning major current problems and 
expected future trends. 

In addition to these field data sources, valuable guid
ance on the personnel needs, and on the training and 
education needs of criminal justice agencies was pro
vided by the NMS Advisory Board, chaired by Dr: 
Donald Riddle, and consisting of eminent leaders in the 
fields of law enforcement, criminal justice, education 
and re~ated disciplines. The NMS staff also consulted 
extensively with a wide range of practitioners and 
educators i.n relevant fields to obtain more specialized 
advice on technical aspects of the study and on major 
issues. A total of over 30 panel sessions or conferences 
were held for this purpose, ranging in scope from broad 
reviews of criminal justice issues to be addressed, and· 
assessments of major training and education practices, to 
detailed technical reviews of the tasks and the skin and 

,knowledge requirements in key occupations. 

D. Major Limitations 

Although this study is based on the most comprehen
sive body of information assembled, to date, on the 
personnel of the Nation's law enforcement and criminal 
justice agencies, and on their training and education, it is 
subject to a number of limitations which must be borne in 
mind by those reviewing its findings and recommenda" 
tions. 

1. Limitations in scope. Under the guidelines estab
lished by the LEAA for this study, the NMS surveys and 
related assessments have been limited to the personnel of 
state and local agencies with law enforcement and crimi
nal justice functions. Excluded from the contractual 
scope of the study were the 95,000 personnel, employed 
in 1974, in federal law enfon;einent, corrections and 
judicial process agencies, as v/ell as an estimated one
half million employees engaged in protective service 
activities in the private sector or as privatel criminal 
defense attorneys or who performed indigent defense 
services or rehabilitation services under contract with 
state and local agencies. Also excluded from the mail 
survey programs were certain categories of state and 
local agencies, within the scope of the study, but which 
could not be covered because of technical or cost con .. 
straints. The most significant of these exclusions were: 
(1) courts of limited and special jurisdiction; (2) local 
government adult {:orrectional ag~ncies or facilities, 
other than those operated by sheriffs' offices; and (3) 
legal units,such as city corporation counsel offices, 
which serve cities or townships, and which may have 
Some criminal prosecution functions. Information on the 
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porsonnel and training needs of certain of these agency 
categories was, however, developed from data obtained 
from field visits and from existing literature and data 
sources. 

2. Evaluative data on criminal justice training and 
educational experiences. The original study design for the 
NMS contemplated the execution of a systematic ques
tionnaire survey of a sample of employees in key occupa
tions of law enforcement and .criminai justice agencies to 
obtain detailed inform5tion from them on the extent of 
their specialized training and education (including 
LEEP-financed courses), their assessments of the useful
ness of this training in their current positions and related 
information on their career plans and job attitudes. Inclu
sion of this survey in the overall NMS study plan did not 
prove feasible, however, because of the concurrent fund
ing by the LEAA of the large-scale Census Bureau Sur
vey of law enforcement and criminal justice personnel. 
Although the latter survey provided data on such em
ployee characteristics as educational background and oc
cupation, it did not include any questions designed 
specifically to assess the quality and usefulness of the 
training received, or other questions of an attitudinal 
nature. Alternatives for developing such data, either 
through a supplement to the Census surveyor through a 
separate survey of former LEEP students in one LEAA 
region, were proposed at various times by the NMS staff, 
but were not approved by the LEAA. Some limited 
information of this type was developed in the course of 
field visits to selected law enforcement and criminal 
justice agencies, and from collateral data sources, 
but-in our judgment-was far less satisfactory than the 
more comprehensive employee survey originally planned 
for this purpose. 

3. Data reliability. One of the inherent limitations of 
any survey program of the type conducted by the NMS is 
that the reliability of the resulting data depends upon the 
extent of cooperation of the officials and agencies sur
veyed and on the accuracy of the data provided by them. 
Survey response rates of 85 percent or higher are con
sidered desirable by survey researchers to minimize the 
problems of "response bias. " Such response rates have 
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rarely, if ever, been achieved in any comprehensive 
surveys of state and local law enforcement and criminal 
justice agencies, ather than those conducted by official 
government agencies such as the Census Bureau. The 
lowest response rates, in the NMS surveys, were experi
enced in the judicial process sector, particularly for thos~ 
prosecutor and public defender offices with fewer than 
10 employees, and in the survey of general jurisdiction 
courts. These may be attributable to the weak le;vel of 
administrative support in many of these agencies, to the 
wide diversity in organizational structures and to the 
absence of adequate records or standard reporting proce
dures, which--in the past-have posed almost insur
mountable problems to survey researchers in this field. 
Despite these limitations, validations of the resulting 
survey data through available comparisons with other 
national level data, from Census, FBI or other sources, 
have suggested a reasonable degree of consistency in 
results. In addition, in the presentation of certain of the 
quantitative responses, such as estimates of manpower 
needs and personnel turnover rates, weighting proce
dures by size of agency were used, based on the esti
mated distribution of all agencies by number of 
employees, thus reducing any bias resulting from dif
ferential response rates by agencies in different size 
groups. 
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CHAPTER III. CURRENT PERSONNEL RESOURCES 
AND NEEDS 

An initial task of the present study was to assess the 
adequacy of existing personnel resources of the state and 
local agencies in the criminal justice system. These re
sources, in 1974, consisted of the approximately one 
million men and women, employed in over 40,000 sepa
rate agencies, who were responsible for law enforcement 
and the administration of justice, in the 50 states and in 
thousands of separate communities throughout the na
tion. 

The first section of thi.s chapter provides an employ
ment profile of the system including summary statistics 
on employment, on functions performed and on the oc
cupations of personnel in each major agency category. 

The second section describes the criteria and research 
approaches used in the assessment of manpower needs. 

The subsequent sections present findings on the quan
titative adequacy of existing personnel resources in each 
major category of agency. 

A. Employment Profile 
of the Criminal Justice System 

1. Employment by sector. The pr"'!ision of police 
protection and of related security services, and the ad
ministration of justice, together constitute one of the 
nation's major "industries," in terms of number of per
sons employed. In 1974, a total of nearly 1.1 million 
persons were employed in public law enforcement and 
criminal justice agencies at all levels of government. 
More than 500,000 additional workers were employed as 
private police, investigators, guards and watchmen, or 
were engaged in private criminal law practice on a part
time or full-time basis. Thus, as shown in Chart III-I, a 
total of about 1.6 million persons, or nearly 2 percent of 
the total employed labor force of the United States, were 
employed to provide public or private security services 
and other criminal justice-related services. 

Within the public sector, police protection and related 
judicial and correctional activities are primarily the re
sponsibility of state and local government agencies. 
Nearly one million, or more than 90 percent, of all 
employees of public criminal justice system agencies, 
were employed by agencies of the 50 states, or of local 
governments. Of this total, 584,000, or 58.5 percent, 

were in police protection agencies, including state and 
local police departments and sheriffs' agencies with law 
enforcement responsibilities. About 192,000-nearly 
one-fifth of the total-were employed in the "judicial 
process sector," including employees of state and local 
courts, prosecution and other legal service activities, and 
public defender offices. An additional 217,000 em
ployees-more than one-fifth of the total-were in the 
correctional sector, including state or local correctional 
institutions for adults and juveniles, probation and parole 
functions and central administrative agencies for state or 
local corrections functiQns. Finally, about 5,000 person
nel were employed in state criminal justice planning 
agencies or in other administrative or planning agencies 
with functions of a broad m~lti-sector nature (Table 
III-I). 

2. Summary employment trends. Comprehensive 
statistics on total criminal justice employment, by sector, 
have only been compiled by the Federal government on a 
comparable basis since 1971.1 The trends for the period 
1971-74 are summarized in Table UI-2, based on the 
Census statistics on "full-time equivalent employment" 
in these agencies. During this period the number of 
full-time equivalent employees in all state and local crim
inal justice agencies increased by 133,200, or 17.0 per
cent. This increase compared closely to the increase of 
17.9 percent, in total state and local government em
ployment over the same period. The rate of employment 
growth varied by sector from an increase of 14.3 percent 
in police protection, and 17.6 percent, in correctional 
agencies, to much sharper percentage increases in pros
ecution and legal services, in indigent defense agencies 
and in the small category of "other" agencies, which 
includes state criminal justice planning agencies and 
other local or state coordinating units. 

3. Police protection agencies 
a. Major junctions. Responsibility for lawen

forcement is primarily that of local govemments-cities, 
counties and townships---witb both state and fed.eral 
agencies playing a more limited and specialized role. 
The local police protection: function was performed in 
1974 by 487,000 employees in some 19,000 separate 
city and county police departments or sheriffs' offices. 
About two-thirds of these agencies are located in small 
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Chart III-l 

Total Employment in Protective Service and Criminal Justice Activities-Public and Private, 1974 

Private Defenders (Lawyers)1 
45,000 

t Estimated lawyers with criminal practice, as one of three specialties. 

State Government 
263,000 

---------

Local Government 
736,000 

------

Sources: Data on public employment from U.S. Department of Justice, LEAA, Expenditure and Employment Datafor the Criminal Justice System 1974, p. 21. Data on private 
sector employment in protective service activities from U.S. Bureau of the Census sources. Estimated number of private legal defenders adapted from results of 1972 survey by the 
Institute of Research on Poverty, University of Wisconsin. 
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TABLE Ill-I 

Employment in State and Local Criminal Justice 
Agencies, by Function, October 1974 

Function Number (000) Percent 

Total ___________________ _ 
Police protection _____________ _ 

Judicial process agencies, total __ _ 
Judicial (courts) ____________ _ 

Prosecution and legal services _ 
Indigent defense ___________ _ 

Corrections __________________ _ 
Othel' ______________________ _ 

998 
584 
192 
134 

51 
7 

217 
5 

100.0 
58.5 
19.4 
13.5 
5.2 
.7 

21.7 
.5 

Source: U.S. Department of Justice. LEAA. and U.S. Burcau of the Census. Expenditures 
and Employment Datafor the Criminal Justice System. 1974. 

TABLE IIT-2 

Criminal Justice System Employment Growth, 
by Sector, Compared to Total Employment 
Growth in State and Local Governments, 

1971-1974 

All state and local 
employees --

Criminal justice 
system employ-
ees, total ---

Police pro-
tection __ 

Judicial ___ 

Prosecution 
and legal 
services _ 

Indigent de-
fense ___ 

Corrections 
Other -_ .... -

Full·Time Equivalent 
Employees (000) 

1974 1971 

6458.6 5476.6 

917.5 784.3 

539.4 472.1 
118.4 99.7 

45.4 34.1 

6.0 3.5 
203.2 172.S 

5.1 2.1 

Increase 1971-74 

Number 
(000) 

982.0 

133.2 

67.3 
18.7 

11.3 

2.5 
30.4 

3.0 

Percent 

17.9% 

17.0 

14.3 
18.8 

33.1 

71.4 
17.6 

142.9 

Source: u.s. Department of Ju,Uce Expenditure and Employment Data jor the CrimlM/ 
Justice System. 1971. 1974. Table 9. Data are as of October in each year. 

cities or rural jurisdictions and typically employ fewer 
than 10 personnel. At the other extreme are the met
ropolitan police departments of our large cities. The 34 
largest of these departments employed a total of 144,000 
personnel in 1974, or more than one-third of all em
ployees of city police departments. 

Virtually all local police protection agencies perform, 
to some extent, the basic functions of patrol, criminal 
investigation, traffic control, and emergency communi
cations. Large departments are much more likely to have 
specialized units for these fUnctions and for rlelated 
community service responsibilities, as well as sIlecial
ized administrative and training staffs. Large sheriffs' 

agencies have ~I particularly broad range of responsibili
ties including operation of the county jail and provision 
of services to the local courts as well as general police 
protection functions. Most small police or sheriffs' agen
cies, on the other hand, are likely to have much simpler 
"line" organizations and to rely on state police depart
ments or on larger adjacent departments for many spe
cialized services, such as crime laboratory, training and 
communications and disphtching. 

State polke departments, in turn, have had primary 
responsibilities for highway patrol and traffic law en
forcement, but also provide statewide criminal investiga
tive and laboratory services, operate state or regional 
training academies, and perform various auxiliary serv
ices, such as motor vehicle registrations and conduct of 
drivers' license examinations. A total of 97,200 persons 
were employed in state police departments in 1974, ex
clusive of those in agencies responsible for vehicle 
inspection and licensing, fish and game wardens, and 
certain other specialized regulatory agencies. 

b. Occupational distribution: Employees of police 
and other law enforclement agencies have been broadly 
classified as "sworn officers," (Le., police officers or 
deputy sheriffs with g.eneral armet powers), or as "non
sworn" employees. The latter include both aur.iliary 
uniformed personnel, such as school crossing guards and 
meter attendants, all well as civilian personnel engaged in 
various technical, support or administrative-type func
tions. Although summary statistics on total police em
ployees and on sworn officers have been published for a 
period of decades, very little information has been avail
IIble on the distribution of these personnel by function or 
by types of duties performed. Such data are clearly 
relevant to any systematic analysis of agency manpower 
and training needs. 

Comprehensive statistics on the occupations of em
ployees of law enforcement agencies have been de
veloped for the first time based on a special NMS 
analysis of the results of the 1975 Census criminal justice 
employee characteristics survey. The NMS classification 
groups all police agency employees u.nder three broad 
functional categories-primary operating personnel, 
direct support and indirect support-based on the rela
tionship of their duties to their agency's primary law 
enforcement missions, and further classifies these person
nel in terms of their more specific tasks or duty positions. 
The distribution of sworn and non-sworn employees, 
based on tills grouping, is summarized in Table III-3. 

• Primary operating personnel include those person
nel who are directly engaged in-. 'Jr supervising
patrolling, traffic control, criminal investigation and 
other line or supervisory functions, as well as those 
responsible for overall agency management and di-
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recti on. A total of 462,000 personnel, or 77 percent 
of all employees of state and local police protection 
agencies, were in these primary operating positions 
in 1974. With the exception of some 32,500 auxil
iary uniformed personnel, such as school crossing 
guards and meter attendants, these positions were 
almost entirely occupied by sworn officers. About 
one-half of all agency employees and over three
fifths of all sworn officers were in the line patrol 
officer position-the large&t single police occupa
tion and the most visible to the general public. 

• Direct support personnel perform a variety of pro
fessional, technical, and administrative tasks closely 
linked with the performance of line law enforcement 
functions. A total of 55,400 or 9.2 percent of agency 
employees were engaged in these activities in 1974, 
of whom 22,700 were sworn officers, and 32,700 
were non-sworn or civilian employees:' About 
27,500, or one-half, of all direct support personnel 
were employed as dispatchers or in allied communi
cations positions. An additional 20,000 were in such 
positions as desk and booking sergeants or served as 
custodial officers in police or sheriffs' lock-ups or 
jails. Also included in the "direct support" group 

were over 3,000 medical examiners, coroners, and 
forensic scientists, as well as 4,800 technical 
specialists, such as fingerprint technicians, evidence 
technicians, polygraph operators, and crime scene 
analysts. 

• Indirect support personnel, about three-fourths of 
whom are civilians, perform a wide range of profes
sional, technical, administrative, clerical, and 
service-type duties, other than those in the "direct 
support" cat~gory. This group accounted for 62,000 ' 
or about 10 percent of total police agency employ- / 
ment in 1974. The largest single occupational group 
in this category consists of 52,000 clerical employ-
ees. An additional 20,000 were either professional
technical pe.!rsonnel, or administrative employees, 
engaged in ~\Uch staff functions as budgeting, per
sonnel administration, research, and data process-
irJg, About 10,000 were "blue collar" workers in 
crafts and service occupations. 

Occupational distributio~1s were found to differ sig
nificllmtly among agencies, based on functions performed 
and lilgency size. State and county agencies (including 
sherilffs' departments) employed a smaller proportion of 
their total personnel in primary law enforcement operat-

TABLE III-3' 

Occupational Distribution oj Sworn and Nonswom Employees oj State and Local Police 
Protection Agencies, October 1974 

Total Employees Swam Nonsworn Nonsworn 
---------------- as Percent 

Total employees l __________________ .. __________________ _ 

Primary operating personnel, total __ .. ____________________ _ 
Management ___________________ .. __________________ _ 
Line officers, total _________________ •. ________________ _ 

Supervisors ______________________ .. ______________ _ 

Basic line officers, total ___________________________ _ 
Patrol ______________________________________ ,. __ _ 
Investigation __________________________________ _ 

Trainees, including recruits, cadets, probationers _________ _ 
School crossing guards, meter checkers, police aid~s _____ _ 

Support personnel total _________________________ .. ______ _ 
Direct support personnel _______________________ .• _____ _ 

Dispatchers and communications technicians __________ _ 
Medical·forensic professionals ______________________ _ 
Investigative technicians ______ ~ ____________________ _ 
Other direct support ________________ . ______________ _ 

Indirect support, total _______________________________ _ 
Professional and technical __________________________ _ 
Managerial and administrative ______________________ _ 
Clerical _________________________________________ _ 

Crafts and service workers ______________________ ~ __ _ 

NlDnber 

'599,300 
462,600 

45,400 
378,800 

26,800 
352,000 
299,000 

53,000 
9,400 

29,000 
136,700 

55,400 
27,500 

3,200 
4,800 

19,900 
81,300 
14,200 
5,400 

52,000 
9,700 

Source: Adapted from U.S. Bureau oflllO Census. Employ .. Clraracrerislirs S"n·ey. 1975. 

Percent 
ofTotal 

100.0 
77.2 

7.6 
62.3 
4.5 

58.7 
49.9 
8.8 
1.6 
4.8 

22.8 
9.2 
4.6 
0.5 
0.8 
3.3 

13.6 
2.4 
0.9 
8.7 
1.6 

Number 

476,500 
432,800 

44,800 
378,800 

26,800 
352,000 
299,000 

53,000 
9,400 

43,500 
22,700 

5,900 

} 16,800 

20,800 

} 13,200 

} 7,600 

Percent 
of Total 

100.0 
90.8 

9.4 
79.5 

5.6 
73.9 
62.8 
11.1 
2.0 

9.1 
4.7 
1.2 

3.5 

4.4 

2.8 

1.6 

Number 

122,800 
29,600 

600 

29,000 
93,200 
32,700 
21,600 
3,200 

} 7,900 

60,500 

} 6,400 

} 54,000 

Percent of Total 
of Total Employees 

100.0 
24.1 
0.5 

23.6 
75.9 
26.6 
17.6 
2.6 

6.4 

49.2 

5.2 

43.9 

2o.s 
6.4 
1.3 

100.0 
68.2 
59.0 
78.5 

100.0 

32.3 

74.4 

32.7 

87.5 

I Total polioe protection employment in this table (599,300) differs from tbe total of 584.000 for 1974, based on the annual Census LEAA Survey of criminal justice agerr.ie •• due mainly to 
differences In agency clusRlflclltion nnd reporting procedures between the two surveys. 

20 



I 
I 
I 
I 
I 
~, 
I 

i 

----------------------------------------

ing positions than did city police departments as a group, 
reflecting the more diversified responsibilities of many of 
the former agencies (Table III-4). Among city police 
agencies, larger departments-those with 400 or more 
employees-employed a larger proportion of their staffs 
in "indirect support" type of activities and in investiga
tive positions, whereas smaller agencies reported higher 
proportions in line management and line patrol duties. 
These differences result, in part, from the much greater 
degree of specialization of tasks in larger police depart
ments and from the fact that most smaller agencies rely 
on other organizations for many technical services. In the 
latter agencies, higher ranking officers are also more 
likely to perform line patrol or investigative duties, in 
addition to their managerial responsibilities. 

TABLE III-4 

Occupational Distribution of Employees of Police 
Protection Agencies by Level of Government, October 

1974 

Occup.lion.1 Group Cily • County b State 

Total employment _____________ 386,700 99,000 80,000 
Percent Distribution: 

Primary operating personnel, 
total ______________________ 78.0 69.8 66.4 

Management _____________ 7.9 7.2 4.7 
Line, total _______________ 62.5 58.9 58.7 

Supervision ____________ 4.4 3.2 6.3 
Basic line, total _________ 58.1 55.7 52.4 

Patrol _______________ 49.1 45.9 45.6 
Investigation _________ 9.0 9.8 6.8 

School crossing guards, meter 
checkers, police aides, 
trainees __________________ 7.6 3.7 3.0 

Support pU5iti()!1~, total _______ 21.9 29.9 33.5 
Direct support personlld, t<;llaL 8.4 14.0 11. 7 

Dispatchers and communi-
cations ________________ 5.0 1.0 5.3 
Other direct support _____ 2.4 13.0 6.4 

Indirect support personnel, 
total ____________________ 13.5 15.9 21.8 

Professional, technical and 
administrative ._________ 3.1 2.8 3.5 
Clerical, crafts and service 
workers _______________ 10.4 13.1 18.3 

Total ________________ 100.0 100.0 100.0 

• Excludes town!>hips. 
• Includes county police agencies and ."'ritTs departments with a police prolection function. 
Source: Adapted from U.S. Bureau of the Census, Employee Characteristics Survey. 1975. 

The occupational distribution of sworn police anci 
sheriff officers is of particular interest in any assessment 
of law enforcement manpower, since a number of studies 
have been critical of the assignment of police officers to 
"civilian-type" duties which do not effectively utiHze 
their specialized police training. Sworn officers totalled 

476,000, or 79.5 percent of all police protection em
ployees, in 1974. Based on their responses to the Census 
survey, a total of 433,000, or 90.8 percent of these 
officers were classified as in "primary operating" occu
pations, including line managers and supervisors, line 
patrol and investigative officers and those in related 
trainee or probationary positions. These positions are 
those traditionally associated with the police officer's 
role. Certain line functions-such as traffic control
have', however, been assigned in some agencies to auldl
ia~y non-sworn personnel. Of the 43,500 sworn officers 
classified in support-type positions,' over one-half 
(22,700) were assigned as dispatchers, investigative 
technicians, booking sergeants, custodial officers or in 
similar "direct support" activities. The remainder, 
nearly 21,000, were engaged in a variety of indirect 
support functions or activities, mainly in staff adminis
trative or technical duties. 

Civilians, or non-sworn personnel, totalled 123,000 or 
20.5 percent of all police agency employment. Nearly 
one-half of all non-sworn employees were engaged in 
indirect-support functions, mainly in clerical jobs. About 
24 percent were employed in auxiliary uniformed posi
tions, such as part-time school crossing guards. About 18 
percent were dispatchers or communications technicians, 
The remainder were employed in a variety of profes
sional, technical, and administrative activities. 

c. Police employment trends. Police employment 
has experienced a sustained growth over a period of 
decades, both in absolute numbers and in reiation to the 
total United States population. Based on decennial Cen
sus data, th~ number of policemen and detectives (public 
and private), increased from 74 per 100,000 population 
in 191G-the earliest census year for which comparable 
statistics are available-to 182 per 100,000 in 1970. 
Data from the monthly sample labor force surveys indi
cate a further increase in this ratio to 217 per 100,000 in 
1975. The increased concentration of population in urban 
areas and accompanying increases in crime rates, the 
rapid growth in motor vehicle traffic and-more 
generally-the growing affluence of our society, have all 
resulted in increased demands for police protection 
services. 

More detailed annual statistics indicate a steady recent 
year-to-year growth in total employment in state and 
local police protection agencies (sworn and non-sworn), 
from 341,000 in 1960 to 597,000 in 1974. The average 
annual rate of gro\vth over this period was about 4 
percent, with particularly rapid growth-averaging 5,1 
percent annuaL~y-between 1965 and 1970 (Table m-i), 

The recent growth in police employment apptiars, in 
large part, to have been a response to rapidly rising crime 
in our cities and to related symptoms of urban unrest, 
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including the rash of large scale civil disorders during the 
1960's. The increase in serious (Part I) crime rates was 
particularly sharp in the years following 1965, due in 
iJart to the rapid growth in the number and proportion of 
teenage youth and younger adults in outpopulation-the 
age groups with the highest propensity for crime. As 

shown in Table III-5, the most rapid increases in police 
department employment also were recorded after 1965. 
Nevertheless, over the entire IS-year period (1960-
1974), the increase in the crime rate, of 157 percent, was 
more than three times as great as that in per capita police 
employment. 

TABLE III-5 

Comparison of Employment in State and Local Police Protection 
Agencies With Crime Rates, 1960-1974 

1960 
1961 
1962 
1963 
1964 
1965 
1966 
1967 
1968 
1969 
1970 
1971 
1972 
1973 
1974 

Year 

State and Local Police Departments 

Empioyees per 
Totnl 100,000 Population 

Employment 
(000) Number Index 

(1960=100.0) 

341 189 100.0 
345 188 99.5 
358 192 101.6 
368 195 103.2 
378 197 104.2 
397 204 107.9 
413 210 111.1 
433 218 115.3 
463 231 122.2 
487 240 127.0 
508 248 131.2 
524 253 133,9 
550 263 139.2 
581 276 146.0 
597 282 149.2 

Part I Crimes per 
100,000 Population 

Number Index 
(1960=100.0) 

1,876 100.0 
1,894 101.0 
2,008 107.0 
2,167 115.5 
2,374 126.5 
2,434 129.7 
2,655 141.5 
2,972 158.4 
3,350 178.6 
3,658 195.0 
3,960 211.1 
4,140 220.7 
3,939 209.9 
4,130 220.1 
4,821 257.0 

SoltrCe: Police employment from U.S. Bureau of the Census, CelIS liS of GUVer/unetll. 1972, Vol. VIII, p. 265. and U.S. Bureau of the Census. Pttblic Employmem in 1974. p. 7. Crime rates 
from FBI (ltti/Ontl Crime Reports. 1975. p. 55. 

4. Judicial process agencies 
a. Major functions. The judicial process secter of 

the criminal justice system consists of those pUC!lc agen
cies directly responsible for the administn.tion of 
justice-the court~, prosecution and legal service offices, 
and p!!biicly funded indigent defense activities. In nearly 
all states, the function of adjudication of both criminal 
and civil cases-other than those which involve federal 
laws-is, in first instance, veryJargely a responsibility of 
local government agencies, at the county or city levels. 
The high degree of decentralization of this system is 
illustrated by the fact that nearly 26,000 separate state 
and local judicial process agencies were identified in 
Census directories as of 1974, including 15,000 courts 
(at all levels), over 10,000 prosecution and legal services 
offices and over 500 public indigent defense agencies. 
The major types of judicial process ag€lncies are de
scribed below. 

• Courts. In all but a few states, the courts are or
ganized hierarchically into three tiers: appellate 
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level courts, trial courts of general jurisdiction and 
limited, or special, jurisdiction courts. The 
appellate-level courts include the state supreme 
courts, as well as intermediate appellate courts. The 
former may also exercise administrative authority 
over the entire state court system. The trial courts of 
general jurisdiction are normally the courts of initial 
jurisdiction for trying felony cases; however, most 
of these courts also exercise jurisdiction over civil 
cases and over certain types of misdemeanor cases. 
These courts are consolidated under a statewide sys
tem in a few states, such as New Jersey, but are 
based on judicial districts or county jurisdictions in 
most states. Courts of limited jurisdiction have the 
dual responsibility of trying misdemeanor and 
municipal ordinance violations and of holding pre
trial hearings and setting bail in felony cases. 
Juvenile cases, domestic relations issues and probate 
of wills are also often handled by these courts. In 
many states, non-law trained judges or para-judicial 



personnel are authorized to preside over trials or 
hearings, and to make judicial decisions, particu
larly in winor offenses and in juvenile cases. 

C!\ Prosecution and legal services. The prosecution 
function within states may be shared by three or 
more offices: the state attomey general, the district 
attomey and the county or city attorney. At the local 
level, the district attorney, or prosecutor, is nor
mally responsible for prosecution of felony cases, 
with jurisdictions which normally tend to parallel 
that of the court structure. District attorneys also 
handle misdemeanors and other less serious offenses 
in some jurisdictions; however, the latter are often 
assigned to municipal legal officers (corporation or 
city counsels) to the extent that they are not directly 
handled by the police. These omcers also often have 
responsibilities for civil law actions, and for provi
sion of related legal services to local officials, par
ticularly in smaller communities . 

• Indigent defense. The constitutional requirement to 
provide counsel to indigent defendants is ac
compHshed either through an "assigned counsel" 
system, where courts assign local attorneys as de
fenders on a case-by-case basis, or through a public 
defender system. The latter may consist of salaried 
attorneys, directly employed by a state or local pub
lic defender office, or of attorneys retained by con
tractual arrangements with legal aid organizations or 

private law firms. The use of public defender agen
cies is more typical of the larger urban jurisdictions, 
whereas rural jurisdictions continue to rely mainly 
on assigned counsel. 
b. Employment by agency category. Of a total of 

192,000 employees of state and local judicial process 
agencies in 1974, 134,000-0r about 70 percent-were 
employed in the courts, and 51 ,500-or 24 percent-in a 
wide variety of prosecution and legal service offices. 
Public indigent defense offices, the newest and smallest 
component, employed 6,500 personnel (Table III-6). 

As a result of the high degree of decentralization of 
these functions, the typical court or court-related agency 
is very small, averaging 7.5 full-time or part-time em
ployees per agency, or 6.6 per agency on a full-time 
equivalent basis. State level agencies or units tend to be 
larger in size, as do public indigent defense agenc~es, 
which are mainly located in the larger jUrisdictions. In 
contrast, the staff of a typical munkipal legal office is 
likely to consist of one attorney and :~ secretary-often 
on a part-time basis. Part-time employment is also fre
guent among county-level prosecution offices. Thus, 
over one-third of all chief prosecutors and assistant chief 
prosecutors responding to the NMS survey were em· 
ployed on a part-time basis, as were 14 percent of all 
assistant prosecutors. 

c. Occupational distributions. Four judicial pro
cess occupations were selected for detailed analysis of 

TABLE III-6 

State and Local JlJdicial Process Agencies: Number of Agencies and Employment, hy Type of Agency, and Local 
Governments, 1974 

Agency Type aod 
Level of Go,,,mment 

Total, judicial process __________________________________ _ 
State _____________________________________ .. ~ _______ _ 
County ____________________________________________ _ 
Municipal __________________________________________ _ 

Courts _______________________________________________ _ 
State ______________________________________________ _ 
County ______________________________ • _____________ _ 
Municipal __________________________________________ _ 

Prosecution and legal services ____________________________ _ 
St&e ______________________________________________ _ 
County ________ - _______________ • ___________________ _ 
Municipal __________________________________________ _ 

Indigent defense _______________________________________ _ 
'State ______________________________________________ _ 
County ____________________________________________ _ 
Municipal ___________________________________ . _______ _ 

Number 
of 

Agenc;es 

25,720 
2,380 
9,410 

13.930 
14,990 

1,550 
6,330 
7,110 

10,300 
600 

2,800 
6,800 

530 
230 
280 
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Employees 

Total Full·Time 
Equivalenls 

192,300 169,800 
39,700 38,300 

104,900 93,000 
47,700· 38,400 

134,300 118,400 
24,600 23,900 
78,300 68,700 
31,400 25,700 
51,500 45,400 
12,400 11,800 
23.000 21,100 
16,100 12,500 
6,500 6,000 
2,700 2,600 
3,600 3;200 

200 200 

A verage Employees 
Pet Agency 

TOlal Full·Time 
EqUivalents 

~ 
7.5 6.6 

16.7 16.1 
11.1 9.1 

3.4 2.8 
9.0 7.9 

15.9 15.4 
12.4 10.9 
4.4 3.6 
5.0 4.4 

20.7 19.7 
8.2 7.5 
2.4 1.8 

12.3 11.3 
11.7 11.3 
12.,9 11.4 
10.0 10.0 

Soun:cs: Number of agencies from Census B \lreau Dlreelory file., as revised by NMS. Employment data from ~NCensu;, Expend/ll/re and Emplqymenl Dalli lar Ill" Crlmillal JI/sllce 
Systtm, 1974. Number of emplo) .. cs in county nnd municipal agencies partially estitrulcod, based on data for large coumi.~ and cilies. Municipal dala Include data for cities, townShips and 
consolidated city/counly agencies. All dal!l .,uoded. 
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personnel needs and of specialized training and educa
tion requirements for the National Manpower Survey. 
These include judges, chief and assistant prosecutors, 
chief and assistant defenders, and professional court ad
ministrators. These occupations account-in com-, 
bination-for about 30 percent of total judicial process 
employment. Descriptions of these occupations are pre
sented below . 

24 

• Judges play the central role in the adjudicative proc
ess. In addition to presiding at ttials, conducting 
hearings and similar proceedings, setting bail, im
posing sentences or fines, their duties may include 
administrative responsibility for operation of the 
courts, holding of conferences with prosecution and 
defense counsel, preparation of opinions fu'1d related 
tasks. A recent survey by the American Judicature 
Society identified a total of 21,600 judges, or per
sons exercisi ng judicial authority, in courts of 
limited jurisdiction. 3 Included in this total are offi
cials, such as justices of the peace 01' magistrates, 
who are not necessarily lawyers, and who perfnon 
certain limited judicial functions often on a part-time 
basis. A total of 5,400 judges were employed in 
general jurisdiction courts, which also employed 
about 4,400 parajudicial personnel, such as magis
trates and referees. Less than 800 judges were em
ployed in state appellate courts. 

• Prosecutors and assistant prosecutors ·review evi
dence to determine whether a criminal charge is 
warranted. develop case information through inter
views and the collection of physical evidence, pre
pare cases, negotiate with defense counsel and 
prosecute cases in court. An estimated total of about 
21,000 attorneys were employed in all state and 
local prosecution and legal service offices in 1974, 
including those perfonning exclusively or mainly 
civil law functions. It is estimated that about three
fifths of this: total were employed in state or county 
offices with responsibilities for prosecution of seri
ous crimind offenses. 

• Defenders and assistant defenders in state and local 
defense agencies perfolm the responsibilities of de
fense counst~l to represent clients found to be 
indigent, and, in addition, may provide collateral 
services, such as referral to appropriate community 
service agencies or related counseling. About 3,600 
attorneys were\ employed as chief defenders or staff 
attorneys in public indigent defense offices in 1974, 
or about 3,200 on a full-time equivalent basis. 

• Court adminisl'rators. The need for more effective 
management of courts and court systems has re
sulted tn the emergence of the professional court 
administrator a!l a recognized occupation during the 

past decade. These are defined as non-elected pro
fessional administrators concerned with caseflow 
thsoughout the court system, personnel manag~
rnent, budget and financial management, planning 

.. ~nclti'esearch, and all other administrative and man-• agerial business of the court system. Based on a 
special NMS survey of state court administrators, a 
total of 455 state or local professional court adminis
trators were identified in 1975. 

More detailed statistics on the occupational distribu
tion of personnel attached to trial courts of general juris
diction are presented in Table 1lI-7 based on the NMS 
Survey of Courts. Of an estimated totai of 53,800 fuU
time c1quivalent court personnel (including probation 
officers), about 18 percent were either judges or other 
judicial officials, such as magistrates and referees. 
Among non-judicial occupations, the largest group, 22 
percent of the total, were Clerks of the Court and their 
deputies. The Clerk of the Court is normally an elected 
official whose responsibilities may range from strictly 
clerical functions to full responsibility for court adminis
tration. A total of about 8,200 probation officers were 
reported as attached to these courts, although not neces
sarily on the court payroll. (Since many probation and 
parole offices function as independent agencies or are 
attached to correctional organizations, this key function 
has been treated in this report as part of the corrections 
sector, in accordance with current LE,<\A-Census statis
tical reporting procedures.) Other major categories of 
courts personnel include bailiffs, court reporters and cler
ical and secretarial personnel. Larger courts also employ 
personnel in a number of other specialized occupations, 
including law clerks, staff attorneys, court adminis
trators, computer specialists and in other professional, 
technical or administrative occupations. 

The ov~rall proportions of non-judicial personnel 
tends to increase with the size of the court, 'from 77 
percent, for courts with fewer than 10 employees, to 88 
percent in those with 150 or more employees. Whereas 
the typical court in a small rural jurisdiction may consist 
of a single judge, a clerk of the court, and a bailiff often 
functioning on a part-year basis-the large metropolitan 
trial courts include a much more diversified range of 
specialized personnel. 

NMS survey data on prosecution and public defender 
offices indicate a relatively simple occupational structure 
for these agencies. In both categories, the attorneys serv
ing as prosecutors or defenders and those in assistant 
prosecutor or defender positions, together constitute 
about 55 percent of total agency personnel. The second 
largest group consists of secretaries, typists and other 
clerical personnel, who account for over 30 percent of 
the total staff. Other specialized personnel, found 
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TABLE III-7 

Occupational Distribution of Employees in State and Local Courts of General Jurisdiction 
by Size OfCOUl1, 1974-197.P 

All Size Groups Size of Court-l\umber of Employees 
Occupational Group 

Number· Percent 150 or more 75-149 2!-74 10-24 1-9 

Percelll o/Total Employment 
Total ------------------------ 53,800 100.0 100.0 100.0 100.0 100.0 100.0 

Judicial occupations ________________ 9,800 18.2 11.7 17.7 24.6 25.9 22.9 Judges _________________________ 
5,400 10.0 5.2 8.0 13.8 16.1 19.1 

Other officials exercising judicial 
authority ----------------------- 4,400 8.2 6.5 9.8 10.8 9.8 3.8 

Other occupations __________________ 44,000 81.8 88.3 82.3 75.4 74;1 77.1 
Clerks & deputy clerks of court ---- 11,800 21.9 17.1 21.9 22.4 26.0 34.0 
Probation officers ________________ 8,200 15.2 18.8 14.5 11.9 12.7 11.4 
Bailiffs ------------------------ 5,800 10.8 10.6 12.4 10.6 11.5 9.8 
Court reporters ------------------ 4,700 8.7 6.6 7.6 9.5 10.6 13.9 
Law clerks --------------------- 1,100 2.0 2.8 2.5 2.3 1.0 .4 
Staff attorneys ------------------ 700 1.3 1.0 1.0 1.5 1.5 1.5 
Other professional & technical ----- 1,600 3.0 4.2 3.9 2.3 1.2 ,4 
ClericaJ/ secretarial ------------_ .. '- 7,300 13.6 20.6 13.2 9.6 6.8 4.2 
Other __________________________ 2,800 5.2 6.7 5.4 5.2 3.0 1.5 

• Tollli employment liS of October 1974, adnpted from LEAA/Census. E.rpendiwres a lid Employmelll Dalll/ar 'he Criminal hSlice System, 1974. Include< estimate of 10,700 problltion officers 
and associated clerical employees, attached to courts, but excluded from the LEAA/Census statistics. The latter estimate "ad data on other occupations rue front the NMS Courts SU"":I (1976) and 
refers to June 1975. 

• Full-time equivalent employees. 

TABLE III-8 

Occupational Distribution of Employees in Prosecution Agencies by Size of Agency, 1974 
(Percent distrii:lJtion) 

Occ!Jpational Group 75 or More 
All Agencies Employees 

Total employment ___________ 100.0 100.0 
Chief and assistant chief 
prosecutors --------------- 12.1 3.2 
Assistarlt Prosecutors ------- 33.0 39.3 
Investigators -------------- 10,4 14.0 
Paralegals ---------------- 2.6 3.1 
Secretaries, stenographers 
and typists ________________ 34.2 29.4 
Other ____________________ 7.7 10.9 

SOUlce: NMS Survey, 1975. 

primarily in the larger agencies, include investigators 
and paralegal staff (see Table ill-8). 

A s'llbstantial proportion of attorneys serving as pros
ec\~tor:s and assistant prosecutors in smaller agencies 
perform these functions on a part-time basis, while main
taining their private law practices. The National Advi
sory Commission on Criminal Justice Standards and 
Goal.s and other studies have recommended that each 
prosecutor's office should employ at least one full-time 
prosecutor, through restructuring of jurisdictions, where 
necessary. 4 

Size of Agency 

25-74 10-24 5-9 1-4 
Employees Employees Employees Employecs 

100.0 1.00.0 100.0 1011.0 

7.0 14.0 20.3 37.2 
35.9 33.6 29.3 12,4 
10.9 8.9 7.5 3.0 
4.1 3.4 .4 .3 

33.8 33.6 39.0 44.6 
8.3 6,4 3.5 2.4 

5. Corrections 
a. Major functions. The correctional function en

compasses a particularly diversified range of activities 
which begin at the stage of initial detention of persons 
charged with crimes and include pre-sentence investi
gations of adjudicated offenders, confinememt and 
treatment in correctional institutions or facilities I deter
minations of parole eligibility, and correction super
vision of those under probation or parole. Agenc~es ale 
differentiated as either resid~ntial facilities sU!~h as 
prisons, jails, reformatories and work camps, or as non-
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residential programs including probation and parole ac
tivities. They are further differentiated by type of offen
derlgroup served (men, women, juveniles), and-in the 
"ase of institutions-by length of detention, degree of 
security and the type of work, training or rehabilitation 
activities pursued. 

The major categories of state ,md local agencies are 
described below: 

• Correctional institutions designed primarily for adult 
offenders account for 106,000 or 52 percent of total 
state and local correctional employment, based on 
full-time equivalents (Table I11-9). These include 
about 66,000 state employees in state prisons, r\.lad 
camps, prison farms and related activities, as well as 
40,000 employees of county and municipal jail 
facilities. Most of the latter are operated by county 
sheriffs' offices. 

• Juvenile institutions employed 43,000 full-time 
equivalent employees in 1974. State juvenile institu
tions, such as training schools, ranches, and camps, 
accounted for 29,000 or two-thirds, of this total. 
Locally operated facilities, such as detention cen
!~rs, or group homes, employed an additional 
14,000. The latter total excludes publicly funded 
community-based juvenile residential facilities if the 
latter are operated by a non-governmental agency. 

• State and local probation and parole activities ac
counted for 46,000 full-time equivalent employees 
in 1974. These activities are performed in a large 
variety of organizational contexts, including inde
pendent state-level agencies or boards I agl!ncies 
affiliated with correctional departments, and units 
affiliated with court systems. About 27,000, or 
three-fifths of probation and parole staff, were em
ployed by local governments. 

It An additional 8,000 correctional employees were in 
administrative or miscellaneous activities, mainly at 
th:~ central administrative level of state correctional 
":leadquarters." agencies. 

b. Occupational distribution. Large correctional 
institutions, such as state prisons and juvenile training 
centers, are-in many respects-self-contained com
munities. In addition to their primary responsibilities for 
assuring secure custody of inmates and for their rehabili
tation, their work forces must provide for feeding of 
inmates, for maintenance of facilities and grounds, and 
for specialized inmate services, including medical and 
dental care, recreational activities and religious services, 
in addition to the usual administrative staff services. 

Summary statistics on the distribution of correctional 
employees by occupatiunal group have been developed, 
based on separate censuses or surveys conducted in the 
past few years of each of the major categories of correc
tional activity. As shown in Table I1I-1O, the line correc
tional occupations accounted-in combination-for 61 
percent of total correctional employme:lt in 1974. Cor
rectional officers and supervisors in adult institutions, the 
largest single occupational group, accounted for more 
than one-half of this total and for 34 percent of total 
correctional employment. Line probation and parole 
officers were the second largest group, with an estimated 
employment of 22,500, exclusive of about 3,000 super
visory personnel. About 17,800 additional employees 
were classified as child care workers in juvenile institu
tions or other residential facilities. 

The managerial group (including probation and parole 
supervisors) is estimated at 14,300 or 7 percent of the 
total. This category includes individuals with widely 
differing scopes of managerial responsibilities, from ad
mini.strators of state correctional systems and of large 
correctional institutions to those supervising local jails, 
group homes, or probation and parole offices with very 
small numbers of employees. Many of the latter also 
perform line correctional duties, in addition to their ad
mini strati ve or supervisory responsibilities. 

An additional 22,600 employees, or 11 percent of the 
total, were classified as treatment and educational 
specialists in adult and juvenile facilities. This group is 

TABLE I11-9 

Statr and Local Correctional Employees, by Type of Agency: 1974 
(Full-time equivalents, numbers in thousands) 

Total Siale 
Type of Agency 

Number Percent Number Percent 

Total ------------------------------------ 203 100 121 100 
Adult correctional facili ties _.,.-------------------- lO6 52 66 55 
Juvenile instltutions ---------------------------- 43 21' 29 24 
Probation/Parole ------------------------------- 46 22 18 15 
Administrative and miscellaneous ----------------- 8 4 7 6 

Local-

Number Percent 

82 100 
40 49 
14 17 
27 33 

1 1 

• Estimales of dislributlon of local emploYI11"nl by Iype of agency based on data for 384 cities and 312 counties, which aecounled for 84 percent of 10lalloc81 correclions employment. 
Sourc.: LEAA!Cen,us, Exl"ndll/lre lind Employ","" Data/or the Criminul Justice System. 1974. Tables 9,45.46,47. 
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TABLE III-10 

Estimated Distribution of Full-time Equivalent 
Employment in State and Local Correctional 

Activitie,,' by Major Occupational Group: 1974 
(Full-time equivalents) 

Occupational Group 

Total ____________________________ _ 
11anagement· ________________________ _ 

Custodial officers, adult facilities ______ .. __ _ 
Child care workers ____________________ _ 

Probation and parole officers a ___________ _ 

Treatment and educational specialists in adultl 
juvenile facilities ____________________ _ 

Clerical, craft and other support personnel __ 

Number 

203,200 
14,300 
69,500 
17,800 
22,500 

22,600 
56,500 

Percent 

100 
7 

34 
9 

11 

11 
28 

• Manogement group also includes appro~imately 3,000 probation and parole supervisors, 
Sources: NMS estimates by occupational group adapted from occupational distribulions of 

various categories of correctional agencies, primarily from following sources: 
LEAA~CensusJ Census Survey afState Correctiollal Facilities, 1974. 
LEAA.Censlls, Celis liS of J/II'enile Del'lIIioll and Correct/onal Facilities, 1973 (unpublished 

dala). . 
LEAA. Tile Nation's Jails. 1975 (based on 1972 jail census). 
NMS Execlllive Survey of Probation alld Parole E.tt!clltives. 1975. 

primarily limited to those in specialized professional 
occupations, and who perform functions such as counsel
ing, rehabilitation, education, medical, and related 
welfare services. It excludes correctional officers and 
auxiliary personnel, such as clerical workers and para
professionals, who may be assigned to these functions in a 

supporting role. The latter are included, with all other 
support and administrative personnel, among employees 
in the "clerical, crafts, and other support personnel" 
group, which accounted for 56,500 or 28 percent of total 
correctional employment in 1974. 

c. Correctional workload and employment trends. 
The rapid escalation of crime rates during the past two 
decades has been accompanied by sharp increases in the 
total number of offenders either arrested and convicted of 
serious crimes if adults, or who have been adjudicated as 
juvenile delinquents, and who have thus-in either 
case-nonnally become subject to some form of correc
tional control or supervision. Although comprehensive 
historical data on the flow of offenders through the 
criminal Justice system are not available, Table 1lI-l1 
provides indicators of: (1) "inputs" into correctional 
control, as measured by estimates of the number of 
convictions of persons charged with felonies, and of 
delinquency cases disposed of by juvenile courts; and (2) 
of the number of offenders actually in custody ill state 
adult or juvenile penal institutions. 

The comparisons provide a sharp contrast between the 
trend of correctional inputs and that of the numbers 
actually confined in state institutions. In the case of adult 
offenders, the number convicted increased by about 46 
percent between 1969 and 1974. On the other hand, the 
number of inmates of state institutions showed little net 
change between 1969 and 1972, then increased in the 

TABLE III-ll 

1965 
1966 
1967 
1968 
1969 
1970 
1971 
1972 
1973 
1974 

Indicators of Correctional Workloads j<Jr Adult and Juvenile Offenders, 1965-1974 
(Numbers in thousands) 

----------------
----------------
----------------
----------------
----------------
----------------
----------------
~---------------

----------------
----------------

Estimated Felony 
Convictions a 

Number 

387.5 
405.2 
450.8 
486.6 
492.0 
537.3 
591.1 

Index * 

95.6 
lOO.O 
111.3 
120.1 
121.4 
132.6 
145.9 

Adults 

Prisoners in 
State Institutions b 

Number Index * 

189.8 107.6 
180.4 102.3 
175.3 100.6 
173.1 98.1 
176.4- lOO.O 
176.4 100.0 
177.1 100A 
174.4 98.9 
181.4 102.8 
195.8 111.0 

Delinquency Cases Dis
posed of by Juvenile 

CourlSc-

Number lnde. * 

697.0 70.5 
745.0 75.4 
811.0 82.0 
900.0 91.0 
988.5 100,0 

1052.0 t06.4 
1125.0 113.8 
1112.5 112,5 
1143.7 115.7 

Juvenlles 

Offenders in 
Slate Institutions d 

Number 

42.4 97.7 

43.4 100.0 
42.2 97.2 
36.8 84.8 

28.5 65.7 
27.4 63.1 

• Estimated/doIlY Con\;cl(ons: Adapted fromdatn in FBI, Uniform Crime Reports. Calculated by applying disposition slatislics from sample cities to tOlal numberofoffcr.:;c~ kn",,,n. I!1dud~< 
both persons found guilty of offenses charged and those found gUilty of lesser offenses. 

• Prisoners in state inslltutions: U.S. Bureau of Prisons, National Prisoner Slal/slies, NPS Bulletins No. 43, AugusI1968 and NQ. 47, April 1972. and LEAA. Prisoners /n Slate and Federal 
InslilUtfOns, December 31, 1971. 1972, and 1973, May 1975. Dala fur 1960-70 include all senlcnced inmates: for 1971-74, Include prisoners sentenced 10 at least a yeOJ' and a day. 

'Ddinquentcases disposed ofiJyjuvenilt cOllrt .. : U,S. Department of Health, Education and Welfare, Offices of Human Development and Youlh Development, Juvenil.CourtStalls//cs, 1973, 
March 1975. 

d 0ffend.,s in slale instiM/ons: National COI'neil on Crime and Delinqu.ncy, Correction /n the United Slales, 1966, Table 25 and Children hi ClIstody, for the years IndIcated (:971 d'ala are 
revised. Dala for 1974 are preliminary.) 

* 1969=100. 
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following 2 years. Moreover, it continued to grow 
sharply to a record high of217 ,000 in 1975, according to 
preliminary reports. However, in 1974, the prison in
mate population was still only 11 percent above the 1969 
level. 5 In the case of juvenile offenders, the number of 
delinquency cases disposed of by juvenile courts-in
cluding "status" offenses, but excluding ordinary traffic 
cases-rose by 64 percent between 1965 and 1973. Yet 
over the same perioe, the number confined in state 
juvenile institutions remained stable between 1965 and 
1970, then dropped sharply in the following three years. 
In 1974, it was 35 percent lower than in 1965. 

One obvious explanation for these contrasting trends 
has been the increased diversion of both juvenile and 
adult offenders from institutionalization to probation or 
other forms of community-based, nonresidential pro
grams. In 1969, the Joint Commission on Correctional 
Manpower and Training estimated that a total of 836,000 
offenders were under the control of probation/parole 
,agencies, as compared to about 279,000 in adult institu
tions, jails, or juvenile detention facilities. 6 Although 
definitive statistics are lacking, there is considerable 
evidence-developed later in this chapter-that 
probation/parole caseloads have grown rapidly since 
then. Several factors contributed to this trend, in our 
judgment. These include: (1) the high cost of in
stitutionalization, which was estimated to be about 10 
times as great, per offender man-year as community
based nonresidential programs, by the President's 
Commission in its 1967 report; 7 (2) mounting evidence 
publicized by such studies as that of the Crime Commis
sion that imprisonment was no more-and perhaps even 
less-effective in rehabilitation of offenders than the 
much less costly community programs; (3) the increase 
in prison riots in the late 1960's and early 1970's, which 
served to dramatize the deplorable and inhumane condi-

tions in many institutions, as well as related problems 
concerned with overcrowding and racial tensions in these 
institutions; and (4) an apparent increased reluctance on 
the part of many judges to sentence offenders to prison 
terms, or tOi assign them to juvenile institutions, in'view 
of these conditions. 

Although the above interpretations are not readily ca
pable of empirical verification, it is clear that imprison
ment has increasingly been reserved for the more serious 
and dangerous offenders. Thus, J .Q. Wilson has noted 
that the proportion of state prison inmates who had been 
convicted of homicide, robbery, or assault rose from 
about one-third of the prison population in 1960 to nearly 
one-half in 1974, while those convicted of non-violent 
crimes, such as burglary, larceny, and auto theft, had 
actually decreased-despite the fact that the reported rate 
of these crimes had increased more than four times. 8 

Additional confirming evidence is provided by the 
data on employment trends in various correctional ac
tivities during the past decade (Table TII-12). Between 
1965 and 1974 total correctional employment nearly 
doubled, rising from about 116,000 in 1965 to nearly 
208,000 in 1974. Probation and parole agencies experi
enced the most rapid growth over this period, increasing 
their staffs from about 19,000 in 1965, to nearly 50,000 
in 1974. Relatively rapid growth was also indicated for 
local jails and other locally based facilities. The slowest 
employment growth, about 41 percent, was experienced 
by the state correctional institutions for adults and 
juveniles. 

B. Criteria for Assessing 
Personnel Nt~eds 

The data presented in the preceding sections of this 
chapter have indicated that both employment in criminal 

TABLE III-12 

Employment in State and Local Correctional Activities: 
1965, 1974 * 

Number Percent Distribution 

'Total _______________________________________________ _ 

State adult institutions _____________________________________ _ 
Local jails and other adult facilities __________________________ _ 
State juvenile institutions ___________________________________ _ 
Local jUvenile institutions __________________________________ _ 
Probation and parole ______________________________________ _ 

1965 1974 

115.9 
46.7 
19.2 
21.2 
9.9 

18.9 

207.6 
66.0 
44.4 
30.0 
17.6 
49.6 

1965 1975 

100.0 100.0 
40.3 31.8 
16.6 21.4 
18.3 14.5 
8.5 8.5 

16.3 23.8 

Percent 
Change 
1965-74 

87 
41 

131 
41 
78 

162 

Sources: I 965·Based on survey by Nlllional Council on Crime and Delinquency, published in C"rre(,limlS ill lire UllirtJ SI<I,.", 1966, TUble 25. Probation and purole employment. including 
courl·uffilhlled ugencles, <Slimated In pan based on interpola!ion of duta on probation und parolc officcrs for 1962 and 1967. from the Pr"bari"" "'''/ PI""I. Direc/(lQ'. 1976. NCCD, 

1974~LEAA-Ccnsus, EmploYnlent "lid E..\'prllclilllre DmCljor Cri",inal Justlre Agt!II":'t'.f, /974, The distribution of l~nt gOvefnment by type of nClivhy is partially estimated. 
DUla in bolh years rcfer to lolal employees, and exclude employees in administrative agencies. 
• Includes full·time and part-lime workers, " .. n·tlme workers not adjusted to full·lime equivalents, 
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justice agencies and crime-related workloads have in
creased substantially in recent years. They provide no 
direct basis, however, for assessing total agency person
nel needs and the adequacy of current staffing levels to 
meet these needs. Any assessment of personnel or other 
resource needs in the public sector poses some unique 
problems. In the private economy, resource allocations 
among competing goods and services are governed by 
the rules of the market place. In the public sector. such 
allocations are accomplished through a complex process 
of decision-making involving legislative and executive 
officials at all levels of government. 

A point of dl~parture in this decision-making process is 
the setting of social goals and priorities. Government 
officials in a democratic society tend to set their priorities 
based on their perception of what their constituents are 
willing to "spend" for these services. 

Measures to control crime have ranked high on this list 
of priorities. Almost aD recent public opinion surveys 
have revealed widespread fear of crime, as a major 
concern. The Omnibus Crime Control and Safe Streets 
Act of 1968, the statutory authority for the Law En
forcement Assistance Administration, reflects this con
cern. The preamble to this law states its purpose to be: 
"to reduce and prevent crime and juvenile delinquency, 
and to insure the greater safety of the people ... " 9 

The premise underlying this legislation, as well as 
similar governmental responses to the crime problem at 
the state and local levels, is that crime can be reduced 
through a strengthening of those agencies directly re
sponsible for coping with crime, i.e., the police, the 
prosecutors, the courts, the correctional agencies and 
other elements of the "criminal justice system." Al
though nearly all assessments recognize that crime is a 
social problem, with deep-rooted causes in the fabric of 
our society, most have also accepted the assumption that 
crime can be reduced, to some extent, by making crime 
more "costly" to the criminal, Le., by increasing the 
likelihood that he will be apprehended and prosecuted, 
that he will receive a speedy trial and be punished if 
found guilty. 

Although this premise appears inherently reasonable, 
direct empirical evidence of the linkage between in
creased personnel for various categories of law e .. ':orce
ment and criminal justice programs and crime reduction 
is still quite limited. This is due, in part, to the fact that 
the incidence of crime in our society is influenced by a 
large number of economic, social and psychological fac
tors outside of the control of agencies within the criminal 
justice system. Most informed observers, in~luding 

many officials of these agencies themselves, recognize 
that the efforts of their agencies can have only a marginal 
effect upon the overall crime problem. Thus, when 

------------~---_fl-____ 

queried as to how much improvement in crime control 
and the administration of justice could be achieved 
through changes in staffing, organization and policies of 
law enforcement agencies generally, only 41 percent of 
the 1,185 police chiefs responding to this question ex
pected a "great deal of improvement"; 51 percent an
tiCipated "some improvement" and 8 percent, "little or 
no improvement." 10 

Another difficulty in any attempt to assess' • optimal " 
manpower needs for law enforcement and criminal jus
tice agencies results from the fact that most of these 
agencies have mUltiple functions or goals, some of which 
have no direct relationship to crime reduction or preven
tion. Thus, the typical local police department performs 
a wide range of community functions not related to Grime 
control, including-among others-such activities aS,\ 
traffic regulation, crowd control, resolving conflicts 
among family members or neighbors and providing 
emergency assistance for the sick, the disabled and the 
inebriated. Prosecutors in marlY jurisdictions perfonn a 
variety of legal services of a civil nature, such as tax 
collection, as well as handling criminal cases in their 
jurisdiction. Most state courts similarly combine Civil 
and criminal functions. Finally, correctional agencies, 
such as prisons, jails and juvenile institutions, are re
sponsible both for the secure custody and maintenance of 
their inmates, and for various inmate counseling, train
ing, work and recreational programs. 

The emphasis given to these va,rious agency functions 
or goals can vary widely among jurisdictions, depending 
upon such factors as ag~ncy structure, resource availabil
ity, community attitudes and the priorities of agen'cy 
officials themselves. Some indication of the exteI7t of 
variation in these goals is provided by responses to ques
tions addressed to police protection and correctional ex
ecutives concerning "the most important goals" of their 
agencies . 

• Police chiefs and sheriffs. Police chiefs and sheriffs 
were asked to rank in order of importance five pos
sible goals. Over half ranked one of these goals, 
"community satisfaction," as the most important 
criterion of their agency's performance (Chart 1lI-
2), About one-fifth identified "a low rate for major 
street crimes" as their primary goal, while relatively 
small percentages cited such other performance 
measures as a quick response to service calls, a low 
reported (overall) crime rate or a high clearance rate, 
as their first choice. Clearly, a more generalized 
formulation, such as "community satisfaction," 
more accurately reflected the multiple functions of 
most police or sheriff departments. Ini fum, the 
lower ranking assigned to crime rates, as a measure 
of police performance, reflects the growing appreci-
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Chart 1II-2 

''Most Important" Goals of Law Enforcement and Correctional Executives 

CORRECTIONS LAW ENFORCEMENT loollllQIl Police 
Efficiency" 

50 

• Low response time; high clearance rates. 

Sources, National Manpower Survey, Executive Survey. 
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ation by law enforcement executive~ that these are 
influenced by many factors outside of their control. 

• Corrections administrators. Administrators of state 
correctional institutions for adults ranked "inmate 
maintenance" most frequently as their most impor, 
tant goal (56 percent), as compared to "rehabilita
tion of offenders" (30 percent), with relatively few 
identifying other functions, such as inmate counsel
ing, vocational training or job placement of offend
ers, as "most important." In contrast, a majority of 
administrators of state juvenile correctional 
institutions assigned highest priority to their re
habilitation functions, including such activities as 
counseling, education and training. Only about four 
out of ten of these executives considered mainte
nance of juvenile residents (provision of adequate 
housing, food and medical care) or enforcement of 
discipline, as their principle goals. In even more 
emphatic fashion, heads of probation and parole 
agencies agreed that rehabilitation of ex-offenders 
was the primary objective of their agencies, while 
only about 10 percent of responses related their 
agency's most important goal to such monitoring 
functions as "adherence to probation-parole 
agreements" or a "low probation-parole violation 
rate. " 

In the face of these diverse functions and goals of 
criminal justice agencies, and of the inherent difficulties 
of any attempt to measure the direct relationship between 
manpower reSO!1fces for these agencies and crime reduc
tion, the research approach to this aspect of the National 
Manpower Survey was designed to provide information 
on two closely related issues: (1) whether existing staff 
levels appeared generally ade<4uate, or inadequate for 
performance of the responsibilities and functions of these 
agencies; and (2) whether some categories of criminal 
justice agencies or functions appeared to be relatively 
more in need of additional personnel than others. 

Several approaches were used in assessing the quan
titative adequacy of current personnel resources, depend
ing in part upon the data available in each sector. 

• First, executives in all categories of agencies were 
queried in the NMS surveys conceming the major 
personnel problems and manpower needs of their 
agencies to enable them to effectively fulfill their 
responsibilities. 

• Second, actual staffing ratios, for certain categories 
of agencies and personnel, were compared to those 
recommended for these agencies, by professional 
organizations in the field or by various study com
missions. Such comparisons were primarily limited 
to the corrections sector, for which detailed staffing 
norms have been developed. 

• Finally, available evidence was examined on the 
relationship between agency staffing levels and 
measures of perfom1ance or of case backlogs. 
Analyses of this type were attempted for police 
agencies and for trial courts. 

The results of these analyses are presented in the 
following sections of this chapter. 

c. Agency Manpower Needs: 
The Executive's Perspective 

1. Major agency manpower problems. In any assesr· 
ment of an agency's resource needs, a reasonable point 
of departure is to request the agency's executive's own 
a?,praisal of these needs. The executive of any public 
agency is accountable for its performance. His requests 
for funds and personnel are the normal starting point in 
the budgetary process, although these are often con
strained by fiscal guidelines and by his own judgment of 
fiscal realities. One would, a priori, anticipate some 
upward bias in any executive's response to queries COll

ceming his agency's total manpower needs, as compared 
to those which might be derived from an independent 
management assessment. On the other hand, Out field 
interviews with several hundred executives and man
agement staff of such agencies throughout the country 
suggest that-as would be expected-t~lese individuals 
as a group have a firm grasp of the attainable. Although 
their assessments will be conditioned by their own per~ 
ceptions of their agency's goals and responsibilities, they 
are not likely to indulge in "blue sky" estimates. 

Each executive surveyed was first requested to identify 
in rank order the "most serious" manpower problem in 
his agency. The problems listed were: 

• Inadequate number of authorized. positions 
I) Inability to achieve or maintain authorized strength 
• High (excessive) turnover 
• Inadequate training of personnel 
• Inadequate representation of minorities or women 

on staff 

As shown in Table III-13, an "inadequate number of 
authorized personnel" was the problem most frequently 
identified as "most serious" in each agency c~tegory. 
• 'Inability to achieve or maintain authorized s'dengths" 
was the next most frequerit response in the case of police, 
sheriffs and administrators of adult correctional institu
tions. This item was designed to identify manpower 
problems resulting from recruitment difficulties. How- -
ever, as a result of the fiscal problems experienced by 
many state and local jurisdictions during the period of 
this :mrvey, it is probable that many agencies did not 
have sufficient funds to hire personnel who may have 
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TABLE III-13 

Executive Responses Oil "Most Serious Manpower Problem" and Oil "Major Factor Contributing to Most Serious 
Problem," by Type of Agency 1 

(Percent distribution) 

Police 

Most Serious Manpower Problem: 
Inadequate number of authorized 

positions _____________________ 53.3 

Inability to achieve or main-
tain authorized strength _________ 19.9 

High (excessive) turnover _________ 3.7 
Inadequate training of personnel ____ 11.0 
Inad~uate representation of minor-

ities or women ________________ !' 3 
Other _____ -____________________ :::.9 

Total _______________________ 100.0 

Major Contributing Factor: 
General budgetary problems _______ 66.2 

. General lack of qualified appli-
cants ________________________ 0.7 

. Lack of minority or female appli-
cants ________________________ 7.0 

Inadequate levels of compensation __ 5.7 
Insufficient funds for training ______ 5.4 
Limited opportunities for advance-

ment ________ ,________________ 1.8 
Other _____________ ._____________ 7.1 

Total ________________________ 100.0 

I In cities with populntions of 17,000 nnd over. 
• Sheriffs ngeneies with 10 or more employees. 
Sources: NMS Executive Surveys, 1975. 

Sheriffs' 

68.0 

13.3 
4.4 
7.3 

2.8 
4.1 

100.0 

71.8 

2.9 

1.8 
11.7 
3.3 

1.8 
6.6 

100.0 

been originally "authorized" in their budgets for that 
year. Other categories of agency executives, including 
juvenile correctional administrators, heads of probation 
and parole offices, prosecutor.~ and defenders, identified 
"inadequate training of personnel" as their second most 
frequent response. Thus, numerical shortages-and, to a 
considerably lesser extent-recruitment difficulties or 
qualitative deficiencies were identified as the manpower 
problems of greatest concern to virtually all categories of 
law enforcement and criminal justice executives. 

As would be expected, when executives were next 
asked to indicate the major factor contributing to their 
"most serious" manpower problems, "general budget
ary problems" were most frequently reported by all 
categories of agency executives. Inadequate payor in
adequate training funds were also noted by 10 percent or 
more of the respondents in the case of juvenile correc
tions administrators, prosecutors, sheriffs and heads of 
probati-)nd parole offices. 

Although all categories of agency executives identified 
the manpower/budget squeeze as their most pressing 
personnel problem, the proportion of executives who 
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Prosc~ 

cutors 

68.1 

5.9 
7.0 

10.7 

1.7 
6.6 

100.0 

60.9 

2.2 

0.9 
24.0 

4.4 

1.6 
6.1 

100.0 

Defender 

74.9 

6.3 
2.9 
8.8 

3.8 
3.3 

100.0 

74.5 

1.3 

0.4 
7.8 
5.2 

0.4 
10.4 

100.0 

Adult 
Correc· 

tions 

52.2 

13.8 
9.5 

13.4 

6.0 
5.2 

100.0 

63.6 

8.1 

2.5 
8.1 
8.6 

4.0 
5.1 

100.0 

Juvenile 
Correc" 

tions 

35.8 

10.1 
12.6 
31.9 

4.7 
4.9 

100.0 

42.6 

7.3 

2.8 
12.6 
18.5 

5.7 
10.5 

100.0 

Probntion 
and 

Parole 

53.9 

10.0 
6.5 

19.0 

4.6 
6.0 

100.0 

59.1 

2.4 

1.2 
10.7 
11.0 

3.8 
11.8 

100.0 

ranked these first on their list did vary significantly by 
agency category. Thus, about 75 percent of the public 
defenders and over two-thirds 'of the prosecutors and 
sheriffs (in agencies with 10 or more employees) ranked 
this as their most setious problem, as contrasted to only 
36 percent of juvenile correctional administrators. Simi
larly, only about two-fifths of the latter reported "gen
eral budgetary problems" as the most important factor 
contributing to their manpower problems, as contrasted 
to much higher proportions of executives in other types 
of agencies. 

2. Estimated additional manpower needs. In order to 
obtain a more quantitative assessment of the extent of 
perceived manpower needs, in each agency category, 
executives were also requested to estimate the total 
number of employees needed to "fulfill effectively all 
the duties and responsibilities" with which their agency 
was charged. Their responses, when related to their 
agency's employment in June 1975, indicated an average 
requirement for all major agency categories of an in
crease of 26 percent in number of employees (see Table 
III-14). This corresponds to a requirement for an addi-



tional 220,000 employees based on our estimate of total 
employment in these agency categories in 1974. These 
totals, moreover, exclude courts agencies and municipal 
legal service agencies, which were not covered in the 
NMS executive surveys. 

Among the agency categories surveyed, sheriffs and 
heads of probation and parole offices reported the 
greatest proportionate requirements for additional 
personnel-34 percent and 35 percent, respectively. 
Heads of correctional institutions reported a lower-than
average need for additional staff-20 percent for adult 
institutions, and 15 perce,nt for juvenile institutions. Re
quirements of other agencies, including police, pros
ecutors and public defenders more closely approximated 
the overall average. 

TABLE III-14 

Executives' Estimates of Increases in Agency Employ
ment Needed to Effectively Fulfill All Agency Duties and 

Responsibilities 

Actual Percent Estimated Addi-
Agency Category Employment Increase tion1i Employees 

1974 ' Needed ,. Needed < 

Total l --- 834,000 26 220,000 
Law enforcement, 

except sheriffs I 
agencies ____ 515,000 27 139,000 

Sheriffs' agen-
cies ________ 85,000 34 29,000 

Prosecution and 
legal service in-
cluding munici-
pal agencies __ 35,000 22 8,000 

Indigent defense 7,000 23* 2,000 
Atluii corrections, 

except sheriffs' 
jails ________ 102,000 20 20,000 

Juvenile correc-
tions _______ 45,000 15 6,O(ll) 

Probation and pa-
role ________ 45,000 35 16,000 

I Includes all categories of law enforcement and criminai justice agencies except courts. 
municipal prosecution and legal service agencies and general ooministrative agencies. 

• Sow'co: U.S. DepartmeOl of Justice, LEAA and U.S. Bureau of the Census, Expelldilllrc 
and Employment Datalor tile Criminal JI/5tice System, 1974, and special tabulation of Census 
Employee Characteristics Survey, 1974. for estimated employntent in sheriffs' ageneies. 

'Based on respons.s to NMS executive surveys. 1975, weighted by agency size. 
• Derived by applying percentage increases needed to actual 1974 employment. Since 

agency employment probably increased between 1974 and the time of surveys in late 1975, 
these estimates slightly understale Ihe total number of &Jditionnl personnel needed allhe Inlier 
dale, 

• Tbe question addressed to public defenders related to staffing needs "10 fully comply" 
with Supreme Court requiremen~. The percentsRe increase shown refers to those agencies (76 
percent of the total) which reported they were not in full compliance. 

A more detailed examination of these responses indi
cates significant differences in needs, by agency size, 
and for particular categories of personnel. Among police 
agencies, heads of large departments-with 1,000 or 
more employees-reported a greater relative need for 

additional staff than all but the smallest agencies, as 
shown in the following table: 

Median Pel'cent 
Increase in Police 

Agency Size Employees Needed 

All police departments ________________________ 26.8 

1,000 or more employees ____________________ 28.6 
400-999 __________________________________ 17.5 

150-399 ________________ '__________________ 16.8 
75-149 ____________________________ .. ______ 20.1 
25-49 ____________________________________ 23.9 
1-24 _______________________ : ____ ~________ 32.9 

With few exceptions, the estimated percentage in
creases in personnel needed, for agencies other than 
police, varied inversely with agency size. Thus, sheriffs 
in agencies with less than 10 employees reported a need 
for 60 percent additional staff, as compared with 25 
percent by sheriffs in agencies with 150 or more em
ployees. Prosecutors in offices with 1-4 employees 
reported a need for 37 percent more personnel, as com
pared to 19 percent by prosecutors in offices with 75 
employees or more. Heads of probation and parole 
offices with less than 10 employe(\s reported a need for a 
70 percent increase in staff, as compared with 46 percent 
in agencies with 10-24 employees and 30 percent in 
those with 25 or more employees. Similar pattern!'; were 
evident in the reports of correctional institution execu-
tives. 

In the case of cOITectional agencies, admiDistrators of 
both pdult and juvenile correctional institutions also re
ported a greater relative need for treatment specialists 
than for line custodial personnel. Heads of adult correc
tional institutions reported a need fotan increase of 42 
percent in treatment personnel, as compared with 15 
percent for custodial officers. juvenile correctional ad
ministrators indicated a need for 23 percent additional 
treatment employees, as compared with 12 percent for 
child care workers. 

In probation and parole agencies, the reported re
quirement for additional probation and parole officers, of 
29 percent, was lower than the overall estimated re
quirement for additional personnel, of 35 percent, 
reflecting re2atively high needs for secretaIies, para
professionals and other support personnel in these 
agencies. 

In summary, therefore, the surveys of agency execu
tives (other than courts) revealed a widespread consensus 
that lack of sufficient numbers of personnel was their 
agency's most serious current manpower problem and 
that this was primarily attributable to inadequate agency 
budgets, rather than to difficulties in recruiting the 
needed personnel. Additional staffing needs were propor
tionately greater in some agency categories, such as 
probation and parole, sheriffs and prosecutor agencies; 
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they were significantly lower-than-average for juvenile 
corrections agencies. The largest proportionate staffiJlg 
need in correctional institutions was for additional treat
ment personnel, rather than custodial workers. Smaller 
agencies consistently reported a higher percentage re
quirement for additional staff than G~'i larger agencies. 
HO'Never, among police departments, the largest 
departments-those with 1,000 or more employees
also reported relatively high manpower needs. 

D. Analyses of Manpower Needs by Sectol' 

.In addition to the above survey results, a series of 
more specialized analyses, relevant to current manpower 
needs, were conducted for specific categories of agen
cies. The results are summarized below. 

1. Police agencies 
a. Inter-city variations in police employment. The 

number of employees of municipal police agencies, ex
pressed as a ratio to number of inhabitants, varies widely 
from city to city. In 1974, this ratio ranged from an 
average of 3.5 full-time law enforcement employees, per 
1,000 inhabitants. in cities with more than 250,000 
population, to 1.9 per 1,000 in cities with 10,000 to 
100,000 population. It was only slightly higher, 2.1 per 
1,000, in cities with less than 10,000 inhabitants (Table 
III-15). The wide vmiation in per capita police employ
ment, even among cities of a given size group, is illus
trated by the interquartile range of these ratios. Thus, in 
cities with less than 10,000 population, these ratios fell 
below 1.4 per 1,000 population or exceeded 2.7 per 
1,000, in one-half of the cities surveyed. 

One partial explanation for these differences is that 
crime rates also vary widely from city to city. An exami
nation of Table III-15 suggests that the actual differences 
in police employment ratios among cities are explain
able, in part, by variations in crime rates. Thus, cities 
with 250,000 or more population, which reported the 
highest per capita police employment as a group, also 
experienced the highest rates of reported serious 
crime-almost twice as great as among cities with less 
than 10,000 population. In an effort to explain these 
differences more fully, 1973 data were compiled on 
police employment, population, reported crime rates and 
on a number of other relevafit social and economic 
characteristics for cities whose populations ranged from 
25,000 to 1,000,000. 

The factors found to contribute most to differences in 
per capita police employment among all the cities studied 
were: (1) the incidence of street crime, as measured by 
the robbery rate; (2) the amount of taxes per capita; and 
(3) the proportion of low income families in each juris
diction. About 30 percent of the variation in per capita 
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TABLE III-15 

Full-Time Law Enforcement Employees per 1,000 
Population and Crime Rates, by Size of Group, 1974 

Employees per 1.000 Population 
City Size Group Index Crime Rate 

Population Inter·Quartile (per 100.000 
Average Ronge Population) 

Tp~dl Cities 2.5 1.4-2.5 5966 
(;'·,;Cf 2~~,OOO ________ 3.5 2.2-3.5 7499 
100,000-250,000 _____ 2.3 1.8-2.5 7111 
50,000-100,000 ______ l.9 1.5-2.2 5747 
25,000-50,000 _______ 1.9 1.5-2.1 5152 
10,000-25,000 _______ 1.9 1.5-2.2 4418 
Less than 10,000 _~ ___ 2.1 1.4-2.7 3818 

Source: FBI, Crime in tr, United States. 1974: Uniform Crune Reports, Tables 14. 56. 

police employment was found to be associated with dif
ferences in the robbery rote. Cities with higher robbery 
rates tended to have higher police employment ratios. 
Differences in per capita tax rates accounted for an addi
tional 15 percent of the variation. Those cities with 
higher tax rates also tended to have higher police em
ployment ratios, as did cities with a greater incidence of 
poverty. In all, these three factors-robbery rates, taxes 
per capita and the proportion of low income families
were estimated to account for about one-half of the 
variation in per capita police employment among cities. 
Significantly, such factors as city size, per se, and popu
lation density (Le., population per square mile.). had 
little or no independent influence upon the 'observed 
variations in police-population ratios. 

Among larger cities, those with populations of 
100,000 to one million, police employment levels were 
found to be most sensitive to the robbery rate. This factor 
alone explained 46 percent of the variation in police 
employment ratios. The amount of t&xes per capita and 
the proportion of black males, aged 15-24, in the popula
tion (which has been found to have a positive correlation 
with crime rates) were next in order of importance, but 
had much less influe~ce. 

In contrast, the tax level was found to be the most 
important single variable associated with differences in 
police employment ratios in the medium-sized' and 
smaller population cities analyzed, with populations of 
50,000-100,000 and 25,000-50,000 respectively. For 
these agencies, differences in per capita taxes explained 
19 percent and 25 percent of the variation, respectively, 
in per capita police employment, with the robbery rate 
ranking next in order of importance. 

From this analysis, it is evident that differences in 
crime rates and in crime-related workloads provide only 
a partial explanation for variations in police employment 
levels. This is not surprising in view of the fact that only 



a limited proportion of total police effort is directly 
related to crime control activities, such as responding to 
calls concerning commission of crimes, investigation of 
crimes and apprehension of criminals. A major portion 
of the duty time of line officers-typically as much as 80 
percent-is devoted to ~uch activities as routine patrol
ling, traffic control, responding to various types of 
non-crime-related calls for service, and to a variety of 
non-police related activities, II Among communities with 
similar levels of crime rates, the more affluent 
communities-as measured in this analysis by the level 
of per capita taxes-tend to demand more police services 
and to employ more police than do those with lower 
revenue levels. 

b. Police manpower and police peiformance. Al
though the above analysis has provided insights as to 
factors accounting for variations in police employment, 
it does not provide a basis for determining whether addi
tional investments in police manpower will produce suf
ficient community benefits-in terms of reduced crime or 
other desired results-to be cost effective, in comparison 
with alternative uses of these funds. Such judgments 
must be made at the community level, based on much 
more detailed information on agency workloads and 
staffing and on community needs than was available for 
the present study. 

A number of research studies have attempted, how
ever, to estimate the extent to which additional police 
manpower, or expenditures, have been' 'productive," as 
measured by such yardstiCks as their effects upon crime 
rates and clearrmce ratea. These experimental projects, 
designed to test the efficacy of particular police 
strategies, as well ~ a number of quantitative, multi
variate analyses, have attempted to determine whether 
differences· in levels of police staffing or expenditures 
among departments have been associated with lower 
crime and/or higher arrest rates. These studies have 
yielded mixed and-at times--controversial results, as 
illustrated below: 

• Experimental projects, such as those entailing sub
stantial police manpower increases in high crime 
precincts in New York City and in New York City 
subways, have resulted in reductions in crimes in 
these jurisdictions. Their net effect upon overall 
crime levels is less clear, however, because of the 
possibility that criminals may simply have shifted 
their activities to other locations. Moreover, sub
stantial increases in random preventative patrol, as 
in the Kansas City experiment, do not seem to have 
been effective in reducing crime rates. 

• Results of multi-variate analyses, typically based on 
"cross-sectional" comparisons of police employ
ment and police expenditures among cities, states or 

metropolitan areas, have also produced apparently 
conflicting results. About one-half of these studies 
found that higher levels of police resources Were 
associated with lower crime or higher arrest rates 
lhan would otherwise be expected, and attribute 
these findings to the deterrent effects of increased 
police activity. The remaining studies, however, 
reported either negati;:~ or statistically insignificant 
results. Generally, studies in which the units of 
analysis were states or large cities were more likely 
to result in positive findings than those including 
large numbers of small cities. 

• A detailed Rand Corporation study of the criminal 
investigative process, employing both multi-variate 
analysis and intensive survey methods, concluded 
that differences in investigative staffing levels or 
procedures had no appreciable effect on crime, ar
rest or clearance rates, and that the single most 
important determinant of success was the amount of 
information provided by the victim to the im
mediately responding patrol officer. 

The above findings, when related to the results of the 
NMS surveys and analyses reported previously in this 
chapter, clearly suggest the need to avoid broad generali
zations concerning additional needs for law enforcement 
manpower on a nationwide basis. During periods of 
fiscal stringency, such as those experienced by many 
state and local governments during the past few years, 
the practical issue facing many officials is whether mod
erate increments or decrements in law enforcement 
manpower will havl~ any appreciable effect upon crime 
control or upon the adequacy of the other community 
services performed by law enforcement agencies. The 
lack of adequate data on these non-clime related work
loads, as well as the inherent limitations of the available 
statistics on reported crimes and clearance rat~s, are 
among the obvious limitations of all of the above studies. 
Equally essential, for informed decision-making, a~ sys
tematic and detailed management analyses of alternative 
approaches to utilization of existing police manpower 
resources, including consolidation or increased cross
servicing arrangements among police departments, more 
efficient patrol deployments, increased use of civilians in 
duties not requiring the skills of sworn police officers. 
and other measures to reduce the amount of officer time 
devoted to non-essential activities. 

The available research does suggest, however; that in 
many communities improvements in deployment and 
management of existing resources. combined with more 
active citizen involvement or support! may contribute as 
much, or more, to the overall effectiveness of law en
forcement agencies, as additional increments of police 
manpower or funds. ' 
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2. Judicial process agencies. Almost all recent as
sessments of the problems of the Nation's courts, and of 
related prosecution and defense agencies, have noted as 
major shortcomings the problems of case backlog and 
case delay; the pervasive reliance upon-and abuse 
of--plea bargaining procedures; inadequate screening of 
cases; insufficient provision of defense counsel; sentenc
ing disparities among courts and judges; and insufficient 
time-generally-for judges, prosecutors and defenders 
for pre-trial preparation and an even-handed administra
tion of justice. These shortcomings have been at.trlbuted 
to a variety of causes, including-among otilers-the 
need for additional manpower, for more ju(tges, pros
ecutors, defenders and specialized management or sup
port personnel. Such needs have, however, rarely been 
quantified at the national level, in part because essential 
data on judicial process agency workloads in relation to 
personnel have not been available. 

Summary information on these agencies' caseloads 
was collected for the first time in the course of the NMS 
liurveys. In addition, court administrators were requested 
to provide their assessments of the case delay problem in 
their court~ and of the major factors contributing to case 
delay. The results are reviewed below: 

a. Courts. The NMS survey of trial courts of gen
eral jurisdiction, conducted in early 1976, requested data 
on the number of case8 pending and disposed of by these 
COUlts during Fiscal Year 1975, as well as related data on 
court personnel. Despite recent efforts to improve the 
efficiency of the courts in many states, including enact
ment of "speedy trial" legislation and provision of addi
tional personnel, the results suggest a worsening, rather 
tha.n improvement, in the ability of these courts to cope 
with their caseloads. As shown in Table 1lI-16 felony 
case backlogs increased by 10 percent in fiscal year 
1975, and civil case backlogs by 13 percent among these 
reporting courts. There were relatively small changes in 
case backlogs for juvenile cases or misdemeanor cases in 
those general trial courts with jurisdiction over the latter 
categories of cases. 

Estimates of the mean number of additional months 
required to process pending cases were also computed 
for each type of case, oy relating the size of these 
backlogs at the end of Fiscal Year 1975 to actual disposi
tions during the year. These ranged from about three 
months for misdemeanors and juvenile cases to nearly 
six months for felony cases and ten months for civil 
C3S~S, 

These data must be interpreted .with some caution, 
since the reports cover only about one-fourth of 1'111 trial 
courts of general jurisdiction in the case of felony cases, 
and because of wide difference!l in record keeping and 
statistical prar.:tices among the courts. Nevertheless, the 

36 

severity of the existing problems of case delay is illus
trated by the contrast' between the estimated average 
additional time required to process existing felony case 
backlogs in these courts, and the total elapsed time be
tween arrest and trial of two months recommended by the 
National Advisory Commission on Criminal Justice 
Standards and Goals. 12 

The survey data also indicated wide variations in the 
average length of time required to dispose of existing 
felony case backlogs, among those courts responding to 
the survey. Thus, for courts with 100 or more felony 
filings, in fiscal year 1975, an equivalent of 5.2 months 
was required by the average (median) court for process
ing felony case backlogs. However, 27 percent of these 
courts reported backlogs which could be processed in 
three months or less while at the other extreme, 13 
percent had backlogs which corresponded to a delay of 
more than one year between filing and disposition. 

TABLE III-16 

Selected Court Case load Statistics 
Changes in Pending Caseloads, General Jurisdiction 

Trial Courts, Fiscal Year 1975 

Avemgt: Pending Caseloads 
Number of 

Type of Case Courts Beginning End of Percellt 
Reporting of Year Yenr Change 

Felony ---------- 830 154 t69 +10 
Misdemeanor _____ 432 162 158 - 2 
Juvenile -- ... ------ 501 69 70 + 1 
Civil ____________ 948 943 1064 +13 

Estimated Mean Months to Process Pending Cases Based 
on Number Disposed of in Fiscal Year 1975 

Beginning End of 
Type of Case of Year Yea, 

Felony _______________________________ 5.3 5.8 
Misdemeanor _________ .• _ .. ______________ 3.0 2.9 

Juvenile ________________ -------------- 3.0 3.0 
Civil _____________ .. ___________________ 8.8 10.0 

Source: NMS Survey of State and Local Trial Cou"s of Generol Jurisdiction, 1976. 

The analysis further indicated a consistent relationship 
between case delay and the level of judicial staffing for 
criminal cases, as measured by the number of judges 
attached to each court and by the estimated percentage of 
their time devoted to criminal cases, i.e .• "judge years 
on criminal cases". The average num}x)!: of additional 
months needed to process pending criminal cases was 
found to be twice as great in courts where the "felony 
equivalent" caseload per judge year on criminal cases 
was I ,000 or more, than in courts where the caseload per 
jlUdge year was less than 200 (Table III-I7). Of equal 



TABLE III-17' 

Distribution of General Trial Courts by Months Needed to Process Felony Cases Pending at the End of Fiscal Year 
1975 and by the Felony Equivalent Caseload per Judge-Year Devoted to Criminal Cases 

Courts by f'elony Equival'lnt Caseload "Per Judge·Year 
Months Needed 

To Process Pending All 1000 or 
Felony Cases Replies 0-199 200-39'1 400-699 700-999 More 

All Courts: 
Median months to process pending cases _______ .• _ 5.1 2.9 5.0 5.4 6.8 6.6 

Percent of Total 

All replies ---------------------------------- 100 100 100 100 100 100 
0-3 months --------------------------------- 31 52 31 22 16 22 
3.1-6 months ------------------------------- 27 19 28 35 27 24 
6.1-9 months ------------------------------- 15 10 15 11 24 24 
9.1-12 months ------------------------------ 9 5 10 10 14 7 
12.1-24 months ----------------------------- 13 10 9 15 16 20 
24.1 months or more 

-----------------------~-
5 3 6 7 3 4 

Number of reports --------------------------- (345) ( 86) ( 78) ( 89) ( 37) ( 55) 
Courts With 100 or More Felony Filings: 

Median months to process pending cases _________ 5.3 a 4.4 4.8 6.6 7.1 

Percent of Total 

All replies __________________________________ 100 100 100 100 100 
0-3 months --------------------------------- 26 37 28 14 18 
3.1-6 months ____ ... _________ J. ________________ • 31 28 37 31 23 
6.1-9 months --------.... ----~.-----------------. 19 19 13 24 25 
9.1-12 months 

---------------------~--------
8 9 6 14 9 

12.1-24 months 
--~--------------------------

13 5 15 14 23 
24.1 months or more ------------------------- 2 2 2 3 2 
Number of reports 

--~------------------------
(178) ( 6) ( 43) ( 54) ( 29) ( 44) 

• Median not computed because there were fewer than 2S replies. 
" Caselo.ID as used for this table includes cases pendiny at the beginning of the year plu. ,hose 61ed during the year. Felor.y equivalent CBSes are a weighted combination of felony and 

misdemeanor cases under which 5.5 misdemeanor cases are estima\""'!d to be the \U~kloBrl-- ~uivt\tent of one felony case, 

importance, however, was the evidence of wide varia
tions in estimated processing time among courts with 
similar felony caseloads per judge. Thus among the 106 
courts reporting a workload of 1,000 or more felony 
cases per judge year, 17 percent reported that their case 
backlogs at the end of Fiscal Year 1975 corresponded to 
a period of 3 months or less, whereas 23 percent 
would require more than 12 months, based on Fiscal 
Year 1975 experience. Although these disparities may be 
due, in part, to differences in reporting and record keep
ing practices, they suggest that factors other than avail
ability of judicial personnel have contributed to the case 
delay problem in many courts. 

Further insights as to factors contributing to case delay 
were obtained from the NMS survey of court adminis
trators. Of 208 administrators of trial courts responding 
to this question of case delay, 47 perce.rtt indicated that 
they considered case delay a serious problem in their 
courts, An additional 39 percent considered it a problem, 
but "not serious," while 15 percent did not considerit a 
problem at all in their courts. A higher proportion of 

appellate court administrators (24 percent) repo.rted that 
they had no problem of case delay in the courts in which 
they served. 

The court administrators who identified case delay as a 
problem were then asked to indicate, in their own words, 
what they considered to be the single most serious cause 
of case delay in their courts. The responses identified a 
wide range of contributing factors, including limitations 
of court resources, continuance problems and other per
sonnel interaction problems. These varied explanations 
were not unexpected since recent studies have high
lighted that the interactiQrlS of judges, prosecutors and 
defenders and their diven,e motives and problems, as 
well as the pressures of heavy workloads, all contribute 
to continuances and case delays. 13 

Insufficient personnel-primarily a shortage of judge 
time-was, however, cited as the most important factor 
by 28 percent of the 230 administrators responding to 
this question. Other responses, such as inadequate prepa
ration of attorneys, or general references to overcrowded 
dockets, may also have reflected personnel shortages. 
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COllrt administrators were also asked to identify the reports, three ratios of caseloads per prosecutor were 
types of additional personnel, or staff time, that would computed. The first was the ratio of felony cases per 
"contribute most to reducing un11ecessary delay and prosecutor employed. As shown in Table In-18, the 
achieving the goal of speedy trials" in the courts they median felony caseload per prosecutor, for all 595 agen-
administer. In response to the question on types of per- cies reporting these data, was 93 in fiscal year 1975. 
sonnel most needed, 39 percent identified increased Larger agencies, with 10 or more employees, repOlied 
judge time, and an additional 25 percent selected in- significantly higher felony caseload ratios than did those 
creased prose~ution time as most important. Relatively with fewer than 10 employees. 
few consi.dered that an increas~ in staff time by the This initial set of ratios did not make any allowance 
defense counselor by other court staff would contribute for other types of criminal caseloads, or for differences 
most to reducing case delay. among agencies in the proportion of full-time and part-

When court administrators were further asked to iden- time personnel. To provide a weighted caseload meflsure 
tify, from a list of procedural policies, the one whose for all major categori~s of criminal cases handled by 
adoption would contribute most to reducing unnecessary prosecution offices, a workload measure referred to as 
delay in the courts they administer, stricter control of '.'felony equivalent cases" was constructed by assigning 
continuances was chosen mOist frequently, by 37 percent the weighting factors to non-felony cases adapted from 
of those who replied. Significantly, average felony case those recommended for defender agencies by the Na-
delay was found to be more than one month less in courts tional Advisory Commission on Criminal Justice Stand-
following strict continuance policies than in other courts ards and Goals. The results of tlus procedure, as shown 
surveyed. The adoption or stril~t enforcement of statutory in the second column of Table In-20, was to widen the 
or regulatory time limits for processing cases was rated relative disparity in caseload ratios among agencies in 
next most frequently as likely to reduce delay. This the various size groups. Based on this measure, the 
response also was confirmed by the NMS analyses of median felony equivalent caseload per prosecutor., was 
case delays, which found that states with weak speedy 340 for agencies with 10 or more employees, or':lnore 
trial laws had much longer avemge case delays-among than twke as great as the caseload of 154 per prosecutor 
courts with 100 or more felony filings-than did other for agencies with less than 5 employees. 
states. The third set of ratios makes a further adjustment for 

Finally, the NMS court caseload analysis indicated the lower average hours worked per week by part-time 
that trial courts with relatively long case backlogs dis- prosecutof1i or staff attorneys. This measure of full-time 
posed of a smaller percentage of their criminal cases equivalent cases per full-time equivalent prosecutor 
through trial, probably reflecting a greater pressure to tends to narrow somewhat the caseload differential be-
resolve cases through plea bargaining in such courts, twe(~n large and small offices. Nevertheless, the larger 

b. Prosecution agencies. About one-half of the agemcies, those with 10 or more employees, had criminal 
prosecution agencies responding to the NMS survey on caseloads per employee nearly twice as great as those 
their manpower needs also provided data on their crimi- computed for the smallest agencies, i.e., those with 
nal caseloads in Fiscal Year 1975. Based on these fewer than 5 employees. 

TABLE Ill-18 

Felony Cases and Felony Equivalent Cases per Prosecutor and Full-Time Equivalent Prosecutor, by Size aJ Agency, 
S,rate and County Prosecution Agencies, 1975 

Total 

Size of 
Agency 

(Number of 
Employees) 

10 or more __________________________________________________ _ 
5-9 ________________________________________________________ _ 
1-4 ________________________________________________________ _ 

Folony Cases 
Per Prosecutor 

Number of 
Medi.n ReporlS e 

93 595 
122 94-
107 76 

79 425 

Felony Equivalent r.:ases 
Felony Equivalent fler Full-Time Equivalent 

CasC$ Per Prosecutor II Prosecutor b 

Number of Number of 
Medi.n Reports' Median Reports c 

178 499 280 281 
340 68 390 60 
225 61 330 57 
154 370 206 164 

• Weighted average of felony, misdemeanor, juvenile and appeals cases, Felony cases, misdemeanors, juvenile cases, and appeals given weights of I •. 375 and 6 respectively. 
b Welghled average of full-lime .nd p.rI-lime prosecutors, 
• Tbe number oC reports Is reduced becouse of hem non-msponse as each additional Hem of inConnalion is added 10 the calculalions. Thus Ihe drop-off in Ihe number of reports in Ihe final 

columns Is due 10 lbe omission by m.ny respondenlS of lho number of hours worked per week by p.rt-lime proseeulors. 
Source; NMS Execudve Survey, 1975. 
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In the absence of any established caseload standards 
for prosecutors, the above data cannot be used to esti
mate total manpower needs of these agencies. The impli
cation of the above comparisons is, however, that the 
larger prosecution offices, typically those in large cities, 
have a larger relative need for additional staff attorneys 
to hartdle their criminal caseloads than do the smaller 
offices. 

Inadequate levels of prosecutor staffing have been 
cited as one of the factors contributing to case delay, as 
well as to excessive reliance upon plea bargaining. Thus, 
in response to a question on the types of additional 
personnel that would most contribute to reducing un
necessary delay, 25 percent of the court administrators 
surveyed by NMS cited increased availability ofprosecu
tion staff as the most important. Some corroborating 
evidence for this assessment was provided by an analysis 
of the relationship between prosecutor felony caseloads 
and the estimated number of months to process pending 
felony cases, in 188 jurisdictions which provided all the 
relevant data in the NMS surveys of prosecutors and of 
state courts of general jurisdiction. As shown in the 
following table, the median number of months to process 
pending felony cases was 6.9 months in jurisdictions 
where the "felony equivalent caseload per full-time 
equivalent prosecutor" was 301 or more cases per year, 
as compared to 5.0 months, where the caseload was 100 
or fewer cases per year. This relationship was, however, 
not completely consistent, as indicated by the much 
lower average delay time indicated in the 37 jurisdictions 
where prosecutor caseloads were between 201 and 300 
per year. 

TABLE III-19 

Months to Process Felony Cases Pending at the End 
of Fiscal Year 1975 by Felony Equivalent Caseload 

per Prosecutor 

Months to proc
ess pending 
felony' cases 
-Median 

All 
ReporlS 

court ____ 5.4 
Number of re-

ports ____ (188) 

Felony Equivalent Caseload 
Per Full-Time Equivalent Prosecutor 

1-100 101-200 201-300 301 or More 

5.0 5.6 3.6 6.9 

(55) (44) (37) (52) 

Sources: NMS Surveys of Prosecutors and of State Trial Courts of General Jurisdiction. 
'1975-76. 

c. -Public defender agencies. Public indigent defense 
agencies, although the smallest agency category within 
the criminal justice system in terms of employment, have 

also experienced the most rapid growth in the past sev
eral years_ The number of full-time equivalent em
plo) ees of state and local defender agencies nearly 
doubled, from 3,000 in 1970 to 6,000 in 1974. This 
growth has resulted in large part from recent Supreme 
G<?urJl decisions whioh have broadened the obligations of 
coUrtlS to provide counsel to indigent defendants who are 
subject to confinement. 

Despite this growth, recent studies have estimated a 
large additional requirement for public defenders. Based 
on a 1973 survey of indigent defense activities, the 
National Legal Aid and pefense Association (NLADA) 
estimated a need for about 17,300 staff attorneys in 
defender agencies (public and contract), to meet stand
ards .recommended by the National Advisory Commis~ 
sion on Standards and Goals. 14 This estimate is more 
than doubled, moreover, to about 37,000 if further al
lowance is made for the added requirements of jmlsdic
tions relying on assigned counsel (rather than detender 
agencies) and for certain additional types of wo:rkloads, 
not provided for in the original estimates. The latter 
figure is about six times as great as the estimated number 
of full-time equivalent defenders currently provided 
either by publicly operated agencies or on a contract 
basis in 1974. 

Much more conservative estimates were derived based 
on NMS survey results. Heads of public defender 
offices, 'excluding contract agencies, Were first asked to 
assess how well their office was complying with recent 
Supreme Court decisions. Less than one-fourth (23 per
cent) reported that their agency was in "full com
pliance. " All other defenders were then reque.;;ted to 
estimate the number of assistant defenders needed to 
achieve full compliance. On the average, the latter re
ported a need for 23 percent more defenders. If this 
figure is adjusted for the agencies which already reported 
that they were in full compliance, this percentage in
crease is reduced to 18 percent. 

A somewhat higher estimate of needs was derived by 
analysis of caseload data and staffing data submitted by 
some of the public defender offices. These resulted in an 
estimate of 192 "felony equivalent" cases per year per 
full-time equivalent defender, about 28 percent higher 
than the standard proposed by the National Advisory 
Commission. The latter estimate is based on a small 
sample of only 48 agencies which provided the detailed 
data needed for this computation, and which-for that 
reason-are likely to be better staffed than other agen
cies. 

The above approaches have clearly yielded widely 
divergent estimates of defender manpower needs. Re
sponses by defenders in public indigent defense agencies 
to the NMS survey indicated that an increase of only 18 
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percent in staff attorneys was needed by these agencies to 
fully comply with recent Supreme Court decisions. The 
analysis of caseloads per attorney for a small sample of 
these agencies, in relation to standards recommended by 
the NAC, yielded a somewhat higher estimate, in excess 
of 28 percent. In contrast, the NLADA estimates of the 
total "universe of need" for defender services indicated 
a requirement for a six foid increase in defenders, on a 
full-time equivalent basis. 

Several factors probably contribute to this gross dis
parity. The major one appears to be that the NLADA 
analysis of requirements is based on the proposed stand
ard providing that all indigents charged with a felony, 
misdemeanor or as a juvenile delinquent are to be repre
sent,ed from the time of arrest. This standard is more 
inclusive than that required by recent Supreme Court 
decisions, with respect to the less serious offenses. Many 
arrest.ed indigents do not receive representation at time of 
arrest and subsequently receive representation only if it 
appears th1.1t a jail or prison sentence may result from a 
conviction. 15 Additionally, indigents may waive their 
right to counsel without a full understanding of the sig
nificam~e of the action. There is a significant falloff in 
the number of persons charged with a crime, especially 
those charged with misdemeanors, in these early stages. 

The chief defenders, on their part, appeared to have 
adopted a considerably narrower interpretation of their 
roles. In its 1973 study, the NLADA found that 36 
percent of defender agencies provided counsel for all 
indigent misdemeanor defendants; 39 percent provided 
counsel only if the offense was punishable by jail; 18 
percent only if the judge believed he would impose a jail 
sentence if the defendant was found to be gUilty and 6 
percent provided counsel only if the prosecutor would 
seek a jail sentence. 16 To the extent that the current local 
practice tends to keep marginal cases of indigency, or 
marginal ca:ses of required representation, from becom
ing a workload for the defender or assigned counsel, the 
need for additional staff as perceived by chief defenders 
may reflect a more limited view of the extent to which 
services are to be provided, than the criteria used by 
NLADA in its calculatinns of the universe of need for 
defender services. 

3. Correcdons manpower. In the corrections 
sector-unlike other components of the criminal justice 
system-a number of staffing standards or norms have 
been developed by professional organizations in the field 
for use in assessing correctional,manpower needs. These 
professional jud,gmer,t standards are defined in all cases 
as broad sta~istica1 guidelines or "yardsticks, ,; since 
staffing decisions in individual agencies must take into 
account a large number of more specific variables, such 
as ch~racteristics and needs of the client population, the 
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types of programs provided, the physical layout of the 
facility, etc, Nevertheless, the existing standards may 
provide a useful guide in assessing the relative man
power needs of different categories of corrections agen
cies. These comparisons are reviewed below for the 
major categories of corrections agencies. 

a. Adult prisons. Available data indicate a signifi
cant overall improvement in staff inmate ratios of state 
prisons between the eady 1960's and 1974. The average 
number of inmates per custodial officer declined from 
8.2 at the end of 1960 to 5.0 in January 1974. Between 
1962 and 1974, the number of educational and treatment 
specialists in state prisons also doubled, whereas the 
number of iVlTlll!c",s W:!<; at about the same level in both 
years. 

Comparisons of actual staffing ratios in 1974 with 
those previously proposed for these occupational groups, 
in various studies, indicate a continued severe deficiency 
in many categories of treatment personnel, but a much 
more favorable staffing level for custodial officers. Thus, 
only one-half of all state prison systems met the Ameri
can Correctional Association's staffing standard for so
cial workers; about one-fourth, for psychiatrists and only 
about 10 percrent, for psychologists. On the other hand, 
about 60 percent of all state facilities met or exceeded the 
ratio of one custodial officer per six inmates, originally 

,proposed by the President's Commission on Law En
.. forcemen'l and the Administration of Justice. 

Staffing levels for both correctional officers and treat
ment personnel were found to be least adequate in the 
South. Pris'ons which were overcrowded in 1974, based 
on designed capacity, consistently reported higher num
bers of inmates per correctional officer than did other 
prisons. 

The more severe deficiency of treatment staffs, than of 
custodial officers, indicated by these comparisons is con
sistent with the assessments of prison wardens of their 
agencies' manpower needs, based on the NMS survey. 
Their responses indicated a need for an increase of 42 
percent in treatment specialists, as compared to 14 per
cent for custodial officers. 

b. Local jails. The most severe staffing deficiency 
in local jails was the absence of any significant training 
or treatment functions in most jails, based on the 1972 
Census of JailsY In 1972, the total number of profes
sional treatment specialists corresponded to the equiva
lent of one full-time counselor for every 363 inmates, in 
contrast to a ratio of one case work counselor for every 
30 jail inmates which had been proposed by the Presi
dent's Crime Commission in 1967. Custodial officer 
staffing in jails, corresponding to a ratio of one. per 7.2 
inmates in 1972, was also significantly lower than the 
standard of one per six inmates, previously suggested by 
this Commission. 

1 



c. Juvenile institutions. In contrast to the situation 
in adult institutions, staffing ratios in state juvenile in
stitutions in 1975 compared much more favorably with 
those proposed in earlier studies. Thus, the National 
Council on Crime and Delinquency, in a 1966 study, had 
adopted a composite standard of one treatment specialist 
per 21.4 juveniles as a statistical guideline, as compared 
to an actual ratio of one specialist per 33.1 juveniles, in 
1965. By 1975, this ratio had been increased to one 
treatment specialist per 21.9 juveniles, in part due to the 
substantial reduction in the number of juvenile inmates. 
Similar increases in staffing levels per inmate also were 
reported for child care workers and for educational per
sonnel. 1B 

These findings are consistent with the pattern of sur
vey responses of juvenile correction administrators, con
cerning their manpower needs. As previously noted, 
these administrators-as a group-reported much lower 
needs for additional manpower in the NMS sl;lrvey than 
did any other category of criminal justice executive. 

d. Probation and parole. The American Correc
tional Association has recommended a statistical stand
ard of 50 case units per probation or parole officer, per 
mOl1th, under which a presentence investigation equals 
five units and a probationer or parolee under supervision 
equals one case unit. An analysis of actual caseloads per 
officer, based on responses from 939 agencies to the 
NMS survey, indicates that 72 percent of all agencies did 
not meet this standard. Caseloads per officer varied 
widely by type of agency, from a median of 42 per 
month for adult parole agencies and 62, for juvenile 
agencies, to 161 for adult probation agencies. The high 
workload of the latter agencies suggests that most adult 
probation offices are in a position to provide only nomi
nal supervisb3. to persons under their control and are 
equally limited in their capabilities with respect to other 
workloads, such as presentence investigations. 

The above findings are consistent with the relatively 
high needs for additional personnel reported by probation 
and parole executives r~spoI1ding to the NMS survey, as 
well as with reports based on field visits, indicating 
particularly severe sh011ages among many of the adult 
agencies visited. 

E. Conclusi~:ms on Manpower Needs 

This chapter has presented a variety of data related to 
the current personnel needs of law enforcement and crim
inal justice agencies. The current personnel resources of 
these agencies, as well as recent employment and crime
related workload trends, were reviewed in the first seC
tion of this chapter. The point of departure for assessing 

current personnel needs was the perceived needs of the 
agency executives themselves. These agency executives 
reported substantial needs for additional personnel. 
There were, however, significant variations in extent of 
reported shortage by size aud type of agency and for 
different categories of personnel. These shortages were 
generally attributed to budgetary constraints rather than 
to difficulties in recruitment of personnel. 

These initial survey findings were supplemented by 
more specific analyses of agency staffing and workload 

. levels, fc. r each major sector, including comparisons of 
actual starfing ratios with professionally recommended 
standards, where the latter were available. These 
analyses did not, in most instances, provide categorical 
estimates of the total magnitude of additional personnel 
needs for these functions and could not be expected to do 
so, in view of the wide variations in functions, goals, and 
organizational structures among agencies, and because 
of the many limitations of the available data base. Yet, 
the composite evidence available supports a finding 
that-in the face of mounting crime-related work
loads-many of these agencies, as currently organized, 
have been inadequately staffed to provide the level, and 
quality, of services which they consider necessary to 
fulfill their assigned responsibilities. Some of the sup
porting evidence is summarized below: 

• Law enforcement. Despite the substantial growth in 
employment in police protection agencies since the 
early 1960's the much sharper growth in the crime 
rate-as well as tbe addition of new specialized 
functions-has imposed heavy workload pressures 
upon many police department staffs, as reflected in 
the relatively large estimates of additional man
power needs reported by police chiefs and sheriffs. 
Analysis of inter-city variations in per capita police 
employment indicates that the existing deployment 
of police personnel resources is, however, often 
more dependent upon the ability, or willingness, of 
different cornu; ,~nities to pay for these services, than 
on any objective measure of crime-related work
loads. The high reported needs for additional man
power of smaller police age.ncies, and of sheriffs 
agencies, may thus be attributable to the less 
adequate tax bases of many of the communities in 
which these agencief) are located, and the limited 
capability of these agencies to provide a full range of 
police services, as weB as to the growing decen
tralization of population-~and of related crime 
problems-which has increased the need for .police 
services in many of these «'lmmunities. At the same 
time, many of the largest police departments-those 
with 1,000 or more personMI-appear to have ueen 
particularly impacted by recent budgetary pressures, 
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in the face of continued high urban crime rates. 
• Judicial process agencies. Data on case backlogs, 

and on caseloads of judges, prosecutors and de
fenders, compiled by the National Manpower 
Survey, indica~ d that-by any reasonable 
standard-a large proportion of these agencies are 
inadequately staffed to meet their responsibilities for 
the speedy, efficient and even-handed administra
tion of justice, which has forced extensive reliance 
upon plea bargaining procedures and other adminis
trative expedients. In a large sample of trial courts 
reporting to the NMS. felony case backlogs rose by 
10 percent in fiscal year 1975, and civil case 
backlogs by 13 percent. The estimated average time 
required to process felony cases pending at the end 
of fiscal year 1975 exceeded six months in 41 per
cent of the courts, in contrast to a standard of two 
months proposed by the National Advisory Com
tnission on Standards and Goals, for total elapsed 
time between arrest and trial for such cases. The 
consistent relationship between the size of caseload 
pu judge and case delay in these courts-as well as 
the assessments by court administrators surveyed by 
the NMS-both confirm that shortages of judicial 
and other manpower are key factors contributing to 
case delay in many of these courts. 
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Analysis of caseload statistics for prosecution 
and for public indigent defense agencies has re
sulted in similar findings. Thus the average "felony 
equivalent" caseloads of 280 cases per year, per 
prosecutor, and of 192 per defender, estimated for 
samples of agencies reporting to the NMS, can be 
contrasted with a recommended standard of t50 per 
year, proposed for defenders, by the National 
Advisory Commission. 

Although the above data support the ne~d for 
additional judges, prosecutors and defenders in 
many agencies, collateral survey findings indicate 
that additional manpower, alone, is only a partial 
solution to the problem of case delay in most courts. 
Court administrators responding to the NMS survey 
gave at least equal emphasis to the need for pro
cedural reforms, including the adoption of strict 
coutinuance policies, as essential for reducing case 
delays. In addition, the very wide variation in 
felony caseloads per judge or prosecutor, revealed 
by the NMS surveys, suggests that considerable 
improvement can be accomplished through more 
efficient allocation of personnel resources, within 
states, through such measures as court reorganiza
tion or consolidation of small prosecution offices. 

• Corrections. Analyses of responses by correctional 
administrators, and of correctional staffing and 

workload data, have provided an essentially consist
ent patterll of findings concerning the relative man
power needs of various categories of correctional 
agencies. Despite substantial employment growth, 
staffing levels of' most probation. and parole 
agencies-and particularly those responsible for 
adult probation-were found to be much higher than 
considered acceptable to provide other than nominal 
sUFrvision to their clients or to perform related 
workloads, such as pre-sentence investigations. 
Probation and parole office administrators respond
ing to the NMS survey also reported a greater 
relative need for additional manpower than did ex
ecutives of ally other ,category of correctional 
agency. 

In the case of residential correctional facilities, 
such as prisons, jails and reformatories, the declin
ing or stable trend of inmate populations until the 
early 1970's, combined with gradual employment 
growth, had resulted in general increases in staff
inmate ratios over the past decade. The improve
ment was most pronounced for juvenile institutions, 
which had experienced a substantial reduction in 
inmate population. As a result, staffing levels in 
these agencies, as a group, appeared to be more 
adequate than any other major category of correc
tional agency. Adult correctional institutions were, 
however, still seriously deficient in specialized 
treatment staffs, with the most severe shortages 
reported in the southern states, and in local jails 
generally. Staffing levels for custodial officers in 
state prisons appeared to have been more adequate 
than for treatment staffs, based on responses by 
wardens concerning their manpower needs as well 
as on comparisons with existing staffing standards. 
It is probable, however, that custodial staff-inmate 
ratios in state prisons declined between 1975 and 
1977, as a result of the continued rapid growth i~, 
inmate popUlations. 

Although the preceding analyses have arrayed a con
siderable body of evidence which support the need for 
additional manpower resources in many categories of 
criminal justice agencies to enable them to perform their 
assigned tasks, these findings cannot support a broader 
conclusion that provision of such resources alone-in the 
absence of other needed policy or organizational 
improvements-will materially or efficiently, contribute 
to the ultimate national objectives of crime reduction and 
of improvement in the quality of justice. As noted by 
Norval Morris and Gordon Hawkins, the problem of 
violent crime in America "is not a problem that can be 
solved merely by the allocation of increased resources. 
The inadequacy o/this approach has been amply demon-



strated. Between 1969 and 1974 spending for federal, 
state and local criminal justice systems more tlum dou
bled, rising from $7.3 billion to more than $15 billion. 
The number of personnel employed in those systems 
increased by one third, from 725,000 to over one mil
lion. Over the same period, recorded violent crime in
creased by 47 percent, recorded crimes against property 
by 37 percent:' 19 

Some of the limitations of a strategy geared solely, or 
primarily, to provisi.on of additional resources to law 
enforcement and criminal justice agencies, as presently 
constituted, have been noted in our preceding analyses: 

• In the law enforcement sector, the relationship be
tween additional police resources and police "per
formance," as measured by such indexes as crime 
or arrest rates, has been found to be tenuous and 
uncertain. 

• In the judicial process sector, differences in court 
policies and practices, for example with respect to 
continuances, were cotisidered to be as important as 
inadequate resources, in contributing to case delays. 

• In the corrections sector, few issues have been more 
controversial in recent years than the efficacy of 
rehabilitation efforts as practiced in most correc
tional institutions, with at least one observer con
tending that "with few and isolated exceptions, the 
rehabilitative efforts that have been reported so far 
have had no appreciable effect on recidivism. " 20 

• In all sectors, the proliferation of'large nwnbers of 
very small agencies-whether of very small police 
departments in fragmented jurisdictions, or of 
courts, prosecution offices or jails, often staffed by 
part-time pers~:>nnel-has contributed to system in
efficiencies and manpower wastage. 

Finally, there has been growing recognition, by both 
scholars and practitioners, that the potential impact of the 
criminal justice system upon crime trends-no matter 
how efficiently it is organized-is probably over
shadowed by that of more fundamental social, economic 
and cultural influences in our society. 
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CHAPTER IV. THE EMPLOYMENT OUTLOOK: 
MANPOWER PROJECTIONS TO 1985 

One of the major tasks of the National Manpower 
Survey was to project future employment in state and 
local law enforcement and criminal justice agencies, for 
the 10 year period 1975-85. These projections and re
lated estimates of recruitment and training needs are 
designed to assist in determining the priorities' for 
academic and training assistance among various sectors 
and occupations in the criminal justice system. 

The first part of this chapter describes the basic projec
tions developed for this purpose: the projection model, 
the assumptions used and the resulting estimates by sec
tor and occupation. These are designed to portray the 
probable future trends in employment in these agencies, 
rather than future "needs" or optimal requirements. 

The second part of this chapter reviews a number of 
recent trends, policy i.ssues and innovations in the crimi
nal justice field which may have a significant influence 
upon future manpower needs. It presents information on 
the clment status of these developments, on the likeli
hood of their further expansion, and their possible effects 
upon quantitative or qualitative requirements for person
nel. 

A. Manpower Projections 
1. The criminal justice manpower model. The em

ployment projections presented in this chapter were 
based on a model which defines a set of relationships 
among key variables affecting both aggregate employ
ment in all categories of criminal justice agencies and the 
distribution of employment among major categories or 
activities. 

The basic premise underlying this model is that the 
future demand for law enforcement and other criminal 
justice services will be largely determined by two major 
factors, in addition to population growth. These are: (1) 
the future trend in crime rates; and (2) trends in the 
growth of total state and local government expenditures. 
Both crime rates and the levels of govex:nment spending 
are, in turn, assumed to be influenced by a number of 
other social, economic and institutional factors, as de
scribed in Chart IV-I. 
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• Crime rate. Recent analyses of criminal behavior 
have attempted to interpret most 'forms of crime 
within a rational decision-making framework: indi-

viduals are more likely to pursue criminal careers, 
rather than legal activity, if the economic returns 
from crime are perceived to be better than the alter
natives available to them, after allowing for the risks 
entailed in criminal activity. Thus, those who are 
poor, unemployed and economically disadvantaged 
are more prone to engage in crimes such as robbery 
because they have less to risk and because their 
alternative means of earning a livelihood are re
stricted. Large urban centers, which include both 
concentrations of poor, minority populations as well 
as concentrations of wealth-i.e., ' 'crime 
opportunities"-are more likely to have higher 
crime rates than are smaller, more homogenous, 
middle-class communities. Youth, and particularly 
disadvantaged youth, are much more crime 
prone-both because they have the highest unem
ployment rates and the most limited earnings poten
tial in legal pursuits-and because they are more 
likely to take risks than more mature individuals. To 
the extent that law enforcement and criminal justice 
agencies increase the risks of apprehension and 
punishment, they increase .the "costs" of criminal 
activity and serve to deter crime. 

The 'above analysis thus suggests some of the key 
. variables that may affect future crime trends. 

Among them are future trends in the level of general 
economic opportunity, as measured by such factors 
as the unemployment rate and per capita income; 
trends in the proportion of youth in the population, 
and trends in the' concentration of population in 
urban areas. In addition, community investments in 
law enforcement, judicial process, and correctional 
agencies can affect these trends to the extent that 
they increase the probabilities of arrest and impris
onment. These and similar variables have all been 
found to contribute significantly to variations in 
reported crime rates. 

• Criminaijustice expenditures. The level of criminal 
justice expenditures by state and local governments 
will be determined both by the demand for these 
services, as measured by trends in the crime rate, 
and by various economic and fiscal factors, which 
will affect the to~\al size of government budgets. The 
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latter, in turn, are strongly influenced by economic 
growth rates, which have a direct impact on gov
ernmental tax revenues. In addition, they are af
fected by the extent of financial assistance obtained 
from the Federal Government, through LEAA 
grants or other sources. 

• Criminal justice employment. The level of employ
ment in criminal justice agencies will be determined 
both by criminal justice expenditures and by trends 
in wage or salary rates for employees of these agen
cies. The latter are likely to be influenced by general 
labor market trends as well as by more specific 
factors, such as the changes in job and skill require
ments and in the extent of unionization of their 
employees. 

• Arrest and imprisonment rates. The model also 
postulates that there is a systematic relationship be
tween levels of employment in criminal justice 
agencies and the probability that those committing 
crimes will be arrested and imprisoned. In turn, 
these prob;1bilities are assumed to ' 'feed back" upon 
the crime rate, to the extBnt that changes in the 
likelihood of apprehension and punishment have a 
deterrent effect upon criminal activity. (Clearly 
many institutional and policy factors, in addition to 
employment levels in criminal justice agencies, will 
affect these relationships. Some of these are sepa
rately discussed in the second part of this chapter but 
could not be directly incorporated into this model.) 

The relationships described above, expressed in a 
series of linked equations, were empirically tested based 
on data for the 50 states for the years 1971-74, inclusive. 
All of the resulting equations yielded statistically sig
nificant results which appeared generally consistent with 
the theoretical premises underlying the model. Crime 
rates were found to be particularly sensitive to differ
ences in the relative size of the youth population (aged 
14-24 years) and-to a lesser extent-to differences.in 
urbanization,' per capita income and unemployment 
rates. Differences in arrest and imprisonment rates were 
also found to have the expected negative effects upon 
crime rates. Thus, an increase in arrest rates of 10 per
cent was associated with a 3 percent reduction in crime 
rates. 

Criminal justice expenditures, however, were found to 
be more influenced by the aggregate levels of stat~ and 
local government budgets, or expenditures, in the vari
ous states, than by crime rates or specific crime-related 
variables. Thus, a 10 percent increase in total govern
ment expenditures was associated with a short .. term i.n
crease of the same magnitude in budgets for criminal 
justice. However, a 10 percent increase in crime rates 
was found to result in only a 4 percent increase in 
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criminal justice expenditures, holding other factors con
stant. 

A more detailed technical description of this model, 
and of the estimating coefficients, appears in Volume VI 
of this report, Criminal Justice Manpower Planning. 

2. The NMS projection scenario. In order to project 
future employment trends, based on these relationships, 
independent forecasts or projections were first required 
for each of the key "external" variables which had been 
found to influence crime rates and criminal justice ex
penditure levels. These projections for 1980 and 1985 
are shown i,n Table IV--I. 

Among these factors, one of the most important-and 
predictable-is the proportion of youth in our popula
tion. The sharp escalation of crime rates in the mid-
1960's coincided with the ("coming of age" of the 
post-World II baby-boom generation. During the 1960's, 
juveniles and younger adults accounted for a large and 
growing share of those apprehended for many categories 
of serious crimes. The outlook now is for a reversal of 
this trend. In the past decade and a half, rapid growth in 
the number of youths and young adults, aged 15-24 
years, had increased that group from 13.4 percent of the 
population in 1960 to 18.7 percent in 1974. This propor
tion will stabilize in the period 1974-80, and will drop 
significantly, to 16.4 percent, by 1985. 

Am ,:her demographic factor which has been as
sociated with rising crime rates-tbe high proportion of 
our population concentrated in large metropolitan 
areas-is also expected to decline. Over a period of 
decades, the proportion of our population concentrated in 
large metropolitan areas has steadily grown-and these 
areas, as has been noted, have included the highest 
concentrations of crime. This pattern now appears to 
have been reversed. Recent population growth has been 
more rapid in the non-metropolitan areas. The proportion 
of the population living in SMSA's declined gradually in 
each year between 1970 and 1974. A continuation of the 
recent decline is assumed in our scenario. The popUlation 
residing in metropolitan areas is projected at 71.2 percent 
in 1985, as compared with 72.8 percent in 1974. 

Other factors affecting the future demand for law en
forcement services can be proje.cted with much less con
fidence than the demographic trends described above. 
The most critical of these is the future state of the 
nation's economy. The overall level of economic activ
ity, as measured by such statistics as the gross national 
product (GNP), has a direct impact on governmental tax 
revenues and hence on the ability of state and local 
governments to expand public employment. It also has a 
significant effect upon crime rates, in view of the ob
served direct relationship between unemployment and 
crime. 

-, 
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TABLE IV-l 

The NMS Projection Model: Projections of Key Economic, Fiscal, and 
Demographic Variables, 1974-85 

Average Annual 
AClual Projecled GroWlh Rates 

Percent 
Change 

1974· 1980 1985 1974-85 1974-80 1980-85 

Economic and Social Variables a: 

GNP ($ billion) ----------------------------- 953 1,082 1,336 40 2.1 4.:t 
Total state and local expenditures ($ billion) _____ L 167 204 258 54 3.3 4.8 
Federal grants for criminal justice activities 

($ billion) -------------------------------- .94 I.l 1.2 28 2.0 2.5 
Per capita income ($) _________________________ 4,584 5,145 5,643 23 1.9 1.9 
Unemployment rate (percent of civilian labor force) 5.6 7.0 S.O -11 3.8 -6.3 

Demographic Variables 
Total population b: (millions) ------------------ 211.9 223.0 234.3 11 0.9 1.0 
Youth, ages 15-24, as a percent of total populations b 18.7 18.6 16.4 -12 -0.1 -3.7 
Urbanization-SMSA popuiation as a percent of total 72.8 71.9 71.2 -2.2 -.21 -.21 

• Source: H. Townsend, T. Sivia. and M. Kend.II.lnves.nellt ill the Eight/es, NPA, Nalional Economic Projeclions Series, 1976. All dollar values are in conslanl 1967 dollam. 
b Source: Burenu of Ihe Census, Currenl Populalion Reports, Serirs P-25. No. 601, "Projeclions of Ihe Populalion of Ihe United Slales; 1975102050." 

The economic scenario followed in the NMS man
power projections is based on the National Economic 
Projections Series of the NatiQnal Planning Association. 
These projections provide short-term forecasts of proba
ble economic trends to 1980 and are designed to portray 
an attainable growth path for the economy beyond 1980, 
resulting in relatively full employment by 1985. The 
short-term economic outlook provides for a relatively 
low average GNP growth rate of 2.7 percent annually (in 
constant dollars) during the period 1974-80, reflecting 
only partial recovery from the 1973-75 economic reces
sion. This would be followed by a substantially higher 
GNP growth rate of 4.2 percent annually during the 
period 1980-85, concurrent with a projected reduction in 
the unemployment rate from 8.5 percent in 1974 to about 
7 percent in 1980 and 5 percent in 1985. In turn, the 
projected level of growth of expenditures by state and 
local governments is expected to increase from a rate of 
about 2.0 percent annually (in constant dollars) in 
1974-80, to 2.5 percent between 1980 and 1985. 

3. Criminal justice workloads and employment pro
jections. The major outputs of the NMS projections 
model, shown in Table IV -2, include national projec
tions of key workload indicators (crimes, arrests, im
prisonments), of oriminal justice expznditures, and of 
employment by sector, These trends are summarized 
below: 

• The crime rate, as measured by the FBI index for 
Part I offenses, is expected to continue to grow 
between 1974 and 1980, but to decline significantly 

between 1980 and 1985. The projected increase, 
from 4.8 offenses per thousand popUlation in 1974 
to 5.4 in 1980, is dlt ~ ill part to the continued high 
unemployment levels projected for this period. Its 
anticipated growth rate, averaging 1.8 percent annu
ally, is much lower than for recent periods as a result 
of the stabilization of the proportion of youth in the 
population and the gradual decline in the proportion 
of population residing in metropolitan areas. The 
projected reduction after 1980 to 4.6 per thousand 
population in 1985-at a rate of 3.9 percent 
annually-reflects mainly the combined effects of 
the reduction in the proportion of youth, the as
sllrued reduction in unemployment, and a con
tinuance of the reduction in the proportion of the 
population living in metropolitan areas. It is also 
influenced by the projected increases in criminal 
justice expenditures and employment discussed be
low . 

• The number ofarrestsforPart I ofJ'enses is projected 
to increase from 2.16 million in 1974 to 2.6 million 
in 1980, as the combined result of increases in Part I 
crimes and of a projected increase in the arrest rate 
per reported offense associated mainly with in
creased expenditures and employment in law~I1-
forcement activities. A reduction in aqests to 2.42 
million in 1985 is projected, reflecting the net effect 
of the projected reduction in crime volume and of 
increased arrest rates . 

• Prisoners in state institutions for adults are pro
jected to inorease from 190,000 in 1974 to 243,000 
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TABLE IV-2 

The NMS Projection Model: Projections of Selected Criminal Justice Workload Indicators, Expenditures and 
Employment by Sector: 1974-85 

Actual 
Projected Percentage Average Annunl Growth 

Change 
1974 

1980 1985 1974-85 74-80 80-85 

Part I-Crimes -------------------------------- 10,192 11,989 10,174 -.2 2.7 3.2 
(Rate per thousand population) ----------------- 4,821 5,377 4,400 -9.0 1.8 -3.9 

Part I-Arrests (in thousands) -------------------- 2,164 2,604 2,421 12 3.1 -1.4 

Arrests per Part I Crime ---------------------- .21 .22 .24 14 0.7 1.8 
Prisoners ill state inGtitutions _____________________ 190 243 252 33 4.2 0.7 

Prisoners per arrest ________________________ . ___ 0.9 0.9 .10 11 2.1 

Criminal justice expenditures 
($ billion constant 1972 dollars) ---------------- 10.9 14.0 16.6 52.0 4.3 3.5 

Criminal justice employment (full-time equivalent) ___ 916 1,174 1,307 43 4.2 2.2 
Police protection ___________________________ 539 657 718 33 3.3 1.8 
Judicial ---------------------------------- 118 155 182 52 4.6 2.7 
Prosecution and legal services ________________ 45 66 80 71 6.5 4.0 
Indigent defense a __________________________ 11 17 21 91 7.5 4.3 
Corrections ------------------------------- 203 279 325 62 5.4 3.1 

" Includes estimdle of publicly-funded contruct employment. as well as employees in public defendcr offices. 
Source: NMS Projection Model 

in 1980, as a result of the projected increase in 
volume of arrests (to 1980) and of a projected 
stabilization in the ratio of prisoners per arrest dur
ing this period--in contrast to the sharp decline in 
this ratio during the 1960's. The continued small net 
increase to 252,000 in 1985, despite a reduction in 
arrest volume, implies a policy of increased reliance 
upon imprisonment, particularly for serious repeat 
offenders, and allows for the effect of a projected 
continued growth in criminal justice expenditures 
during this period, particularly for corrections and 
prosecutor personnel. 1 

• Criminal justice expenditures by state and local 
governments are projected to grow by 52 percent 
between 1974 and 1985, in constant dollars. The 
growth rates are influenced by the projected trends 
in total state and local expenditures and in crime 
rates. Between 1974 and 1980, the annual rate of 
increase in criminal justice expenditures is projected 
at 4.3 percent, as compared with 3.3 percent for 
total state and local expenditures. However, the 
projected growth of criminal justice expenditures is 
expected to decline to an annual rate of 3.5 percent 
in 1980-85, as contrasted to a more rapid growth in 
total state and local expenditures of 4. 8 percent, due 
to the projected decline in crime rates in the latter 
period. 
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• Employment in state and local criminal justice ac
tivities, in tum, is projected to increase from 
916,000 in 1974 in full-time equivalents, to 
1,307,000 in 1985, or by 43 percent-with much 

more rapid growth between 1974 and 1980 than 
between 1980 and 1985. Employment growth rates 
are lower than projected expenditure trends in each 
period since the projections allow for the effects of 
wage increases in each sector. Employmf!nt growth 
in police protection agencies is projected t':l be at a 
substantially lower rate than other sectors, f!':fiecting 
recent experience. The number of full-time equiva
lent police protection employees will increase by 33 
percent, from 539,000 in 1974 to 718,000 in 1985, 
under this projection. In contrast, the projections 
indicate increases of 62 percent in correctional em
ployment, of 52 percent in judicial employees, 71 
percent in employment in prosecution and legal 
services agencies, and of 91 percent in indigent 
defense activities over the same period. 

Estimates have also been made of projected employ
ment growth in a number of key criminal justice occupa
tions or functional groups (Table IV-3). In addition to 
allowing for projected overall growth trends in each 
major agency category, these estimates were based on 
available evidence on recent shifts in the occupational 
distribution of personnel within these agencies and on 
forecasts of future (short-term) employment growth by 
occupation, by executives responding to the NMS sur
vey. The wide variation in prospective growth rates is 
illustrated by the contrast between the projected growth 
of more than 90 percent, for prosecutors and other staff 
attorneys in prosecution and legal service agencies, and 
the anticipated net employment gain of only 7' percent, 
for child care workers in state and local juvenile institu-
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TABLE IV-3 

Projected Employment Growth in Selected State and Local Criminal Justice Occupations, 1974-85 

Full·Time Equivaler.t Employees 

Occupation Group Increase, Percent 
1974 1985 1974-85 Increase· 

Prosecutors and other staff attorneys (prosecution and legal services agencies) 
Court employees, excluding judges and probation officers (appellate c:;,,;ts and 

19,000 37,000 + 18,000 +92% 

trial courts of general jurisdiction) _____________________________________ _ 42,000 78,000 + 36,000 +87 
Defenders and assistant defenders (public indigent rlefense agencies) ___________ _ 3,200 5,500 + 2,300 +72 
Probation and parole officers (including supervisors) ________________________ _ 29,000 47,000 + 18,000 +65 
Custodial officers (state adult institutions) __ .. ______________________________ _ 42,000 64,000 21,000 +53 
Non-swom employees (police protection agencies) __________________________ _ 117,000 179,000 + 62,000 +53 
Treatment and education specialists (adult and juvenile institutions 

excluding jails) ------------------------------------------------------ 20,000 29,000 + 9,000 +47 
Judges (appellate courts and trial courts of general jurisdiction) _______________ _ 5,200 8,400 + 2,200 +35 
Sworn officers (police protection agencies) ________________________________ _ 423,000 539,000 +116,000 +28 
Child care workers Guvenile institutions) __________________________________ _ 17,800 19,100 + 1,300 + 7 

a Percent increases based on unrounded estimates. 

tions. The most rapid gains-of 65 percent or more--are 
projected, generally, for personnel in judicial process 
occupations (other than judges) and for probation and 
parole officers. More moderate growth, averaging about 
50 percent over this period, is projected for key correc
tional occupations (other than child care workers) as well 
as for non-sworn personnel in police agencies. Con
siderably lower rates of employment growth are pro
jected for judges and sworn officers of police protection 
agencies, as well as for child care workers. Nevertheless, 
sworn police officers and deputy sheriffs-the largest 
single major occupation group-will continue to account 
for the largest number of new positions in the coming 
ten-year period. 

Some of the factors contributing to these differential 
growth trends are reviewed in the following section. 

4. Employment trends by sector 
a. Police protection agencies. Although police pro

tection accounts for a major share of total criminal justice 
expenditures and employment, the recent rate of growth 
in police employment has been less rapid than for judi
cial process agencies or for the correctional sector. Be
tween 1971 and 1974, the police agency share of total 
state and local criminal justice employment declined 
from 60.2 percent to 58.8 percent. A continuation of this 
trend is projected, reducing this share to about 55 percent 
in 1985. 

Among police protection agencies, re.cent employment 
growth has been more rapid for state and county agencies 
than for city police departments as a group. Between 
1971 and 1974, for example, the share of total police 
employment in state and county agencies increased from 
29 to 32 percent. This trend is due to a number of factors, 
including the more rapid increase in crime rates in small-

er communities, many of which are served by county and 
state agencies. Thus, between 1971 and 1974 the crime 
rate rose more than 30 percent in counties with popula
tions of 10,000 or more outside of SMSA' s, as con
trasted with increases of 4.3 percent in cities of 250,000 
or more population, and 10.6 percent in cities with 
100,000 to 250,000 inhabitants. A continuation of this 
trend to 1985 would increase the share of state and 
(,:ounty agencies to 37 percent of total police protection 
employment. 

Among city police agencil~s, employment growth dur
ing the past decade has bc~en more rapid among 
medium-sized agencies than for either the very large or 
the very small agencies. This differential growth pattern 
is probably due to several factors: the sharp increase in 
crime rates in smaller communities, the declining propor
tion of the population located in our large central cities, 
and the increasingly severe fiscal problems of many of 
these cities. A continuation of this pattern is assumed in . 
our projections. The medium-size agencies-those with 
150 to 399 employees in 1974-are projected to increase 
their employment at an annual rate of 4 percent between 
1974 and 1985, as compared with less than 1 percent for 
agencies with more than 1,000 employees, and less than 
2 percent for those with fewer than 75 employees. 

The percentage of civilian or nonswom employees of 
police agencies hIlS been gradually increasing during the 
past two decades. FBI statistics indicate an increase in 
.the proportion of civilians among employees of city 
police departments from 10.0 percent in 1960 to 15.3 
percent in 1974. Data for county and state agencies, 
available for the period 1970-74, indicate a similar 
trend. This trend is attributable, in part, to the growth in 
the "Sllpport-type" functions and activities of police 
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agetlcies, associated with introduction of more sophisti
cated technology for police communications, crime de
tection and data processing, and with related expansion 
of administrative staffs. The outlook-as discussed later 
in this chapter-is for a continuing gradual trend towards 
increased "civil ianization. " 

As a result, sworn officer employment is projected to 
grow at a rate of only 2.2 percent annually, as compared 
with an estimated rate of 4.0 percent for nonsworn em
ployees. Total employment of nonswom or civilian em
ployees is projected to increase by 33 percent from 
117,000 in 1974 to 179,000 in 1985. 

Supporting positions- ·-including both direct and indi
rect support-will also account for an increasing share of 
total police employment. Employment in these functions 
and activities is expected to grow by about 52 percent 
between 1974 and 1985, as contrasted to a projected 
increase of 27 percent for personnel in line patrol and 
investigation activities. Occupations such as dispatchers, 
data processors, and investigative technicians will ex
perie:nce relatively rapid growth, and an increasing pro
portion of these positions is expected to be filled by 
civilian personnel. 

b. Judicial process agencies 
(1) Courts. Employment in all state and local 

courts is projected to increase by 54 percent, from 
118,000 full-time equivalent employees in 1974 to 
183,000, in 1%5. The most rapid employment growth is 
expected for appellate level and general jurisdiction 
courts, with much lower rates of employment increase 
anticipated for courts of limited or special jurisdiction. 

The relatively slow employment growth anticipated 
for limited jurisdiction courts is associated with two 
trends, discussed in more detail later in this chapter. The 
first is the relatively slow recent growth in caseloads 
associated with Part II offenses, and in juvenile del:n
q'uency cases, which-in combination-have accounted 
for a major portion of lower court workloads. In part, 
these result from revisions in arrest policies and prac
tices, reflecting de jure or de facto decriminalization of 
certain categories of offenses, such as public drunken
ness, in many jurisdictions. In part, they reflect increased 
rel.iance upon pre-trial diversion programs, particularly 
for juveniles and other first offenders. 

The second trend has been the continued movement 
towards consolidation or unification of lower-level 
courts. During the 1971-73 period, four states abolished 
their lower courts by integration of their functions into 
the general jurisdiction courts; two states moved toward 
creation of a single tie'f of lower courts and four states 
reduced the number of low(~r courts. One of the objec
tives of these reorganizt'tions has been to achieve in
creased efficiencies in utilization of court manpower. 
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A vail able evidence, reviewed later in this chapter, 
suggests that this has in fact resulted. Thus, the employ
ment projection for these courts assumes a continuation 
of this trend. 

The overall growth in courts employment is likely to 
be accompanied by a significant increase in the ratio of 
support personnel to judges, if recent trends persist. 
Between 1971 and 1974, the number of judges in general 
jurisdigtion courts grew at about half the rate of total 
employment in these courts. Similarly, the number of 
judges in appellate courts grew at about one-fourth the 
rate of total employment. A number of factors probably 
contributed to the slower growth of judges than of sup
POlt personnel. Judicial positions usually are established 
by state legislatures and require passage of new legisla
tion which is frequently a slow process. Consequently, 
with the growth in workloads and pressure for speedy 
trials, adjustments were more easily made by increasing 
the number of parajudicial or of administrative and other 
support personnel, to facilitate improved calendar man
agement and to accomplish better utilization of available 
judicial manpower. The much more rapid increase for 
court employees other than judges, assumes a continua
tion of this trend. 

(2) Prosecution and legal services. Total full-time 
equivalent employment in state and local prosecution and 
legal service agencies is expected to increase from 
45,400 in 1974 to 78,800 in 1985. The projected growth 
rate between 1974-85, of 5.1 percent &hnually, is ex
pected to be about half as great as that experienced 
between 1971-74, mainly because of the antiCipated 
slow down in the growth of the crime rate. State-level 
prosecution and legal se.rvice agencies are projected to 
grow at a more rapid rate than county or city agencies. 
By 1985, state government agencies are expected to 
account for about 31 percent of all personnel in this 
function, as c.ompared to 26 percent in 1974. 

The more rapid growth of stai.e-Ievel agencies appears 
to be due to a combination of factors. Although local 
government agencies still bear the primary responsibility 
for criminal proseclltion in all but a few states, there has 
been a trend towards strengthening of the role of the 
state's attorney general, in coordination or supervision of 
certain local prosecution activities and in provision of 
technical assistance or training. A major portion of the 
recent increase appears due, however, to rapid expansion 
of employment in state legal service offices concerned 
with civil functions, including such activities as con
sumer protection, environmental protection and anti-trust 
units. A continuation of these trends is assumed in the 
projections to 1985. 

A more rapid employment growth is projected for 
prosecutors and staff at~orneys in these offices than for 
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supporting personnel, based on analyses of 1971-74 
trends and on responses by prosecutors to the NMS 
survey. 

(3) Indigent defense. Between 1971 and 1974, em
ployment of defenders in public agencies increased by 68 
percent, while estimated contract or government-funded 
employment increased by 127 percent, with most of this 
growth at the state level. Thus, it appears that, while 
employment in publicly administered defender offices 
was increasing at a rapid rate, there was greater growth 
in the use of assigned counsel and other contractual 
arrangements. 

Total indigent defense employment is projected to 
almost double by 1985. This is a substantially slower rate 
than was evidenced during the period 1971 through 
1974, a period in which many defender agencies were 
established, partly as a result of the Argesinger decision. 
We can expect a slower growth rate in the future as the 
rate of increase in criminal justice expenditures decreases 
and as the number of defender agencies stabilizes. 

Although we are projecting slower future employment 
growth for the indigent defense function than in 1971-
74, it is expected that the recent patterns of growth
including increased use of contract organizations and 
more rapid growth at the state level-will hold in the 
future. It is expected that in 1985, there will be 10,000 
fulI-time equivalent I~mployees on public payrolls and an 
additional 11,000 full-time equivalent individuals who 
will provide defense services on a contractual basis with 
government funding. 

c. Corrections. Employment projections for the 

four major categories of correctional agencies in state 
and local governments are shown in Table IV -4. These 
estimates, based primarily on experience during the 
1971-74 period, indicate a wide divergence in employ
ment growth rates, ranging from a projected increase of 
150 percent for state probation and 'parole agencies be
tween 1974 and 1985 to a reduction of 17 percent, for 
state juvenile institutions, such as reformatories. 

One of the critical variables in these estimates is the 
future size of the inmate population of state adult cor.rec
tional institutions, which employ about one-third of all 
personnel in the corrections sector. These projections 
assume that the increase in state prison population which 
began in 1973 will continue in the coming 10 year 
period, but at a slower rate than in the period 1972-75. 
In the latter period, the number of state prison inmates 
sentenced to at least one year and a day had increased 
from 174,000 to 217,000 according to preliminary esti
mates. The increase had been widespread, affecting most 
states and regions. Part of the increase was due to the 
relatively rapid growth in the population aged 25-34 
.years, which normally accounts for a large proportion of 
all prison inmates. A major portion of this recent growth 
appears to be due; however, to a general hardening of 
public attitudes towards serious offenders, which-in 
tum-has influenced the actions of legislators, pros
ecutors, courts and correctional agencies. 

The projections of prison population for the period 
1974-80 assume a growth of the prisoner population to 
243,000 in 1980, corresponding to an average increase 
of 4.2 percent per year. The reduction in crime rates is 

TABLE IV-4 

Current and Projected Correctiolls Employment by Level of Government and FUllction 

Number of Full·Time 
Equivalent Employee. Percont Distribution Percent 

Occupation (000) Chnng~ 

1914-85 
1974 a 1980 1985 1974 1980 1985 

Total 
------------------------------------------~------

203 278 324 100 100 100 60 
Adult institutions ------------------------------------- 106 145 167 52 52 52 58 
Juvenile institutions ""'---'---,---------------------------- 43 47 48 21 17 15 12 
Probation/Parole ----------------------------------.--- 46 75 96 23 27 30 109 
Administrative and other 

---------------------------~---
8 11 12 4 4 4 50 

State a 
-------~----------------------------------------

113 149 173 S6 S4 53 53 
Adult instilUtions -----------------------------------.--- 66 90 \04 33 32 32 58 

Juvenile institutions .------------------------------.--- 29 26 24 14 9 7 -17 
Probation/Parole ---.---------------------------------- 18 33 4S 9 12 14 150 

Local b ______ w _________________ • ______________________ 81 118 138 40 42 43 70 
• Adult institutions --------.------------------------.--- 40 55 63 20 20 19 51! 

Juvenile institutions 
--------------------------~--------

14 21 24 7 8 7 71 
Probation/Parole ---.---------------------------------- 27 42 51 13 15 16 89 

• Source: The 1974 di.tribution of correction employment is from LEiAA/Census, EXp'nditure and Employmefll Dalaj"r lhe Criminal Justice SYStem, 1~74, Tubles 9, 45, 46, and 47. Thos. 
estimute$ exclude employmenl in "miscellnneous·· correctional agencies, 1980-85: NPA Frojeclio", (see lext nnd Volume VI). 

b i!!limnle. oflolallo •• 1 employment by funetion were bused on distribution,QC-.m\,loyment in384 cities and 312 counties which represented 80 perce"t of total local correctlonsemploymcnt. 
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expected to slow down the growth of prisoner population 
during the period 1980-85, resulting in an estimated total 
of 252,000 in the latter yeal', The latter estimate is higher 
than an altemative projection of233,000, which assumes 
that the prison population in 1985 will maintain the same 
proportion of the population in each age group as it did in 
1974. It is much less than the total of 435,000, in 1985, 
which would result if the rate of inc)rease for the 1972-75 
period were maintained over the next 10 years. The 
latter projection is considered improbable because in
mate populations in a large proportion of prisons are 
already at or above designed capacity, and further large 
increases would require major increases in public 
expenditures for both new prison construction and opera
tion. 

Based on our assumption of a more moderate long
term growth rate in prison population, full-time equiva
lent employmelut in state adult institutions has been 
projected to increase by 58 percent, from 66,000 in 1974 
to 104,000 in 1985. The latter estimate allows for some 
c'ontinued reduction in staff-inmate ratios, with a further 
differential increase in the proportion of treatment and 
education specialists. A more rapid growth in inmate 
populations than projected would not necessarily be ac
companied by a corresponding increase in prison staffing, 
since the more overcrowded prisons have tended to have 
significantly lower ratios of staff to inmates, than have 
those~here inmate populations are below designed ca
pacity. 

Overall employment in state and local juvenile correc
tions institutions is projected to incl.1ease by only 12 
percent, reflecting an assumed continuation of the trend 
towards deinstitutionalization of certain categories of 
juvenile offenders, as well as the projected decline in the 
teen-aged population. The projection also assumes a con
tinued movement of the youthful inmate population from 
state-operated reformatories or similar facilities to 
community-based residential and non-residential pro
grams. As a result, employment in local public juvenile 
facilities is expected to increase by 71 percent, as com
pared to the projected reduction of 17 percent, in state 
institutions. These projections do not reflect the probable 
continued growth of employment in those local juvenile 
residential programs, such as halfway hou'les, which are 
publicly funded but operated by private agencies on a 
contract basis. 

Employment in local adult institutions-mainly jails 
operated by sheriffs' departments-is assum~d to in
crease from 40,000 to 63,000 over this period, or at 
about the S3."'lle rate as state prisons. Since a number of 
states have resorted to the practice of retaining, or assign
ing, state prisoners to local jails, due to severe prison 
overcrowding, continuation of the recent rapid ,growth 
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trend in imprisonment would probably also require a 
more substantial increase in local jail staffs, than pro
jected. 

Total probation and parole employment is projected to 
more than double, from 46,000 in 1974 to 96,000 in 
1985, based on an assumed continuation of the rapid 
growth trend of the preceding decade. Growth is ex
pected to be more rapid in state-level agencies than in 
local agencies. Employment of probation and parole 
officers including supervisors, is expected to increase 
less rapidly than tota:1 employment in these agencies, 
because of increased utilization of aides and other sup
porting personnel in these functions, as reflected in NMS 
survey results. The tnmd towards fixed, or determinate 
sentencing, discussed later in this chapter, would-if 
maintained-have the effect of slowing down this proj
ected growth, by reducing the requirement for parole 
officers. 

B. Manpower Implications 
of Key Criminal Justice Trends 

Although the above projections have been presented in 
a relatively precise form, they are subject to considerable 
margins of uncertainty. These stem, in part, from the 
limitations of available data on current and past employ
ment in the various categories of criminal justice agen
cies and occupations. In part, they stem from our very 
imperfect knowledge of the complex of forces infl uenc
ing crime rates, and from our limited capabilities to 
project longer-range economic trends, which influence 
both crime rates and the levels of expenditures of crimi
nal justice agencies. 

More important, however, is the fact that the criminal 
justice system-and particularly the correctional 
sector-has been highly controversial, in terms of its 
basic objectives, stra~~gies and organizational structures. 
The explosive growth in serious crime during the past 
two decades has resulted in a wide range of national and 
)()I'al initiatives designed to modify past policies or prac
tices of criminal justice agencies. These have ranged 
from broad-gauged recommendations 10 limit the scope 
of the criminal justice process itself, through such 
measures as "decriminal.i7..ation" of certain offense 
categories or by diversion of some offenders to treatment 
outside of the conventional correction:al framework, to 
other measures which would have the opposite effect, by 
imposing mandatory prison sentences Oil certain offender 
categories. They have also included mamy recommenda
tions to increase the effectiveness o:f these: agencies 
through a variety of organizational reforms. 

Based on advice from a panel of leaders in the criminal 
justice profession, a number of these trends or innova-



tiens were selected for closer examination through the 
NMS survey questionnaires, through field visit inter
views and literature review. These included: 

• Decriminalization 
• Pre-trial diversion programs 
• Sentencing policy changes 
• Increase use of civilians in police agencies 
• Team policing 
• Consolidation of small police departments 
• Court reorganization 
• Community-based corrections programs. 
The following sections summarize findings on the 

manpower implications or these trends. 
1. Decriminalization. A large number of behaviors 

subject to criminal prosecution under existing laws deal 
with such offenses as public drunkenness, possession of 
narcotics, gambling, prostitution, and sexual deviance. 
Offenses of this type impo$:e a very substantial workload 
upon the police, the lower courts, prosecutor offices, and 
the jails. They all fall under the category of' 'victimless" 
crime:s. Although these activities contravene existing 
moraJ codes and standards of behavior, in most instances 
the 5,ole victim is the offender himself. As recently as 
19691, arrests for offenses of this type constituted about 
one-half of an arrests of police agencies. 

Advocates of law reform have therefore proposed that 
certain of these offenses be "decriminalized" and han
dled, where appropriate, by agencies outside of the 
criminal justice system. Such recommendations have 
frequently been made with respect to drunkenness, gam
bling, possession of small amounts of marijuana, and 
certain types of sexual deviancy. 2 

Of these offenses, formal "decriminalization" actions 
through appropriate changes in legal codes have been 
mainly confined to public intoxication. Following a long 
line of Supreme COllrt decisions, offenses related to 
excess use of alcohol with no harm to others have been 
altered or eliminated in a number of jurisdictions. In 
addition-on a more extensive basis-arrest policies have 
beell modified by police and prosecutors to reduce arrests 
for certain types of offenses in order to concentrate their 
resources on more serious crime or, in some cases, 
because crowded jails and court calendars have dictated 
such action. 

For this reason, the NMS· queried police chiefs and 
prosecutors concerning the extent to which arrest policies 
had been changed in their jurisdictions for specified of
fenses in the previous 5 years (either through legLla
tive, judicial, or administrative actions), and about ilie 
effect of these changes upon the number of arrests. The 
results indicated that, where changes had occurred, the ef
fect of the changes was predominantly to reduce arrests, 
particularly for such offenses as public intoxication, 

marijuana possession, pornography, and homosexual 
behaviour (see Table IV-5). 

These responses by executives can be compared with 
actual trends in arrest rates for certain offenses since 
1970 as reported to the FBI. These data indicate a net 
reduction in the number of arrests for 10 "victimless" 
crimes from 3,963,000 in 1970 to 3,664,000 in 1974. A 
more detailed analysis indicates sharp reductions in both 
gambling and drunkenness arrests but increases in pros
titution and marijuana arrests over this period. Arrests 
for all such crimes, exclusive of narcotics offenses, de
clined from 43.7 percent of total arrests in 1970 to 33.1 
percent in 1974. 

Despite these trends, when police chiefs and pros
ecutors who reported reduced arrests for these causes 
were queried as to the effect of this reduction upon their 
agencies' manpower requirements, about 90 percent of 
the police chiefs and more than 80 percent of the pros
ecutors reported that these changes had not affected their 
agencies' manpower requirements. The proportions of 
executives reporting reduced manpower requirements as 
a result of decreased arrests for these causes ranged from 
5 percent to 8 percent for police chiefs (depending upon 
the arrest category), and from 12 percent to 16 percent, 
for prosecutors. 

TABLE IV-5 

Changes in Arrest Policies for Specified Offenses 
and Effects on Number of Arrests, 1970-74, 

as Reported by Police F,xecutlves 

Offeose Total 

Public intoxi-
cation ___ 100.0 

Possession 
of small 
amounts of 
marijuana _ 100.0 

Prostitution _ 100.0 
Homosexual 

acts be-
tween 
consenting 
adults ___ 100.0 

Selling porno-
graphic ma-
terial ____ 100.0 

Gumbling .. _ 100.0 

(Percent distribution) 

Arresl Policies t:hanged 

Arrests Arrests Arrests Not 
Decreased locreused Changed 

48.1 7.6 8.3 

34.9 18.4 12.9 
12.6 6.5 20.9 

24.1 1.2 22.0 

29.3 8.6 18.5 
16.3 8,4 19.9 

Arrest 
Policies 

Unchanged 

36.0 

33.8 
60.1 

52.6 

43.6 
55.4 

Source: NMS Executive Survey. Police Deportment. In jurisdictions with l?;ilOO ot mote 
population. (N"'I,150) 

These results may appear surprising. Enforcement of 
laws concerning "victimless.' , crimes clearly entails 
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some measurable cost in terms of police ~ffort in ap
prehension and booking of the violat9r, filing of reports, 
and time spent in c:)urts. Thus sample analyses of police 
and detective m~m-hours by activity in two jurisdictions 
resulted in estimates of between 1 and 2 hours of 
time per drunkenness arre~t, and 15-25 hours, per 
gambling arrest. 3 

One explanation for this response is that the time spent 
on the most frequent of these offenses. that of public 
drunk::nness, is in fact quite small per arrest since the 
pr!i.ce objective is to simply get the offender "off the 
street" rather than to prosecute. Moreover, as a practical 
matter, police officers are frequently called upon to take 
some action to assist intoxicated individuals, even 
though they are n')t formally arrested. 

More generally, the responses of both police execu
tives and prosecutors may have been conditioned by the 
fact that, in the face of continued increases in the rate of 
serious crimes, overall agency workloads had increased 
over the previous 5 years; hence, any persona! s:.wings 
resulting from reduced arrests or prosecutions of thc,0e 
cases had not resulted in any net reduction in personnCl 
needs. 

It should be noted, too, that in many jurisdictions, 
county andl state prosecution .offices playa limited role in 
prosecution of many of these offenses, which are often 
summarily disposed of by local police and magistrates or 
by juvenile courts, without any direct invoivement of 
either prosecution or defense attorneys. 

A continuation of the trend towards reduced arrests for 
certain categories of victimless crime,s, would thus on 
balance, appear to have a limited overal( impact upon the 
demand for criminal justice personnel resources by 
police executives and prosecutors, but-at a 
minimum-offers the potential for more effective utiliza
tion of their resources for more essential activities. 

It is probable, moreover, that one of the major ben
eficiaries of the reductions in arrests of this type have 
been the lower courts, in which these cases are mainly 
handll~d. Employment in municipal courts increased by 
only 10 percent between 1971 and 1974, as contrasted to 
increases of 19 percent and 24 percent in state and county 
courts, respectively-possibly due, in part, to the slow
down in caseload growth for these causes. 

2. Pre-trial diversion. Diversion, as it has been de
fined by the National Advisory Commission on Criminal 
Justice Standards and Goals, is the halting or suspending 
of formal criminal or juvenile justice proceedings against 
an individual who has violated a criminal law , in favor of 
prlJcessing through a noncriminal disposition. Forms of 
diversion are practiced, often quite informally, by all 
components of the criminal justice system. As examples, 
police may exercise discretion in deterMining whether 
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formal charges should or should not be brought against 
an individual. Intake workers in juvenile court may di
vert children who in their jUdgment could be better 
served by social and rehabilitative measures rather than 
formal and usually punitive court processing. Pros
ecutors may screen out cases which they judge to be 
minor or nonharmful behavior. Even following adjudica
tion, judges and corrections officials have options for the 
use of treatment rather than punitive alternatives. The 
National Advisory Commission endorsed diversion, in 
"appropriate cases," both as a means of compensation 
for the tendency of criminal codes to result in "overcrim
inalization" in certain offense categories and because 
diversion broadens access to community resources for 
rehabilitation of offenders. 4 

The major forms of diversion being practiced today 
are pre-trial diversion, alcohol and drug diversion, 
juvenile diversion, mental health treatment altematives, 
and first offender programs. In general these programs 
provide that the accused enter into supervised activities 
such as job training, regular employment or rehabil
itative services in the hope that this will encourage 
constructive, noncriminal behaviour. The offender is 
subjected to specified controls, but is not prosecuted in 
the courts or incarcerated. 

The extent of formal pre-trial diversion programs and 
their manpower effects were probed in the NMS surveys 
of probation and parole chiefs, prosecutors, and defend
ers . 

• About 34 percent of chief probation-parole officers 
reported the availability of adult pre-trial diversion 
programs other than deferred prosecution in their 
jurisdictions. There appears to be a definite expecta
tion of greater participation and utilization by proba
tion agencies of pre-trial diversion programs. About 
30 percent of the agency executives expect an in
crease in the assignment 0"' probation/parole officers 
to diversion programs in the next 2 years while 
only about 2 percent expect a decrease. 

• About 40 percent of the prosecutors reported that 
pre-trial diversion programs operated in their ju
risdiction and 13 percent or more said that such 
programs were administered by their offices. The 
presence of formal pre-trial diversion programs 
in a jurisdiction tends to increase with the size of 
the agency. Thus, three-fourths of prosecution agen
cies with 25 or more employees operated such pro
grams while about half of the remaining agencies 
reported plans for initiating programs in the near fu
ture. 

When queried about the effects of pre-trial diversion 
programs upon agency workloads, a large majority of 
both prosecutors and defenders who reported that such 
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programs were in effect, indicated that these programs 
had not affected their workloads. However, where 
changes in workload.; were attributed to these programs, 
a very large proportion of all defenders, and about two
thirds of all prosecutors in agencies with 10 or more 
employees, reported that the effect was a reduction in 
workloads. 

Although diversion may occur at any stage of a crimi
nal proceeding, the greatest effects in reducing work
loads should be on correctional facilities. In the absence 
of a comprehensive analysis of offender fiow1Y-and of 
the effect of existing diversion programs upon these 
flows-no quantitative assessment of the effects of these 
programs on the latter agencies is available. It is likely 
however, that increased reliclnce upon both formal clnd 
informal diversion practices contributed significantly to 
the decline in juvenile institutional populations, and-to 
a lesser extent-to the declining trend in adult inmates 
prior to 1972. 

3. Sentencing policy trends. While revised arrest 
policies and pre-trial diversion programs have some ef
fect in reducing flows of certain categories of offenders 
through the system, recent trends in sentencing legisla
tion may have the opposite effect. This includes the trend 
towards detenninate or "fixed" sentences, and towards 
mandatory minimum sentences for certain categories of 
offenders. 

a. Determinate sentences. Under typical existing 
sentencing practices, the prosecutors and courts exercise 
wide discretion in determining whether convicted offend
ers will be incarcerated and in setting the length of their 
sentence. Parole boards, similarly, exercise wide discre
tion in determining the length of imprisonment. This 
discretion is exercised through the widespread practice of 
plea bargaining and through the equally widespread prac
tice of "indeterminate sentencing," which-in effect
relegates to parole boards much of the decision-making 
authority on actual length of incarceration. A completely 
indeterminate sentence does not have any fixed date by 
which the offender must be released. For example, until 
recently the Califomia indeterminate sentencing laws 
permitted 'felons to be incarcerated from one year to life, 
release being entirely a matter of parole board decision. 
A more typical indeterminate sentence. (also called an 
indefinite sentence) provides for a broad range, e.g., 1 
to 5 years, within which the parole board has discre
tion to release an inmate. Under this practice, the sen
tenced individual may be released at any time after the 
first year of inc~rceration, but must be released after 5 
years. 

The indeterminate sentence has come under attack on 
the ground of inequity and because it does not serve as an 
effective deterrent to crime. In proposing substitution of 

a fixed sentenci.ng policy, the Twentieth Century Fund 
Task Force on Criminal Sentencing recommended that 
"for each subcategory of crime ... the legislature, or a 
body it designates, adopt a presumptive sentence that 
should generally be imposed on typical first offenders 
who have committed the crime in the typical fashion. " 5 

At the time of preparation of this report only three 
states, Maine, Califomia ar.d Indiana had enacted fixed 
sentencing laws, effective at various dates between 
March 1976 and July 1977. About 10 additional states 
were actively considering such legislation. 6 

The long-term impact of these proposals upon prison 
populations and related staffing needs cannot be deter
mined from available information. This will clearly de
pend upon the relationship in each state between thp 
actual average length of imprisonment under previolIs 
practices as compared with those specified under fixed 
sentencing rules. Thus, the recently enacted Califomia 
law establishes a series of fixed sentences ranging from 
2 to 6 years for most crimes, in place of the previous 
open-ended indeterminate'sentences often ranging from 
1 year, or 5 years,. to life. Tn assessing the probable 
impact of this law upon future inmate population trends, 
an official of the Califomia Department of Corrections 
estimated that the short-term effect might be ~n initial' 
reduction 1n prison population, as prisoners serving 
longer sentences were released under the new law, but 
projected a subsequent steady rise in prison population. 
However, these estimates were .:considered "highly 
speculative," prior to accumulation of several years of 
experience under the new law. 7 

One predictable impact of adoption of these policies 
would be, however, to reduce parole workloads or-at 
the extreme-to even eliminate the need for the parole 
function. 

b. Mandatory minimum sentences. A closely re
lated sentencing reform, which has been actively sup
ported by the Federal Govemment, would require the 
imposition of mandatory minimum sentences for certaiIi 
categories of offenses or offenders. This was one of the 
major recommendations in President Ford's Crime Me!,
sage to the Congress in 1975. Noting that a large propor
tion of individuals convicted of felonies, induding repeat 
offenders, are not actually imprisoned, f.'~sident Ford' 
recommended that, in the case of federal o'ffenses, in
carceration be made mandatory for: "(1) offlmders wh.o 
commit violent offenses under Federal jurisdiction llsing 
a dangerous weapon; (2) persons committing such ex
traordinarily serious crimes as aircraft hijacking, kid
napping, ~md trafficking in hard drugs; anl~ (3) repeat 
offenderS who commit federal crimes-with or without a 
weapon-that cause or have a potentilll to c~;use personal 
injury." 8 The President also called upon ?the states to 
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establish similar mandatory sentencing policies. 
Among the apparent consequences of adoption of such 

policies would be: (1) an increase in the number of 
individuals assigned to prisons rather than probation; and 
(2) a corresponding reduction in probation workloads. 
Any precise estimate of impacts would, however, require 
specific analysis, for each affected offender category, of 
the difference in imprisonment rates before and after 
imposition of these policies, of the average length of 
imprisonment in each case, and of the possible interac
tion between mandatory sentencing requirements and the 
number of individuals convicted for such offenses, either 
through trial or plea bargaining procedures. 

The many uncertainties related to an assessment of 
these impacts are illustrated by experience under the 
mandatory prison requirement for certain offenders, 
enacted in New York State in 1973. This legislation 
imposed plea bargaining restrictions and mandatory 
prison sentences on offenders convicted of certain drug 
felonies and on all second felony offenders. A prelimi
nary report by the Drug Law Evaluation Project of the 
New York City Bar Association, based on 2 years of 
experience under this law, found that one effect of the 
law was to significantly raise the demand for trials in 
drug.ifelony and' 'second offender" cases with resulting 
increases in case backlogs. The result was a sharp reduc
tion in drug cases processed and in drug convictions in 
the 2 years following passage of the law. The likeli
hood of a prison sentence following arrest increased, for 
drug felonies, in only two of the seven jurisdictions 
studied (including New York City), but did not increase 
in any of the jurisdictions for other felonie's. Although 
the new drug laws may have facilitated enforcement by 
providing gre\lter incentives to offenders to provide in.
formation to the police, there was no evidence during 
this initial period of any significant reduction in either 
drug crimes or drug usage attributable t() the new law. 9 

The generally negative results of this policy, to date, 
may-of course-be attributable to the limited period of 
time that the New York law has been in operation. This 
experience does, however, confirm earlier observations 
that a "tougher" policy on imprisonment of offenders 
can only be implemented if additional resources are 
provided to both correctional institutions and to other 
agencies, e.g., courts and prosecutors, which have the 
responsibility of implementing these policies. If these 
policies do prove to have the desired deterrent effect 
there may be some offsetting savings resulting from 
reduced crime rates. However, the latter could only be 
expected to materialize over some longer-term period, if 
at all. 

4. Police agency organization trends. Among various 
recent proposals for improving the ,effectiveness of 
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police agencies, three issues were selected for examina
tion. These were increased use of civilians, team polic
ing and consolidation of small departments. 

a. Civilianization. Police departments and sheriffs' 
offices, traditionally. have been predominantly staffed at 
all levels by sworn officers. Civilian or nonsworn per
sonnel, where utilized, were typically assigned to routine 
clerical or administrative duties or to certain lower-level 
support functions. 

A number of recent studies, i,ncluding that of the 
National Advisory Commis~ion on Criminal Justice 
Standards and Goals, have recommended increased utili
zation of civilians for a number of reasons, including: 

• The lower costs associated with the use of civilian 
personnel, as illustrated by a recent Urban Institute 
study which indicated that salaries of civilians aver
age 23 percent lower in seiected cities than those of 
sworn officers in similar duties. 10 

• The growing need for specialized administrative, 
technical, and professional skills not normally pos
sessed by the sworn officer; and 

• The need to increase utilization of sworn officers in 
critical operational tasks requiring their specialized 
law enforcement training and experience. 

A vailable data, based on FBI reports, indicate a ' 
gradual trend toward increased utilization of civilians in 
police departments. Between 1960 and 1974, the overall 
percentages of civilians in city police departments rose 
from 10 percent to<more than 15 percent. Depurtments in 
larger cities with a broader range of administrative and 
technical functions tend to employ a larger peJ.1centage of 
civilians. 

The NMS queried both police chiefs and sheriffs on 
their plans for changing the proportion of civilians in 
their agencies during the next 2 years. About two
thirds expected civilians to constitute a growing propor
tion of their total personnel, whereas only a negligible 
proportion expected a reduction in the relative use of 
civilians. The NMS survey also indicated that large 
proportions of these chiefs expected to increase the civi
lian share of personnel in specific functions, such as 
dispatching, data processing, administrative services and 
crime laboratory. 

Based on this evidence, the NMS manpower projec
tions assume that the proportion of non-sworn personnel 
in all police departments will increase from about 21.7 
percent in 1974 (in full-time equivalents) to 24.9 percent 
in 1985, an increase consistent with past trends. An even 
larger overall increase would probably be desirable, from 
the standpoint of effective personnel utilization. How
ever, the projected slower rate of growth in total police 
employment-and probable opposition from unions to 
any shift which would significantly curtail police officer 



career opportunities---can be expected to serve as a con
straint on more rapid growth in police civilianization. 

b. Team policing. The conventional policing 
strategy involves central command of the patrol and 
investigative operations. Patrol officers and their super
visors operate out of precinct stations on a shift-by shift 
basis and are frequently rotated throughout the agency's 
total geographical jurisdiction. Patrol personnel usually 
'are not responsible for investigating the crimes to which 
they respond. The reports are turned over to the inves
tigative bureau and assigned to detectives. The detectives 
operate out of this bureau on a shift-by-shift basis and 
work on their cases primarily independently of thl:: patrol 
officers who initiate the reports. 

Team policing, as an alternative to this traditional 
organization, was recommended by the President's 
Commission on Law Enforcement and Admh1istration of 
Justice in 1967. 

Police departments should commence ex
perimentation with a team policing concept 
that envisions those with patrol and irtvestiga
tive duties combining under unified command 
with flexible assignments to deal with the 
crime problems in a defined sector. 11 

Since the 1960' s a number of police departments have 
introduced some form of the team policing concept. The 
actual organizational structure and mode of operation for 
team policing varies from agency to agency, but usually 
includes the following features: geographic stability of 
patrol, maximum interaction among teal1,l members, and 
maximum communication between team members and 
the community.12 

The extent of current and anticipated use of team 
policing was covered in the NMS survey of police chiefs 
in cities with 17,000 or more population. Of the 1,159 
executives responding, 66reported that they had adopted 
team policing throughout their jurisdictions, and 65 re
ported adoption of this innovation on a pilot basis. 
Another 195 agencies reported planning to adopt tea~ 
policing throughout their jurisdictions or as a pilot 
project. Thus, more than one-fourth of the police de
partments surveyed had initiated, or were planning to 
initiate, team policing on either a full or experimental ba
sis. Larger agencies included a greater proportion which 
had adopted or were planning to adopt this approach. 
Over 80 percent of chiefs whose departments had adopted 
team policing reported either a "moderate" or "substan
tial" increase in effectiveness, as a result of this change. 

The most frequently cited benefits of team policing 
are: (1) improved police-community relations, (2) more 
efficient deployment of manpower, and (3) better cover
age of patrol areas. 

If a police agency completely reorganizes into a team 

policing mode of operation, what is the overall net effect 
of this change upon the agency's manpower require
ments? In their study of team policing, Bloch and Specht 
concluded that it does not require more personnel than 
conventional methods. 13 NMS field analysis findings 
tend to corroborate this conclusion. In none of the three 
agencies visited by NMS staff that have adopted team 
policing did the changeover to team policing itself neces
sitate the hiring of more patrol officers. One of the 
reasons given for adopting team policing is that it is 
believed to increase the level of services without increas
ing the staffing level. 

The team policing concept may, however, have a 
somewhat greater impact on qualitative personnel re~ 
quirements, sinc.e it entails a combination of patrol and 
investigative functions, thus breaking down the tradi
tional specializations of patrol officers and deteCtives. 
The limited NMS field observations of agencies with 
team policing suggest that-if this strategy is more ex
tensively adopted-it may produce a demand for in
creased training of patrol officers in investigative skills, 
such as evidence collection, and in community relatiQns, 
as part of the development of a more broadly-trained 
"generalist" officer occupation. 

c. Consolidation of small police agencies. Most 
major policy-level studies of the organization of police 
services in the United States have been highly critical of 
the fragmentation of local law enforcement efforts 
among large numbers of small agenGies. The National 
Advisory Commission on Criminal Justice Standards and 
Goals noted, particularly, that very small local agencies 
are incapable of a full-range of police services and suffer 
from inadequate staffing. It recommended a variety of 
arrangements designed to share tir pool certain special
ized services, such as laboratory services, information 
systems and intelligence and communications systems, 
on a statewide or areawide basis, and that: "at a 
minimum, police agencies that employ fewer than 10 
sworn employees should consolidate for improved effi
ciency and effectiveness." 14 

Although the NMS surveys did not attempt an inde
pendent assessment of the relationship between agency 
size and agency perfl'nn\ince, its extensive survey cover
age of a sample of over 1,515 executives of "small" 
police and 276 "smaH' , sheriffs' agencies has permitted 
identification of a number of special personnel problems 
of these agencies. 

• As reported in Chapter V, personnel turnover rates 
have been exceptionally high for these agencies. In 
1973-74, voluntary resignation rates of sworn offic
ers averaged 22 percent for police agencies with 
fewer than 25 employees, and 39 percent for sheriff 
agencies with fewer than 25 employees. The rela-
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tively low salaries of sworn officers in these small 
agencies, the limited opportunities for advancement, 
and their greater reliance on part-time personnel 
were among the contributing factors. 

• High personnel turnover, in tum, results in a lower 
experience level of the officer force, and increases 
the importance of adequate training of personnel in 
these agencies. Yet over 30 percent of police and 
sheriffs' agencies with fewer than 25 employees 
reported that they provide no formal training to their 
new recruits, whereas all but a small percentage of 
larger agencies provided such training. Moreover, 
among the small police agencies providing recruit 
training, only 8 percent met the recomm~nded 
standard of 400 hours. 

• Hiring standards also tend to be significantly lower 
among small agencies. Thus, 21 percent of surveyed 
police agencies in jurisdictions with populations 
under 17,000 reported that they had no minimum 
educational standard for recruits, or that the standard 
was less than high school graduation, as contrasted 
with 4 percent for all larger agencies surveyed. 

• In assessing their agencies' manpower problems, 
relatively high proportions of the chiefs of these 
small police agencies identified "inadequate train
ing of personnel" and "high personnel turnover" as 
their "most serious problem "·-27 percent of re
spondents in the case of training, and 16 percent in 
the case of personnel turnover. It is also significant 
that, among various types of services typically pro
vided to small agencies by other law enforcement 
agencies, training ranked highest as the category of 
service these chiefs expected to expand in the next 
two years. 

Thus, from the standpoint of personnel quality, the 
abl)ve data tend to support the need for consolidation of 
very small police agencies where this is geographically 
feasible. Nevertheless, any realistic assessment of the 
outlook for such consolidation efforts must take into 
account local community sentiments, which tend to pre
fer maintenance of local control over police agencies. 

The manpower projections described earlier in this 
chapter do imply some continued trend in this direction, 
since they indicate that the proportion of total employees 
of local police agencies accounted for by agencies with 
fewer than 25 employees in 1974 will decline from 22.2 
percent in 1974 to 21.0 perce-nt in 1985. In view ofthe 
obstacles to a large-scale consolidation "movement," 
this may be a realistic assessment of the outlook for the 
coming 10",year period. 

5. Court unification. All major assessments of the 
court system have highlighted the need for unification 
and consolidation of the mulu-tiered, decentralized or-
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ganizational structure of the courts, still prevailing in 
most states. Emphasis has been placed, particularly, on 
the need to reform and upgrade the lower court structure, 
as a necessary step towards increased efficiency and 
equity in the adjudicative process. The National Advi
sory Commission thus recommended that st~te courts, 
should be organized into a unified system financed by the 
state, that all trial courts should be unified into a single 
trial court of general jurisdiction and that criminal juris
diction now in courts of limited jurisdiction should be 
placed in these unified courts, with the exception of 
certain traffic violations. I5 

Even though over 20 states have reconstructed their 
courts in the past 10 years, problems of overlapping and 
concurrent jurisdictions still exist. 

In many areas of the country today, a potential 
litigant discovers that he can choose between 
the original jurisdiction of either a state court, 
a county court, or one of several municipal 
based courtS. I6 

At a minimum, unification of courts has meant a 
consolidation of functions in a structure that is more 
organized and more manageable as a unit than were the 
separate component pieces. But it is important to stress 
that court consolidation has taken a variety of forms, 
which Gazell classifies as five pattems,17 These range from 
consolidation of all cou11s in selected counties or cities, 
to establishmf!nt of a single statewide trial court of gen
eral jurisdiction and abolition of all lower courts. As 
measured by the number of tiers, between the years 1936 
and 1970, 17 states partially unified their lower courts 
while retaining two or more tiers with fewer tribunals; 
three states consolidated lower COUl1s into a single level, 
and one state abolished its lower courts. IS Since 1970, 
four states have altered lower courts without unifying 
them, four more states have reduced lower courts to two 
tiers, two states have moved toward one tier systems, 
and three states have at least temporarily abolished luwer 
courts in their jurisdictions. 

Clearly, lower court-unification is a change that is 
taking place by degrees. The degree of court unification 
in various states has been measured by Gazell, using a 
scale consisting of seven variables. These are based on 
the extent to which various forms of managerial control 
are exercised, on the presence of intermediate appellate 
courts, the kinds of general trial courts and the kinds of 
lower courts. "Unification scores'", based on this scale 
range from a low of2 (Misl)issippi) to a high of25 (North 
Carolina) . 

An obvious question is the effect of lower-court unifi
cation upon employment trends. We would expect that 
those states that extensively modified their courts system 
experienced less growth in judicial employment than 



those that did not. This is not an unreasonable expecta~ 
tion since lower court unification frequently involves 
elimination of the positions of some judicial personnel. 
Indeed, om~ of the major stumbling blocks to any trial 
court unification effort has been the difficulty of con
solidating Ithe work of limited jurisdiction courts. The 
reasons foI' this are political: unification almost always 
results in the elimination of many quasi-judicial 
positions--usually justices of the peace-and causes 
local jurisdictions to lose not only some control, but also 
revenue from agencies that were formerly considered 
"their" courts. 

There does appear to be a relationship between the 
degree of unification and the change in employment 
between 1971 and 1974 (Table IV-6). States coded by 
Gazell as having high degree of unification report a much 
slower growth in judicial employment in the 1971-74 
period than states that have not made much progress 
towards u1nification. The disparity in employment growth 
is most evident at the state level wheie there is a four
fold difference between states included in the "high" 
category and those in the "low" category. 

Caution must be exercised in interpreting these data 
because, obviously, altemative explanations are possible 
for these relationships. It must be kept in mind that the 
changes included in this classification scheme have oc
curred over a considerable period of years. Unification as 
a process began in 1936, and continues up to the present 
time. Also, a simple classification scheme cannot take 
into account the varying rates of growth of criminal and 
civil caseloads among the states, or of oth~r factors 
which might contribute to the differential growth in court 
employment. 

The NMS manpower projections for state and local 
courts are consistent with a continued trend towards 
court unification and related management reforms. The 
slowest rate of employment growth in the judicial pro
c\~ss sector has been projected for the lower courts. 
Moreover, the projections also provide for a significant 
im:rease in the proportion of non-judicial personnel in 
state trial and appellate-level courts. This is expected to 
result, in part, from the need for additional specialized 
professional, technical and administrative personnel to 
manage a more centralized court system. 

6. Increased use of community-based correctional 
facilities. In the face of the apP',1rent failure of conven
tional prisons or juvenile training institutions to ac
complish rehabilitation of offenders-and of the high 
cost of inmate maintenance in these institutions-
correctional reformers have placed increased emphasis 
upon thle role of small community-based facilities. 
These, according to the President's Commission on Law 
Enforceffil~nt and Administration of Justice "offler a 

middle ground between the often nominal supervision in 
the community provided by pr('Jhlition services and con
finement in an institution." le '1 hr: National AdviSOry 
Commission on Criminal JustictcStandards and Goals 
similarly recommended transfer of most adult inmates 
from the large existing state institutions to community
based programs, as well as an eventual phasing out of the 
use of the state institutions for juveniles and youths.2.() 

TABLE IV-6 

Percentage Change in Full-Time Equivalent Judicial 
Employment by Degree of Lower-Court Unification 

and Level of Govemment: 1971-1974 b 

Lev¢l of Government' 
Degree of 

Unification I' Tow) Siale Local 

Low: 0-10 
(7 states) 

~-----------------
26 40 24 

11-14 
(14 states) ----------------- 22 36 19 
15-18 
(16 states) ----------------- 20 26 18 

High: 19-28 
(13 states) ----------------- 15 10 17 

a Source: James A. Gazell, olLower·Court Unification in the United States," p. 660. 
b Source: U.S. Department of Justice and U.S. Department of Commerce. Expenditllre and 

EmploYlIJclJI Data far the Criminal Justice Sy5lem~ 1971 and 1974. 
t' Percentage changes are weighted averages. 

Community correctional centers-although varying 
widely in specific characteristics-can be classified into 
two major categories: pre-release centers for adult of
fenders, and halfway houses, which may be utilized for 
either adult or juvenile offenders. Pre-release centers are 
usually small facilities (100 residents or less) in which 
inmates stay for the final parts of their sentence as briefly 
as two weeks or as long as a year or more and participate 
in a wide range of community release programs. Half
way houses are often similar to the pre-release or com
munity correctional centers, when utilized for adult 
offenders, except that residents have already been paroled 
and are Ii ving at the facility as a conditi on of that parole. 

In the case of juvenile offenders, halfway houses-or 
group homes-have been defined in the National As
sessment of Juvenile Corrections as: 

. . .facilities generally handling between 5 
and 30 adjudicated offenders and situated in ur
ban locales. They are distinguished from in~ 
stitutions not only by their smaller size and 
community location but also by their en
couragement of offenders' attendance at local 
schools or involvement in local employment. 
... This definition excludes nonresidential or 
'.day treatment' programs although i!1 some 
states a few offenders are allowed to lIve out
side the residential program. 21 
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Halfway houses are usually (but not alway:;) operated by 
private organizations under contract with a State De
partment of Corrections. 

Only partial statistics on community correctional 
center inmates lind staffs are available at present. The 
1974 Census of State Correctional Pacilities, covering all 
states other than Massachusetts, reported that of a total of 
188,000 inmates, about 9,000 or 4.8 percent were con
fined in some 158 "community centers," nearly 3,000 
of the inmates being reported by North Carolina alone. 
These included both publicly operated and contract 
facilities. Almost all were classified as "minimum secu
rity" facilities. Of these 158 centers, 137 had fewer than 
20 full-time staff positions. 

The National Assessment of Juvenile Corrections re
ported a total average daily population of 5,663 juveniles 
in more than 50 separate state-related community-based 
residential facilities during 1974. These accounted for 
17.7 percent of the total number of juveniles in state 
residential corrections programs. The total covered both 
privately operated and state operated programs, and con
trasted with a much lower LEAN Census estimate of 
1,218 youths assigned to state-operated community cen
ters alone in 1973. 22 

Although the above data sources are not completely 
comparable, they indicate a much greater relative utiliza
tion of community centers for juvenile programs (17.7 
percent) than for adult inmates (4.8 percent). 

Some additional insight on current and anticipated use 
of community-!:>ased programs is provided by responses 
of correctional executives to an NMS quest.ion concern
ing the functions performed by their agencies (Table 
IV-7). Nearly one-half (46 percent) of the executives of 
both adult and juvenile institutions reported that they 
were currently administering community-based facilities 
or halfway houses. However, a somewhat greater pro
portion of heads of juvenile agencies, 39 percent, re
ported that they expected increased staffing needs for 
either: existing or planned community programs in the 
next two years, as compared with 31 percent of the heads 
of adult correctional institutions. 

The rather extensive use of some form of 
community-based facility-although on a small 
scale-was also confirmed by the field visits of NMS 
staff to cOITectional activities in 10 states. Eight of these 
10 states reported operation or use of small, 
community-based correctional facilities for adults. 
Among these the largest number of community-based 
facjlities for adult corrections was 23 and the smallest 
number was 3. Ratios of inmates in institutions to in
mates in community-based facilities varied, but-in each 
state visited-the residents of adult community facilities 
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TABLE IV-7 

Responses by Correctional Executives on Current and 
Expected Use of Community-Based Facilities or 

Halfway Houses, 1975 

Adult 
Institutions 

Number responding _______________ 208 
Percent Distribution: \ 

Activity currently performed, total _ 46 
Manpower needs will increase 

in next two years ___________ 24 
Man;)ower needs will stay about 

the same __________________ 20 
Manpower needs will decline ___ 2 

Activity not currently performed, 
total ----------------------- 54 
Will not be added in next two 

years _____________________ 47 
Will be added --------------- 7 

Total _____________________ 
100 

Note: Percentage detaiJ may not udd to 100 percent due to rounding. 
Source: NMS Executive Surveys. 1975. 

Juvenile 
Inslitulions 

560 

46 

27 

18 

55 

43 
12 

100 

represented only a small proportion of the total number 
incarcerated. 

Specific findings, based on these field interviews, are 
summarized below: 

• Most of these correctional departments used 
community-based facilities for adult inmates nearing 
the end of their prison sentence or for th0se ap
proaching parole eligibility. None of the depart
ments sampled indicated that such facilities were 
used for housing newly committed offenders or 
those per&ons with long amounts of time remaining 
until potential release. 

• None of the departments or agencies visited had 
established a classification process for making rapid 
initial assignments of new offenders to small 
community-based facilities. To institute such a clas
sification policy for new offenders would produce 
significant changes in manpower needs-increasing 
numbers of inmates would be housed in smaller 
facilities, requiring a change in both programs and 
personnel. None of the departments visited indicated 
plans for such a change in the organization of 
f~cilities and in program priorities. 

• While there is a strong commitment to community 
corrections, caution and selectivity are being exer
cised in placing offenders in community-based 
facilities. While increases in inmate populations 
result in pressure upon administrators to keep com
munity facilities filled to maximum levels, adminis
trators are also pressured to select inmates who have 
demonstrated' 'readiness" for such an experience in 

I 
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order to avoid adverse community reactions. 
• NMS staff expected that there would be significant 

differences in the manpower, education, and train
ing needs of community-based facilities, as com
pared with large institutions. For the most part, 
however, they found very limited staff specializa
tion or specialized staff training to meet the very 
specific treatment needs and priorities of such 
facilities. 

In contrast to the relatively limited and supplementary 
role of community-based institutions for adults, these 
programs have been advanced as a major alternative to 
institutionalization in the case of juveniles, on the 
grou.nds that they are more humane, more effective, and 
less Icostly. The sharp decline in the number of juvenile 
inmates in state training centers-from nearly 41,000 in 
1969 to 25,000 in 1974-combined with indicators of 
growth in the community-based programs, suggest that 
this trend has, in fact, occurred. Moreover, as noted 
above, nearly tWo-fifths of the 500 juvenile corrections 
executives responding to the NMS survey in 1975 antici
pated an increased use of community-based programs in 
the next 2 years. 

Only one state-Massachusetts-has actually im
plemented a program of complete deinstitutionalization 
of its juvenile offenders. In 1972, all of the state' s 
juvenile training centers were closed. As of August 
1975, of 1,864 youths sentenced to the state's Depart
ment of Youth Services, 1,378 had been assigned to a 
variety of nonresidential programs or were living at 
home under minimal supervision, 167 were in foster care 
homes, 214 were in group care facilities, and 105 in 
secure programs. 23 Although no other state had gone as 
far as Massachusetts, 3 other states-South Dakota, 
Minnesota, and Utah-had assigned between 50 and 60 
percent of their juveniles in residential programs to 
community centers by 1974, and an additional 8 states 
had deinstitutionalized between 25 and 50 percent of 
their juvenile residential inmates. 24 

The limited available evidence on results of 
deinstitutionalization of juveniles is still not conclusive. 
Preliminary and partial results of a follow-up study of the 
Massachusetts experience, by Lloyd E. Ohlin and as
sociates, have indicated few significant differences in 
juvenile recidivism rates since deinstitutionalization, 
compared with those of a control sample fox 1968, prior 
to initiation of the program.25 From a cost standpoint, it 
appears that the per capita costs of custody in 
community-based, mainly privately operated, facilities 
have been much lower than in state training centers. 
However, these savings have been partly offset, to date, 
by the continued maintenance of the state training centers 
and staffs in states other that:, Massachusetts. and by their 

higher per capita costs under conditions of declining 
inmate populations. 26 

From a longer-range manpower standpoint, a con
tinued trend towards deinstitutionalization clearly im
plies a reduction in staffs of state operated training 
centers after tlome period of adjustment, but an increase 
in personnel needs for largely private community resi~ 
dential centers, as well as for juvenile probation activ
ities. 

C. Conclusions on Manpower Outlook 

This chapter has presented a series of manpower pro
jections designed to describe the probable growth trend 
in the major categories of state and local agencies and 
occupations which comprise the criminal justice system. 
One basic premise underlying these projections was that 
the future demand for criminal justice manpower will be 
strongly influenced by broader trends in the nation's 
economy, as well as by more specific trends affecting the 
incidence of crime. A secGild key assumption was one of 
continuity between trends in relative employment growth 
rates of the recent past and trends in the coming ten-year 
period. 

The longer-term outlook, portrayed by these projec
tions, is essentially optimistic from the standpoint of 
the capability of criminal justice agencies to cope with 
their crime-related workloads. A more rapidly growing 
economy in th~ 1980's would make possible a higher 
level of expenditure for criminal justice activities. At the 
same time, such predictable demographic trends as the 
decline in the proportion of youth in our population, in 
combination with a more favorable job climate, could 
result in a significant reduction in crime rates. This trend 
would be reinforced, moreover, tothe extent that better
staffed, and more efficient, law enforcement and crimi
nal justice agencies create a more effective deterrent to 
criminal activity. A combination of increased resources 
and lower crime rates, in tum, would tend to ameliorate 
some of the problems of agency understaffing, reported 
in our surveys of criminal Justice executives. 

Employment growth rates are expected to vary sig
nificantly by sector. The most rapid growth is projected 
in the judicial and correctional sectors; the least rapid in 
police protection agencies. Within each sector, wide 
variations in growth rates are anticipated for particular 
categories of agencies and occupations. Among city 
police agencies, more rapid growth is projected for the 
medium-sized agencies, than for the large municipal 
police departments, as a result of a continuing trend 
towards decentralization of population. Employment 
growth in state-level agencies is expected to be more 
rapid than in local agencies in the police and judicial 
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process sectors, as well as in probation and parole ac·· 
tivities, partly because of a trend towards consolidation 
or coordination of certain of these functions at the state 
level. An opposing trend towards decentralization is, 
however, projected for correctional institutions, as evi
denced particularly by the shift to increased use of com
munity based facilities for juveniles. 

The projections of employment trends in the major 
criminal justice occupations reflect an even more consist
ent pattern. In nearly all major agency categories, more 
rapid growth rates are projected for the more specialized 
professional, technical and administrative occupations, 
than in the traditional "line" occupations. In police 
agencies, the rate of growth of the non-sworn component 
is projected to be twice as great as that of sworn officers. 
In the courts, employment of non-judicial personnel is 
expected to increase much more rapidly than that of 
judges. In correctional facilities, similarly, employment 
of professional treatment and training specialists is ex
pected to grow more rapidly than that of line custodi;;.,l 
officers. Although the available statistical data base did 
not permit ~. meaningful projection of trends for each 
specialized occupation, collateral data suggest that, in 
each sector, growth is likely to be more rapid in func
tions associated with information processing and with the 
more advanced management technologies. 

Any attempt to project future personnel needs in the 
wide range of agencies and functions which comprise the 
criminal justice system is, of course, subje;ct to large 
margins of potential error. The results must be viewed as 
"conditional" projections of what may happen under a 
set of specified assumptions, rather than as forecasts of 
actual future employment levels. These projections have 
entailed numerous assumptions concerning future trends 
in the nation's economy and in criminal justice policies 
or organizational developments. Among the former as
!)umptions, one of the more critical was the projection 
that economic growth rates during the period 1974-80, 
as a whole, would not be sufficiently great to reduce 
unemployment below a rate of about 7 percent in 1980, 
but that more rapid groMh between 1980 and 1985 
would contribute to a reduction of the unemployment 
rate to about 5 percent by the latter year. President Carter 
has, however, announced as a policy objective the reduc
tion of the unemployment rate to 5 percent by 1981. A 
more rapid short-term expansion of the economy will be 
required to achieve this goal, which could affect our 
projections in several ways. On the one hand, a more 
favorable job climate would contribute to reduction in 
crime rates and related criminal justice workloads, thus 
tending to reduce personnel needs for criminal justice 
agencies. On the other hand, increased tax revenues and 
state and local government budgets would make possible 
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increased expenditures for these agencies. The extent of 
"sensitivity" of our resulting projections to these and 
other possible changes in basic economic 01' demo
graphic assumptions has been illustrated in Volume VI 
of tlus repOlt. 

Of equal importance are the possible effects of 
changes in existing laws, policies or practices, impinging 
directly on personnel needs for various categories of 
cfiminal justice agencies. Several of these recent trends, 
or issues, were reviewed in the second half of this chap
ter. Some of these developments have a potentially im
portant impact upon offender flows and workloads. A 
continued trend towards de jure or de Jacto decrimi
nalization of certain categOlies of offenses, or to in
creased use of pre-trial diversion programs, will tend to 
reduce or check the growth of these workloads. Con
versely, recent changes in sentencing policies, including 
adoption of mandatory or determinant sentencing, may 
have the opposite effect, and appear to be contributing to 
the recent sharp increase of imprisonment rates. It is 
quite possible that tilese trends will operate 
concurrently-cach applying to different cate.sorles of 
offenses and offenders or to different jurisdictions. In 
any event, pending development of more experience and 
of more adequate data on offender fl ows, their net effect 
is difficult to predict at the present time. 

Assessments of the impact of trends in system organi
zation or in agency personnel practices are equally dif
ficult. Assumptions concerning some trends, such as the 
increased use of civilians in police departments or the 
increased reliance upon community-based correctional 
facilities, have been explicitly made in the employment 
projections for the agencies affected. Other develop
ments, such as the trend towards court unification have 
been reflected in these projections only indirectly, to the 
extent that they had affected judicial employment trends 
during the 1971-74 base period. 

For these reasons, any systematic use of manpower 
projections in planning of training and education assist
ance programs, or for related pmposes, must provide for 
periodic review and modification of these projections, to 
reflect emerging policy and program developments as 
well as more current employment and workload trends. 
A procedure for updating and revising these projections 
at the national level, and for development of similar 
state-level projections, has been described in Volume VI 
of this report. 
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CHAPTER V. PERSONNEL RECRUIT"AENT 
AND RETENTION 

The adequacy of an agency's personnel resources de
pends both on its overall level of staffing and on its 
ability to attract and retain qualified personnel. Officials 
of criminal justice agencies have, in the past, often 
expressed concern about turnover among their personnel, 
in view of the substllntial costs of recruitment and tlain
ing involved and because of its effects upon the overall 
experience level of their force. In addition, high person
nel turnover clin be a symptom of poor personnel morale, 
with consequ()!1t impacts upon agency effectiveness. 
. For these reasons, the NMS surveys queried agency 
executives OIlI personal recruitment and turnover experi
ence in their agencies. These included attitudinal ques
tions designed to obtain information on whether person
nel turnover was a serious problem for their agency, as 
well as reports on actual personnel turnover rates. These 
findings are reviewed in the first section of this chapter. 

The second section presents projections of recruitment 
needs in key occupations for the period 1975-85, allow
ing for both projected employment growth and for re
placement needs. 

The third section of this chapter reviews trends in 
employment and recruitment of minorities and women, 
and analyzes their current distribution by occupation or 
function. Inadequate representation of minorities and 
women has been a key personnel policy issue in many 
law enforcement and correctional agencies. One of the 
coIIateral objectives of the present study, therefore, was 
to provide data which could assist in assessing progress 
in attaining equal employment opportunity objectives in 
these agencies. 

A. Recent Recruitment 
and Retention Experience 

The National Manpower Survey ',vas conducted during 
a period when the economy was experiencing higher 
rates of unemployment than at any time since the 1930's. 
Under these conditions it was assumed thf.~ problems of 
recruitment 1ind retention of personnel would be mini
mal. The survey results confirmed this assumption. Only 
small proportions of executives in any agency category 
indicated that a lack of qualified applicants was a major 
factor contributing to current personnel shortages or that 
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high personnel turnover was their' 'most serious man
power problem" (Table 1lI-13). Field interviews, con
ducted in late 1975 and eady 1976, also confirmed that, 
with limited exceptions, personnel recruitment and reten
tion problems were insignificant at that time. 

In anticipation of this situation, the NMS question
naires addressed to agency executives also requested 
their assessment of the adequacy of manpower supply for 
their agency and of their personnel turnover problems in 
the three years immediately preceding the recent reces
sion, Le., 1971-74. The executives' responses, as sum
marized in Table V-I, indicated that the proportion of 
executives reporting such difficulties varied considerab
ly, by type of agency and occupation. Recruitment prob
lems were most frequently reported by heads of small 
police and sheriff agencies and by wardens of state cor
rectional institutions (with respect to correctional offic
ers). Problems resulting from high turnover, or resigna
tion, rates in line occupations were most frequently re
ported by wardens, juvenile corrections administrators 
and prosecutors (Table V-I). 

The actual turnover rates in key occupations, in Fiscal 
Year 1974, are shown in Table V-2. Voluntary resigna
tion rates approximated one-fifth or higher in the case of 
assistant prosecutors and defenders, correctional officers 
and child care workers. They were considerably lower in 
the case of sworn police officers in large and medium
sized agencies (Le., jurisdictions with 17,000 or more 
population) and of probation and parole officers. Hiring 
rates in all of these occupations were consistently higher 
than resignation rates, due to employment growth as well 
as to the need for replacing personnel separating for other 
reasons, such as retirement or disability. 

Personnel turnover rates, in most agency categories 
surveyed, tended to vary inversely with agency size. Thus, 
among police departments, voluntary resignation rates 
of sworn officers in 1974 ranged from only 3.2 percent in 
agencies with 1,000 or more employees, to 6.9 percent 
in those with 25-74 employees, and 22.4 percent for 
those with fewer than 25 employees. In prosecution and 
defender offices, resignation rates of staff prosecutors or 
defenders were about twice as high in small offices, with 
fewer than 10 employees, than in offices with 25 or 
more employees. Similar, although less pronounced, dif-



TABLE V-I 

Percent of Agency Executives Reporting Recruitment and Turnover Problems ill Key Occupations 
During 1971-74 

Type of Agency occupation 

Police Departments: 
Jurisdictions with 17 ,000+ popula-
tion _______________________________________ Sworn police officers _____________________ _ 

Jurisdictions with less than 17 ,000 
population _________________________________ Sworn police officers _____________________ _ 

Sheriffs Departments: 
Departments with 10 or more em· 
pluyees ____________________________________ Deputy sheriffs __________________________ _ 

Departments with less than 10 em· 
ployees ____________________________________ Deputy sheriff~ __________________________ _ 

Prosecutor offices ______________________________ Assistant prosecutors ________ • _____________ _ 
Public defender offices __________________________ Assistant defenders _______________________ _ 

Adult corrections institutions _____________________ Correctional officers ______________________ _ 
Treatment personnel _____ .. ________________ _ 

Juvenile corrections institutions ___________________ Child care workers ______________ - ________ _ 
Treatment personnel ______________________ _ 

Source: NMS Executive Surveys. 1975. 

Percent Reporting 
Inadequate Supply 

of Qualified 
Applicanls 

26 

47 

25 

47 
2S 
14 
42 
28 
34 
23 

Percent Reporting 
Significant 

Problems of Vol· 
untary Resignations 

28 

33 

33 

27 
36" 
24 
53 
23 
39 
22 

TABLE V-2 

Hiring Rates and Voluntary Resignation Rates 
in Selected Occupations, Fiscal Year 

1974 

Routine patrol activity can be boring afld tedious,ll)lQll!e 
physical work environment in many police stations is 
often unpleasant. 1 It imposes a high degree of discipline 
and regimentation upon its incumbents. It often entails 
undesirable and changing work schedules. Nevertheless, 

Voluntary 
Occupation Hiring Resignation 

Rate n Rate a 

it offers important rewards. The need to expand recruit
ment of police officers, combined with the rapid growth 
of police unionism, has resulted in a significant increase 

Sworn police officers b __________________ 12.5 3.1 
Deputy sheriffs c _______________________ 26.1 16.2 
Assistant prosecutors ____________________ 30.9 22.1 
Assistant defenders _____________________ 33.4 22.3 

Corrections officers, State adult institutions _ 32.1 19.1 
Child care workers _____________________ 33.6 27.2 

Probation and patlJle officers _____________ 21.5 12.8 

Source: NMS Executive Survey, 1975 . 
• Hiring rates and VOluntary resignation rales arc weighted averages, based on employ" 

ment as of June 30, 1974. Include both full·time nnd part·time employees. 

in police salaries, relative to wage tren~ in other occupa
tions during the past 15 years. Based on decennial Cen
sus data, median annual earnings of policemen and 
detectives rose by 70 percent between 1959 and 1969, as 
compared to an increase of 63 percent for all male work
ers. 2 In 1969, median earnings of policemen and detec
tives aged 25-34 years exceeded the median earnings for 
all male workers wi~h similar educational backgrounds, 
for each educational level group from high school drop- Ii ; 

b Agencies in jurisdictions with 17.000 or more population. 
l: Agencies willi 10 or more employees. 

ferences by agency size were reported in the case of line 
correctional personnel and probation and parole officers. 

The factors influencing recent personnel turnover rates 
in these occupations are discussed below, with respect to 
each of the major agency and occupational groups. 

1. Sworn police officers. The relatively low voluntary 
separation rates among sworn pOlice officers reported by 
the large and medium-sized police agencies in this sur
vey may appear surprising, in view of some of the 
obvious disadvantages of police work. F'olice duty is 
among the most hazardous of peacetime occupations. 

out to college graduate.3 Between 1969 and 1974 avail- " 
able data indicate that police officers probably 
maintained their favorabl~ salary differential, compared 
to other occupations. Entering salaries of patrolmen rose 
at an annual rate of 6.5 percent; maximum salaries at a 
rate of 7.4 percent. These compare with annual salary in
creases of 6.8 percent for public school teachers and of 
6.1 percent for clerical workers and beginning techni
cians. 4 

These comparisons, moreover, do not allow for the 
value of fringe benefits of police officers, the most im~ 
portant of which is the opportunity for regular retirement 
at a relatively early age. Typical police pension plans 
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provide for regular retirement after 20 or 25 years of 
service at minimum ages between 50 and 55 years.5 
Since these plans are nonnally not "vested" or "porta· 
ble," they provide a very strong incentive for police 
officers to remain with their agency until the minimum 
retirement age, after they have completed several years 
of service. Hence, the turnover which does occur tends 
to be concentrated among junior officers in their initial 
years of service. 

Finally, the general absence of opportunities for trans
fer, or "lateral entry," among police agencies above the 
entry grades serves as another major deterrent to mobility 
among police officers. Among police executives report
ing to the National Manpower Survey, only about one
third indicated that their agencies accepted lateral 
entrants, even at the rank of private, and only 6 
percent-mainly the smaller agencies-accepted lateral· 
entrants into the supervisory ranles. As a result, most 
police officers who separate voluntarily are likely to 
move to other occupations, either by choice or because 
of the limited opportunities to enter other agencies. 

The very high rates of voluntary personnel turnover 
among officers in small police agencies, averaging 33 
percent for agencies with less than 10 employees in 
Fiscal Year 1974, can be attributed-in tum-to the fact 
that these smaller agencies do not offer similar career 
opportunities to their personnel. The median minimum 
salary for officers in 1975 was reported at $7,545 by 
agencies with less than 10 employees, as contrasted with 
an overall median basic salary of $9 ,914 for all reporting 
agencies. Smaller agencies also rely much more exten
sively on part-time officers than do larger agencies. Fi
nally, personnel in small agencies are much less likely to 
be protected by civil service regulations or by collective 
bargaining agreements than those in larger agencies. 
Only 19 percent of the "small" police departments re
ported that the basic sworn officer position in their agen
cil:ls was regul~ted by civil service, as contrasted to 68 
percent of the larger departments, i.e., those in com
munities with 17,000 or more population. Similarly, 
only 15 percent of the small agencies participated in 
collective bargain~;)~ with police officer unions, as com
pared to 51 percent of the larger departments. 

2. Deputy sheriffs. The substantially higher rates of 
personnel turnover reported among sheriffs' agencies 
than for police departments can be. explained in large part 
by selme of the factors discussed above. The average 
volun\\ary separation rate among deputy sheriffs, about 
16 pel'Cent in 1974, was twice as great as that reported 
for police officers. Quit rates exceeded those for police 
officers in each agency size group, typically by ratios of 
2 to 1 \)r higher, and rose to 58 percent in the case of 
small sheriffs' agencies with fewer than 25 full-time or 
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part-time employees. 
One of the factors contributing to these high turnover 

rates in sheriffs' agencies is the difference in their occu
pational duties, as compared to those of police officers. 
One of the principal functions of all sheriffs' agencies is 
to operate the local jail or lock-up facility. A significant 
proportion of swoll1 officers in sheriffs' agencies are 
assigned to this function-particularly in the case of 
smaller agencies. These custodial duties are generally 
less desirable than those related to patrol or other law 
enforcement functions, as evidenced by the relatively 
high turnover rates among correctional officers in state 
adult institutions, which averaged 21 percent in Fiscal 
Year 1974, according to NMS surveys. 

Another factor is the general absence of civil service 
protection for officers i!l. sheriffs' ~gencies. Only about 
lO percent of the sheriffs' agenci~s with less than 10 
employees, and 35 percent of the larger sheriffs' agencies, 
reported that the deputy sheriffs' poSitions were regulated 
by civil service. Appointment as a deputy sheriff, in most 
smaner agencies, tends to be on a personalized basis
particularly in view of the fact that nearly all sheriffs are 
elective officials. 

Finally, the survey results indicate that sheriffs' 
salaries are significantly lower on the average than those 
of police officers. The median entry salary for deputy 
sheriffs was reported as $9,540, as compared to $9,904 
for police officers. 

3. Assistant prosecutors and defenders. The need to 
improve the attractiveness of both prosecution and de
fender positions, and to increase the average tenure or 
experience level of attorneys in these offices (as well as 
to reduce reliance on part-time personnel), was recog
nized in the reports of both the President's Crime Com
mission and of the National Advisory Commission on 
Criminal Justice Standards and Goals. The fonner report 
noted that-under prevailing practices-most newly 
.hired assistant prosecutors were compelled to "learn by 
doing." Although some larger offices provided for a 
routine progression of assignments, others often assigned 
important responsibilities to inexperienced assistanf;s 
with inevitable adverse effects upon qUality of perfomil
anl~e. 6 Neither of these reports considered it realistic to 
press for compensation levels in these public agencies 
which would be fully competitive with alternative salary 
opportunities in private legal practice over a lifetime 
legal career. The NAC report did, however, recommend 
that salaries of assistant prosecutors and defenders in the 
first five years of service should be comparable to t;hose 
in private practice and observed that' 'retention of assist
ant prosecutors (and defenders) for at least five years 
would represent a substantial increase in the average 
length of service. " 7 
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The recent rates of personnel turnover among assistant 
prosecutors and defenders, as well as continued em
ployment growth, have resulted in a low average experi
ence level among incumbents in these positions. As 
shown in Table V-3, over 60 percent of assistant pros
ecutors and defenders included in the 1975 Census sur
vey of criminal justice personnel reported less than four 
years of service, while only 23 percent of the assistant 
prosecutors and 16 percent of the assistant defenders had 
six or more years of service with their current agencies. 
These data, and related comparisons of the age distribu
tion of assistant prosecutors and defenders, confinn ear
lier findings that these positions have served as threshold 
jobs for many recent law school graduates, which enable 
them to obtain the needed practical legal experience prior 
to entering into more lucrative positions in private law 
practice. 

TABLE V-3 

Years of Service With Agency oj Assistant Prosecutors 
and Defenders, 1914 

(Percent distribu tion) 

Years of Service 

Less than 2 .. _________________________ _ 
2-3 _________________________________ _ 
4-5 ______________ .-_________________ _ 
6-10 _______ ... ______ . __________________ _ 
11-15 _______________________________ _ 
16-20 _______________________________ _ 

21 and over _________ . _________________ _ 
Total ______________________________ _ 

Source: Census Employee Characleristies Survey. 1975. 
Note: Percentages may not add to 100 due to rounding. 

Assistant 
Pro,ccuto ... 

40.2 
22.7 
14.1 
12.6 
5.1 
2.2 
3.0 

100.0 

Assisrnnt 
De renders 

32.4 
30.0 
22.0 
15.6 

100.0 

Estimates base~d on responses by prosecutors and pub
lic defenders to the NMS S\lrvey further indicate that, on 
the average, only about one-fifth of all recently hired 
assistant prosecutors, and about one-third of the defend~ 
ers had prior trial t:xperience. The latter, moreover, are 
found mainly in sm~\ller agencies, and probably include a 
large proportion of part-time attorneys who combine 
their public duties with a private law practice. 

The above comparison has been limited to staff attor
neys, exclusive of chief prosecutors or defenders. How
ever, the comparative data available indicate that the 
latter, too, are younger and less experienced on tIle 
average than their counterparts in private practice. Thus, 
whereas the median age of llIllawyers in the labor force 
in 1970 was about 43 years, the median age of chief 
prosecutors and defenders responding to the NMS survey 
was only 37 years. Moreover, over one-half of all chief 
prosecutors and nearly all chief defenders had less thak'1 

6 years of service with their agenciel;, according to the 
Census Employee Characteristics Survey. The relativ!)ly 
limited experience of prosecutors is due in part to the fi~ct 
that a large proportion of all prosecutors a~ electt~d, 
typically for 4-year terms, or else hold office by rea
son of political appointment. Among prosecutors re
sponding to the NMS. 72 percent wem originally 
selected by election and 2'i percent by appointment. 
Public defenders generally were appointed to their p()si
tion by state or local officials or by the jUdiciary. rn 
either case, virtually none of these positions have civil 
service status or similar tenure protection, thus contribut
ing to both volUntary and involuntary turnover among 
these key personnel. 

Some insight into factors contributing to the high turn
over of staff attorneys in prosecution and defense ag~n· 
des was obtained from a question included in the NMS 
surveys of chief prosecutors and defenders concert1ling 
the factors which, in their judgment, most contributed to 
turnover of staff attorneys in their agencies. As would be 
expected, "inadequate salaries" were most frequently 
cited by both prosecutors and defenders, as the primary 
reason for separation. However, While 65 percent of the 
prosecutors selected this factor, only 36 percent of the 
heads of defenders' offices offered this as the "most 
important reason." Another extrinsic factor directly re, 
lated to compensation, Le .• "limited promotion oppor
tunities, " was identified by less than 5 percent of the 
prosecutors and less than 4 percerlt of the defenders, as 
the primary reason for high staff turnover. In contrast, 
such intrinsic job factors as excessive workloads and job 
frustration, were identified as most important (in combi
nation) by 36 percent of the defenders, but only 16 
percent of the prosecutors. The desire for broader leg121 
experience by staff attorneys-which may be relatl~d to 
interest both in career advancement and in a broader 
scope of professional assignmentil~was identified as 
"most important" by 19 percent of the defenders and 11 
percent of the prosecutors (Table V -4). 

Thus, while pay and pay-related considerations were 
identified as the most important factor in staff turnover, it 
is clear that defenders, as n group, pla.ce much grealer 
emphasis on the role of other job factors, such as exces
sive workloads and related job frustrations, than do pros
ecutors. The greater emphasis 'placed upon pay-related 
issues by the prosecutors is /iiso consistent with their 
responses to an earlier question concerning the most 
important factor contributing to personnel problems in 
their agencies. Nearly one-fourth (24 pe~,,~nt) of the 
prosecutors identified inadequate pay as the' 'major con
tributing factor" as compared with only 8 percent of the 
defenders. 

Data on minimum salaries of assistant prosecutors and " 
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defenders were compiled from the NMS surveys of pros
ecutors and defenders conductt!d in late 1975. These 
minimum or entering salaries averaged $12,403 for as
sistant prosecutors, and $13,761 for assistant defenders, 
based on medians weighted by employment in agency 
size groups (Table V-5). Small agencies, i.e., with 
fewer than five employees, generally offered lower 
salaries than did larger agencies, particularly in the case 
of the prosecutor offices surveyed. These salary levels 
can be compared with an average entry-level salary of 
$15,000 for attorneys in private employment, as of 
March 1975, based on the Bureau of Labor Statistics 
national survey of pay in key professional and other 
occupations. 8 

TABLE V-4 

Executive Responses on Most Important Factor 
Contributing to Voluntary Resignations of 

Prosecutor and Defender Attorneys 
(Percent distributions) 

Most Important Factor 

Salaries inadequate ____________________ _ 
Excessive workload ____________________ _ 

Desire for broader legal experience _______ _ 
Frustration, low statns, etc. _____________ _ 
Limited promotion opportunities _________ _ 

Total ______________________________ _ 

Number of responses ___________________ _ 

Source: NMS E.,eoutive Surve~s. 1975. 

Prosecutors Defender8 

65.3 
11.8 
~1.2 

4.4 
2.7 

100.0 
(1205) 

35.6 
26.7 
19.1 
9.8 
5.3 

100.0 
(225) 

The higher n:edian entering salaries for attorneys in 
public defender offices than for attorneys in prosecutor 
offices, as shown in Table V-5, must be interpreted with 
some caution, in view of the fact that defenders' agencies 
are more highly concentratM in larger metropolitan areas 
(where pay rates generally tend to be high) and that many 
states and local governments (such as New York City) 
rely primarily upon contractual arrangeme,i'\ts for provi
sion of indigent defense services. The latter were not 
included in. the scope of the NMS survey. A survey of 
buth categories of defender agencies conducted by the 
National Legal Aid and Defenders Association 
(NL'ADA) in late 1972, found thl1.t 76.5 pl~rcent of full
time chief defenders actually received less compensation 
than the chief prosecutor in their jurisdit:tion. 9 

In any event, the above cO'mparisons confirnl the con
tinued existence of substantial gaps bet.ween earning op· 
portunities for attomeys in state and local criminal justice 
agencies and those in other alternatives. Although direct 
comparisons arc not available, it is probable that this 
adVerse differential becomes progressively wider in the 
case of attorneys with substantial periods of experience, 
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thus creating strong incentives-under nonna! 
conditions-for attorneys to leave positions in pros
ecutors' and defenders' offices after relatively short 
periods of service. 

TABLE V-5 

Minimum Salaries for Assistant Prosecutors 
and Defenders, by Size of Agency, 1975 

Agency Size 
(Number of Employees) 

All agencies' ________________ _ 
1-4 ___________________________ _ 
5-9 ___________________________ _ 
10-24 _________________________ _ 
25-74 _________________________ _ 
75-179 ________________________ _ 

150 or more ____________________ _ 

Number of responses ______ . ______ _ 

• Weighted Median. 

Source: NMS F.xeeutive Surveys. 1975 

Median Minimum Annual Salary 

Assistant 
Prosecutors 

$12,403 
8,679 

11.088 
12,499 

13,600 '} 
13,269 
13,500 

562 

Assistant 
Defenders 

$13,761 
12,848 
14,171 
13.667 

13,821 

138 

4. Corrections personnel. Personnel problems result
ing from difficulties in recruiting qualified personnel and 
from high turnover ratf!s appear to have been chronic in 
many correctional ageIlcies during the past decade, par
ti~ularly with respect to cO.rrectional officers. This is 
suggested by a comparison of the results of the NMS 
survey with thl' 'e of an earlier survey conducted in 1967 
for the Joint Commission on Correctional Manpower and 
Training (Table V-6). The two sets of survey results are 
not precisely comparable because of differences in sur
vey design. however, while the comparisons indicate a 
considerable easing of the labor supply situation with 
respect to treatment and training specialists, very little 
improvement had apparently occurred between 1967 and 
the early 1970's in the capabilities of adult correctional 
agencies to recruit and retain line correctional officers. 
Moreover, despite the slowdown in growth of ju·,-'!nile 
corre{!tions agencies in the latter period, relatively high 
proportions of these agencies' executives continued to 
report difficulties in both recruitment and retention of 
child care workers. 

The continuation of significant retention problems for 
both correctional officers ~nd child care workers during 
the early 1970's is further illustrated by a comparison of 
separation rates in these ·oc{!upations, based on the two 
surveys. In 1967, the separation rate for all causes 
among non-supervisory correctional officers in adult in
stitutior, <; was 22.6 percent, according to results of the 
Joint Commission survey. This compares with an esti
mated average voluntary resignation or quit rate of 19.1 
percent in 1974 for all correctional officers, based on the 
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TABLE V-6 

Percent oj Correctional Administrators Rep01ting Recruitment and Retention Problems ill Key Occupations, in 
Joint Commission Survey for 1967 and in National Manpower Survey jar 1971-74 

Joint Commission NMS Survey 
Survey (1967) • (J'?71-74 experience) b 

Type of Agency and Occupalion 
Recruitment Retention Recruilmtlnf Relenlion 

Problems Problems Problem!! Problems 

Adult Institutions: 
Correctional officers _________________________________________________ _ 53 52 42 53 
Treatment personnel __________ -' ______________________________________ _ 

} 
28 23 

Training personnel __________________________________________________ _ 60 40 20 15 
Juvenile Institutions: 

Child care \,';:>rkers __________________________________________________ _ 51 50 34- 39 
Treatment personnel _________________________________________________ _ 65 43 23 22 
Training personnel __________________________________________________ _ 41 27 15 12 

o Somee: A Time to Act. Final Report of JO;ITI Commission 0" Corre':lional Manpower alld Trailli1lg, 1969, p. i3 and supplementary unpublished materials. 
b Source: NMS Executive Surveys. 1975. Percent with retention problems is total of responses indicuting "critical or serious problemH and Hmoderatc problem." 

NMS results. Since the latter rate excludes separations 
due to such causes as deaths and retirements (estimated 
at 1.5 percent) and refers to all correctional officers, 
including supervisors-whose turnover is normally 
lower-the comparison suggests little net change in the 
high rate of turnover among custodial pel'sonnel between 
these two periods. Similarly, the quit rate of 27.2 percent 
for child care work~rs in 1974, based on the NMS, can 
be compared with a total separation rate among child 
care workers, or "cottage parents," of 28.3 percent in 
1 ,:)67, as reported in the Joint Commission survey. 

The persistence of high rates of personnel turnover 
among line 90rrectiona1pe~rsonnel-at least until the re
cent recession-has had obvious implications for the 
effectiveness of correctional institutions. One of the con
comitants of high turnoveJC is a lower average experience 
level among line personnd-those in day-to-day contact 
with offenders. The risks of extensive reliance upon 
inexperienced personnel for these duties are illustrated 
by the findings of the New York State Commission on 
the Attica riot which identified the lack of experience of 
many of the prison's officers as one of the major factors 
contributing to this disastro'Us riot. 10 Yet, as a result of 
high turnover and of continued employment growth, the 
available evidence suggests a significant decline, rather 
than increase, in experience level of line correctional 
personnel butween 1968 and 1974. In 1968, a sample 
survey of correctional personnel conducted for the Joint 
Comnti:!s~on on Correctional Manpower and Training 
fou~d that one-half of all correctiona11ille workers (adult 
and juvenile) had 7.0 years or more of experience in 
correctional work. 11 In 1975, the median years of service 
of line correctional officers in adult institutions was 4.8 
years, alnd was 4.2 years fer cJ.;:3todial personnel in 

juvenile institutions, according to the Census Employee 
Characteristics Survey. 12 

The 1968 survey of correctional personnel for the Joint 
Commission included a question concerning .ceasons for 
leaving correctional work. Leading the list was' 'eco
nomic reasons, low pay," which was identified by 63 
percent of the line workers in the sample. Nexlt in impor
tance, particularly among juvenile workers, wlere "pres
sures of the field, lack of success," and "lack of 
advancement opportunities." Ad&itional insights were 
obtained from related questions concerning aspects of 
their jobs most liked or disliked by correctional PJ:~rson
nel. Low pay was the job aspect most frequently disliked 
by line personneL However, next in importnnce were 
such factors as "lack of staff," "disorganization," "our 
failures," and "not being able to' meet the needs of 
offenders," all of wh\ch addressed in different ways the 
frustrations of personnel with the correctional field and 
its work environment. Thus, both economic fa(ltors, such 
as pay. and intrinsic characteristics of the work itself 
appear to have contributed to high personnel turnover. 13 

Since the time of the above survey, ther~~ has been 
some relative improvement in employment co:nditions of 
correctional personnel. Thus, between 1967 and 1973, 
average monthly earnings of full-time corredtional eIll
ployees in state and local agencies mse by 51,.3 percent} 
as compared with smaller increases of 42. 8 percent in 
gross average weekly earnings, and of 46.3 percent in 
hourly earnings for all non-supervisory or 'production 
workers in private non-agricultural establishments. 14 

Nevertheless, sala~y rates of line correctional: employees 
continue substantially below t!1ose of line ~~rsonnel· in 
police and Sht~fiffs' agencies, as indicated by 'the follow
ing comparis01~i~ for 1975, based on the NM;S sm-veys. 
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Median Minimum 
Entry Salary, 1975 * 

Police officers ___________________________ _ $ 9,914 
9,540 
9,533 
8,328 
7,798 

Deputy sheriffs : _________________________ _ 
Probation and parole officers _______________ _ 
Correctional officers, adult institutions _______ _ 
Child care workers, juvenile institutions ______ _ 

• Source: NMS Executive Surveys, 1975 

NMS staff field visits also confinn that many of the 
personnel problems noted in the Joint Commission 
studies continue to prompt high personnel turnover, as 
illustrated by the following comments. 

"Correctirmalofficers, adult institutions. The 
majority of the turnover was due to voluntary 
resignations and the reasons most often cited 
were lower salaries than other agencies and the 
tension and overcrowding of institutions. 
Moreover, the location of institutions far away 
from urban populations was reported to be a 
major factor in staff turnover. " 15 

"Child care workers. Two primary factors 
contribute to turnover. One, as could be ex
pected, is the opportunity to get better jobs. 
The other is the poor career progression avail
able for personnel in key occupations ... espe
cially for those having positions in institutional 
facilities. In community-based programs, rea
sons for turnover tend to be more program 
specific. The variety of reasons offered in
cludes intensity of the work, lack of regular 
time off, lack of seeing very many juveniles 
become successful, disinterest in the program, 
change in management, and requirement for 
longer tern! program commitment by staff than 

. previously." 16 

B. Projected Recruitment Needs 

Recruitment needs for personnel in criminal justice 
occupatiom~ will be detennined both by trends in future 
personnel turnover .. i.e., "replacement needs," and by 
trends in total requirements for such personnel, i.e., 
"growth needs." Despite the reiatively rapid recent 
growth in employment in most criminal justice OCGupa
tions, a major portion of new hiring in line criminal 
justic(:occupations in Fiscal Year 1974 was to replace 
losses of personnel resulting from either voluntary resig
nations or other causes, such as deaths and retirements. 
As shown in the first column vf Table V-7, the propor
tions of total accessions needed for replacement purposes 
ranged from nearly two-thirds, for assistant defender"" to 
over 90 percent, for child care workers, illi Fiscal Year 
1974. Hence, estimates of future personnel separation 
rates are a key element in any projection of recruitment 
needs. 
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The most important, and volatile, factor in personnel 
separations in the occupations under review has c.:>n
sisted of voluntary resignations or "quits." Separation 
rates for such reasons as retirements or deaths are gener
ally detennined by such factors as the age distribution of 
personnel in each occupation and-in the case of 
retirements-by provisions of pension plans. These rates 
were estimated as of 1974 based on available Census 
survey dat<\ on the age distributions of personnel in these 
occupations and on collateral statistics on death and 
retirement rates by age, and were assumed to remain 
constant during the period through 1985. Voluntary res
ignation rates, on. the other hand, nonnally fluctuate 
widely in relation to general labor market conditions. An 
analysis of quit rates of manufacturing workers for the 
period 1956-75 has indicated that, on the average, a 10 
percent increase in the unemployment rate was accom
panied by an 8 percent reduction in the quit rate. Since 
the average levels of unemployment projected for the 
period 1975-80 have been assumed to be substantially 
higher than those expedenced during Fiscal Year 1974, 
corresponding reductions were made in projected volun
tary separation rates, based on this relatio'lship, with 
some modifications for specific occupations. For exam
ple, in the case of attorneys, availabL data indicated 
significant weakening in job opportunities for recent law 
school graduates in the period 1970-74, as a result of the 
sharp growth in law school graduations during this 
peliiod. Recent reports have, however, indicated a slow
down in the rate of growth in law school enrollments and 
graduations, and a more favorable placement experience 
and outlook for graduates. 17 Based on these assessments, 
a more moderate reduction in voluntary resignation rates 
of assistant prosecutors and defenders, between Fiscal 
Year 1974 and the pedod 1975-80, was projected than 
for the other occupations (Table V-7). 

Volunt&ry resignation ltates h;: ai~ of these occupations 
are expected to increase in the period 1980-85, based on 
the assumed reduction in the unemployment rate from 
about 7 percent to 5 percent, during this period. They 
would, however, remain somewhat lower than in Fiscal 
Year 1974, when the unemployment rate averaged 5.6 
percent. 

In view of the uncertainties concerning both the per
sonnel turnover and employ~ent growth projections by 
occupation, the resulting estimates of annual recruiting 
needs should be construed as general indicators K)f the 
probable direction and magnitude of change O'le,r this 
peIiod, under the stIlted assumptions. The projections do 
suggest, however, a generally favorable recnJitment cli
.mate for criminal justice agencies during the coming 
lO-year period. Annual recruitment needs are expected 
to be lower during 1!J75-80 than in Fiscal Year 1974 in 
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TABLE V-7 

Estimated Annual Recruitment Needs in Selected Criminal Justice Occupations: Actual, Fiscal Year 1974; 
Projected 1975-80, 1980-85 

Occupation 

Sworn Officers: 
Police Protection Agencies: 

Total recruitment needs ________________________________________________________ _ 
Replatements ___________ ~ __________________________________________________ _ 
Growth ___________________________________________________________________ _ 

Custodial Officers, 
State Adult Institutions: 

Total recruitment needs _______________________ , ________________________________ _ 
Replacements ___________________________ - .. _______ . __________________________ _ 
Growth ___________________________________________________________________ _ 

Child Care Workers, 
Juvenile Institutions: 

Total r('cruitrnent needs ________________________________ .. _______________________ _ 
Replacements ______________________________________________________________ _ 
Growth ___________________________________________________________________ _ 

Probation and Parole Officers: 
Total recruitment needs ________________________________________________________ _ 

Replacem~nls ______________________________________________________________ _ 
Growth ___________________________________________________________________ _ 

Staff Attorneys, Prosecution 
and Legal Service Offices: 

Total recruitment needs ________________________________________________________ _ 
Replacements ______________________________________________________________ _ 
Growth ___________________________________________________________________ _ 

Assistant Defenders, 
Public Defender Agencies: 

Total recrnitment needs __ -: _____________________________________________________ _ 
Replacements ______________________________________________________________ _ 
Growth _____________________________ ~ _____________________________________ _ 

AClunl, 
FY [974· 

61,700 
45,600 
16,100 

13,400 
8,600 
4,800 

6,000 
5,200 

800 

4,800 
3,100 
1,700 

7,200 
5,100 
2,100 

1,200 
900 
400 

ProJCCled 
(Annual Average) 

1975-80 1 98()"85 

50,400 56,400 
37,000 48,900 
13,400 7,500 

9,500 12,400 
7,100 10,500 
2,400 1,900 

3,900 4,700 
3,700 4,600 

200 100 

3,800 4,600 
2,600 3,700 
1,200 900 

6,700 9;:100 
4,400 1,600 
2,300 8,()00 

1,000 1,400 
800 1.100 
200 300 

• Eslimates for FY 1974 based on personnel turnover rates from Table V-7, and on NMS employment estimates by occupation. Detail may not add 10 tolals due 10 rounding. 

C. Utilization of Minority Personnel 
and Women 

all of the six occupations analyzed, by amounts ranging 
from only 7 percent for prosecutors, to 35 percent for 
child care workers. If the economy improves during the 
1980-85 period, higher personnel turnover will result in 
an increase in annual recruiting needs in all of these 
occupations, despite the projected slowdown in em
ployment growth. In the latter period, annual recruitment 
needs for assistant prosecutors and cefenders would be 
higher than in Fiscal Year 1974, but would be substan
tially lower in the case of sworn police officers, adult 
corrections officers and child care workers. 

It should be noted that these recruiting needs pro
jections include both full-time and part-time personnel. 
The l.:-.Iter account for a disproportionate amount of per
samiel turnover in such occupations' ~'S police officers 
and assistant prosecutors, Any trend towards consolida
tion of small agencies, and a consequent reduction"jn 
part-time personnel, would substantially reduce the pro
jected total annual recruitment needs in these occupa
tions. 

Increased representation of blacks and other minorities 
in law enforcement and correctional occupations has 
been strongly recommended by various national Com
missions, both on grounds of fai.r employment practices 
and because of the belief that it can contribute to overall 
effectiveness in communities or in correctional institu
tions with large minority populations. Actions taken by 
the courts in enforcing federal equal employment oppor
tunity laws, including establishment of racial hiring 
quotas in some jUrisdictions, have accentuated the pres
sures upon many agencies to increase recruitment of 
blacks and other minority personnel. 

In the case of police agencies, the National Advisory 
Commission on Criminal Justice Standards and Goals 
had recof6mended: "When a substantial ethnic minority 
population resides within the jurisdiction, the police 
agency should take affirmative action to achieve a ratio 
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of minority group employees in approximate proportion 
to the makeup of the population." 18 This report, as well 
as previous studies, had noted that lack of adequate 
minority representation had contributed to past tensions 
and conflicts between residents of urban ghetto areas and 
the predominantly white police forces patrolling these 
areas. 

In the case of correctional institutions, such assess
ments similarly concluded that the gross disparity be
tween the racial composition of inmate populations, 
which consisted predominantly of blacks or other 
minorities in many institutions, and of the custodial 
force, which was predominantly white, had contributed 
to inmate-guard tensions and conflicts-notably in the 
Attica prison riot. 19 

Analysis 'of available statistics on the racial and ethnic 
composition of police officers and of custodial officers in 
state and local agencies indicates that there has been 
some increase in minority representation in both of these 
occupations since 1960. Between 1960 and 1970, the 
percentage of blacks employed as policemen and detec
tives in state and local agencies rose from 3.6 percent to 
5.3 percent, according to a special analysis of data frol? 
the decennial Census of Population (Table V-8). Over 
the same period, the percentage of blacks employed as 
• 'guards and watchmen" in state and local agencies-the 
occupational group which includes correctional 
officers-rose from 6.6 percent to 10.7 percent (Table 
V-9). Statistics compiled by the Equal Employment Op
portunity Commission for 1973 and 1974, although not 
strictly comparable in occupational coverage, suggest 

that further increases in minority representation had oc
curred in the early 1970' s. Based on this source, the 
percentage of blacks among law enforcement officers 
was 6.5 percent in 1974 and 17.7 percent of all correc
tional officer& were black in that year. Persons of Spanish 
origin accounted for an additional 2.3 percent of law 
enforcement officers, and for 3.1 percent of custodial 
officers, in 1974. 

TABLE V-8 

Employment of Blacks and Spanish-Americans, 
as Percent of All State and Local Law 
Enforcement Officers: Selected Years: 

1960-1974 

1960 • _______ _ 
1970 a _______ _ 

1973 b _______ _ 

1974 b _______ _ 

Percent Black 

3.6 
5.3 
6.4 
6.5 

Percent Spanish Origin 

2.3 
2.3 

• Source: Tabulation. by NMS from the decennial Census of Population. 1960 aod 1970, 
public usc samples. Based on data for persons employed as "'policemen and detectives,'t and 
as "sheriffs, bailiffs, marshalJs and constables." in state nnd local agencies. Data for Spanish 
origin officers not available on a comparable basis. 

b Source: Tabulations by NMS from reports of state and local governments to the Equal 
Employment Opportunity Commission (EEOC-4). Based on data for persons in "protective 
service" occupations, in state and local law enforcement agencies. 

Despite these indications of progress in employment 
of minority personnel, their representation in the uni
fOlmled police and correctional forces of state and local 
agencies was still substantially below the proportions of 
minorities in the "service populations" of these agen-

TABLE V-9 

Percent of Minorities Employed in Line Custodial Positions in State and Local Correctional Institutions, 
Selected Years: 1960-74 

Datn Source/Occupation/Yenr Percent 
Black 

Census of Population, "Guards and Watchmen" B: 1960 ______________________________________________________________________ _ 
6.6 b 

1970 _____________________ ~-___________________________________ .. ___________ _ 
10.7 

EEOC Reports, "Protective Service Workers" C: 1973 _____________ .• ,. _______________________________________________________ _ 
15.4 1974 _______________________________________________________________________ ' 
17.7 

Census Employee Characteristics Survey, "Line Custodial Workers" d: 
1974-Total _________ . _______________________________________________________ _ 

19.4 
Adult institutions __________________________________________________________ _ 

17.8 
Juvenile institutions • _______________________________________________________ _ 32.4 
Sheriffs jails _______________________ ~ ___________________________________ • __ _ 

13.3 

• Source: Basoo on specilli tabul.tlons of public·use sample tnpes for state Bod local employees from the 1960 and 1970 Censuses of Population. 
b Defined as "non.whltes,'· 
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• Source: Equal Employment Opl'9rtUnity Commission, EEO-4 Reports, 1974. Includes stnle, counly, and municipal employees. 
d Source: na,ed 011 NMS tabul"tltms from Censu, Employee Characteristics Survey, 1974. Excludes custodial supervisors. 
• Based on responses indicating that employee has contact with juveniles as part of custodial duties. 

'Percent Minorities 

Percent Per:ent 
Spanish·American Women 

N.A. 5.8 
2.0 8.8 

2.9 9.3 
3.1 9.8 

2.9 14.0 
2.6 7.5 
2.7 33.7 
3.8 17.3 



cies, in 1974. The deficienyY has been particularly great 
in the case of state and county police protection agencies, 
where only 1.5 percent and 4.7 percent, respectively, of 
all police officers or deputy sheriffs were black, as com
pared to 7.8 percent in city police agencies. 

Geographical comparisons also been made, by state, 
of the proportion of blacks in two major occupation 
categories: police officers in city police agencies and 
custodial officers in state prisons, with the corresponding 
proportion of blacks in the service populations of these 
agencies: 

• Police officers. The proportion of black police offi
cers in city police agencies was found to be much 
lower than the proportion of blacks residing in urban 
areas in almost all states and LEAA Regions (Table 
V-lO). The most pronounced disparities were found 
in Region IV and VI, which include most of the 
Southern States. In Region VI, the proPOrtiOll of 
black city police officers was only about one-third of 
their corresponding urban population ratio. Western 
States, on the other hand, reportf)d much closer 

correspondence between black pollce officer em
ployment, and the proportion of blacks in their 
urban popUlation. However, among states with siza
ble proportions of blacks in the popUlation (10 per
cent or more) only one state, Pennsylvania, had 
attained' 'parity" in its proportion of police officers 
by 1974 . 

• Custodial officers. A comparison was made of the 
percentage of blacks holding custodial officer posi
tions in state prisons with the percentage of blacks 
among the inmates of these prisons (Table V-H). In 
none of the 41 state prison systems for which such 
data were available did the racial composition of 
their guard force approach parity with that of their 
inmate populations. Among 17 reporting state sys
tems with large proportions of black inmates, i.e., 
40 percent or more, only 5 states-South Carolina, 
Maryland, Delaware, New Jersey, and Arkansas
reported percentages of black custodial officel'S 
which were one-half or more of the corresponding 
percl:>ntage of black inmates. 

TABLE V-lO 

Percent of Black Policemen and Detectives in City Police Agencies" 1974 Compared to Percent of Blacks in 
Total Urban Population, by LEAA Region and State 

LEAA Region 
and State 

Total, U.S. ____________________________________________________ _ 
Region I, Total ________________________________ .. _____________ . ___ _ 

Connecticut __________________________________________________ _ 
11ffine ______________________________________________________ _ 

11assachusetts ________________________________________________ _ 
New Hampshire ____________________________________________ ,, __ 
Rhode Island _________________________________________________ _ 
Vermont ____________________________________________________ _ 

Region II, Total ________________________________________________ _ 
New Jersey _____________________ .. ____________________________ _ 
New York ___ . ________________________________________________ _ 

Region III, Total __________________ . _______________ . ______________ _ 
])claware ____________________________________________________ _ 
11rucyland ___________________________________ .. ________________ _ 
Pennsylvania _________________________________________________ _ 

Virginia ------------------------------------------------------West Virginia __________________ .. _____________________________ _ 
Region IV, Total _________________ . ______________________________ _ 

Alabama ____________________________________________________ _ 

Florida ____________________________ . __________________________ _ 
Georgia _________________________________________________ , ____ _ 

Kentucky ____________________________________________________ _ 
11ississippi ___________________ ,, ______________________________ _ 
Nor'.h Carolina ________________ .... _____ .. __________________ ", .. ----
South Carolina ________________ .. ___________________ ~ _____ .• ____ _ 
Tennessee ______________________________________________ . _____ _ 

.. 

Pe",ent of City 
Po!l.ce Office", 
Wh,o are Black 

7.8 
2.8 
5.6 
0.2 
2.1 
0.0 
2.7 
0.0 
8.4 
7.9 
8.6 

11.6 
13.2 
14.0 
11.8 
10.0 

1.8 
10.7 

7.8 
6.0 

17.9 
5.2 

15.7 
11.9 
13.3 
13.1 

Per¢ent of Ratio of Percent B1~ek 
Urban Pllpulation Officers to Percent 

That is Black Black Urban Population 

12.;) .63 
4.1 .68 
7.5 .75 
OA .50 
3,5 .60 
0.5 " 
2.9 .93 
0.2 

131.0 .65 
11.4 .69 
13.6 .63 
1(,.2 .72 
13.9 .95 
1'9.2 .73 
11.7 1.01 
17.6 .57 
5.3 .34 

:t1.8 .49 
28.0 .28 
15.7 .38 
28.3 .62 
10.8- ,48 
33.6 .47 
23.9 .50 
26.5 .50 
21.~ .61 

,.' 

73 



TABLE V--10 (Continued) 

Percent of Bh;·ck Policemen and Detectives in City Police Agencies, 1974 Compared to Percent of Blacks in 
Total Urban Population, by LEAA Region and State 

LEAA Region 
and State 

Region V, Total ________________________________________ , ________ _ 
Illinois _____________________________________________ 00 ________ _ 

Indiana ------------------------------------------------------~ichigan ____________________________________________________ _ 

~innesota ________________________ 00 __________________________ _ 

Ohio _____________________________________________ ., _________ _ 
'Wisconsin _________________________________________ .. _________ _ 

Region VI, Total _______________________________________________ _ 
AIkansas ____________________________________________________ _ 
Louisiana ___________________________________________________ _ 
New~e~co _________________________________________________ _ 
Oklahoma __________________________________________ . _________ _ 
Texas ____________________________________________ ~_oo ________ _ 

Region VII, Tota! ___________ , ___________________________ , ________ _ 
Iowa _______________________________________________ . ________ _ 
Kunsas ______________________________________________ , ________ _ 
~h1S0Uri _________________________ 00_00 ________________________ _ 

Nebr~ka _____________________________________ 00 ______________ _ 

Regioll ",lIII, Total ______________________________________________ _ 

Colorado ----------------------.. -----------------------------
Montana ---------------------------------------•. -------------North Dakota ________________________________________________ _ 
South Dakota ________________________________________________ _ 
Utah _______________________________________________________ _ 
Wyoming __________________________________________ _ _______ _ 

Region IX, Total _______________________________________________ _ 

Arizona ------------------------------------------------------Califomia _____________________________________ .. _____________ _ 
Hawaii ______________________________________________________ _ 

Nevada 00 ________ '. ___________________________________________ _ 

Region X, Total ________________________________________________ _ 
Alaska ______________________________________ .• ______________ _ 
Idaho _______________________________________________________ _ 

Oregon ------------------------------------------------------Washington __________________________________________________ _ 

Percent of City 
Police Officers 
Who are Black 

9.1 
13.0 
9.1 

11.1 
0.6 
5.8 
1.6 
5.2 
7.1 

10.3 
1.9 
3.7 
4.2 
7.1 
0.8 
5.2 

10.5 
2.7 
2.2 
3.4 
0.0 
0.0 
0.3 
1.3 
0.0 
5.0 
2.5 
5.3 
0.0 
3.8 
1.2 
2.2 
0.2 
0.8 
1.6 

• Percent of city polic~ who are black from Equal Employment Opportunity Canmission. EEOC-4 Report. 1974. 
h Percent of ur!mn population that is black from U.S. Bureau of the Census. 1970 Census of PopUlation. 

Percent of Ratio of Percent Black 
Urban Population Officers to Percent 

That is Black Black Urban Pop,aation 

11.7 .77 
i5.2 .86 
10.3 .88 
14.6 .76 

1.3 .46 
11.7 .50 
4.3 .37 

16.1 .32 
20.2 .35 
30.6 .34 
2.6 .73 
8.1 .46 

13.1 .32 
8.6 .83 
2.0 .40 
6.8 .77 

13.9 .76 
4.3 .63 
2.1 1.05 
3.7 .92 
0.4 0 
0.4 0 
0.2 1.50 
0.7 1.86 
1.2 0 
7.0 .71 
3.4 .74 
7.5 .71 
1.1 0 
6.7 .57 
2.3 .52 
4.8 .46 
0.4 .50 
1.7 .47 
2.7 .59 

Black and other minority employees of law enforce
ment and correctional agencies (both uniformed and 
non-uniformed) were also found to be disproportionately 
concentrated in the lower paid and lower status positions 
of these agencies. Thus, EEOC reports for 1974 indicate 
that minority employees-inclu.ding blacks, Spanish
American and other minorities-accounted for 34 per
cent of the work force in "service maintenance" jobs of 
police protl;;i,ltion agencies in 1974, although they held 
less than 9 percent of the officer positions and 3.6 per
cent of the managerial positions. The disparity was 
somewhat less pronounced in the case of state and local 
correctional agencies, where minorities held 26 percellt 

of the maintenance positions and 12 percent of the man
agerial positions. 
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The more favorable representation of minorities in 
top-managerial positions of correctional agencies than in 
police ag~ncies is also confirmed by the results of the 
NMS surveys of executives of these agencies in 1975. 
Minority members then constituted the following pe'.'
centages of all administrators or wardens of correctional 
agencies: adult institutions, 9 percent; juvenile institu
tions, 13 percent; and probation and parole agencies, 4 
purcent. In contrast, blacks and members of other minor
ity groups held 1 percent or less of police chief or 
sheriff positions. 



TABLE V-ll 

Blacks as Percent of Custodial Officers and of Inmate Populations in State Prisons for Selected States, 
by LEM Region, 1973-74 

Percen! Black Cus· Percen! Black 
SIll!e «xlialOfficers. 1974' Inmalcs, 1913 b 

Region I: 
Maine 0.0 2.0 1(ennont ______________________________________________________________________ _ 

0.0 0.4 
Region II: New Jersey _____________________________________________ ' _______________________ _ 

25.6 49.7 c 
~~ew York _____________________________________________________________________ _ 

20.3 58.3 
Region 1lI: I)elaware ______________________________________________________________________ _ 

38.0 60.1 l\1aryland __ ..• ___________________________________________________________________ _ 
42.7 74.0 J?ennsylvania ___________________________________________________________________ _ 
10.2 56.5 Virginia _______________________________________________________________________ _ 
i3.9 59.3 

'West Virginia ______________________________________ • ___________________________ _ 
0.8 15.3 

Region IV: 
Florida _________________________________ ~ ___________________________ .• __________ _ 

8.5 56.2 Georgia _______________________________________________________________________ _ 
6.7 63.5 Kenwcky ______________________________________________________________________ _ 
4.8 26.9 Mississippi ____________________________________________________________________ _ 

27.1 63.0 NorthCarolma __________________________________________________________________ _ 
16.0 54.0 South Carolma _________________________________________________________________ ._ 
40.8 58.6 c 

Region V: 
Illmois _________________________________________________ .. ______________________ _ 

23.7 57.5 Indiana _______________________________________________________________________ _ 
13.2 41.4 

Michigan ___________________________________________________________ .. _________ .. _ 
5.9 58.5 

Mmnesota _________________________ -' ___________________ .. ____________________ " __ _ 
0.0 16.1 VVisconsin _____________________________________________________________________ _ 
1.4 30.1 

Region VI: Arkansas ______________________________________________________________________ _ 
33.3 47.6 Louisiana _____________________________________________________________________ _ 
15.8 71.1 

New Mexico __ ,.. _________________________________________________________ .. ______ _ 
0.0 11.6 Oklahoma _____________________________________________________________________ _ 

11.4 26.3 
Texas ________ •. _----- .• -------__________________________________________________ _ 4.9 43.4 

Region VII: Iowa _______ '" _________________________________________________________________ _ 
0.9 19.1 Kansas ________________________________________________________________________ _ 
6.7 31.7 Nebraska ______________________________________________________________________ _ 
9.3 29.7 

Region VIIf: Colorado ___________________ .. __________________________________________________ _ 
3.2 19.3 Montana ______________________________________________________________________ _ 
0.0 1.6 North Dakota __________________________________________________________________ _ 
0.0 1.8 South Dakota __________________________________________________________________ _ 
0.0 1.9 Utah _______________________________________________ .. _ .. _______________________ _ 
0.4 9,2 

VVyorning _____________________________________________ .. _______________________ _ 
0.0 412 

Region IX: 
Ari~na _______________________________________________ ,. _______________________ _ 

4.0 21.5 
California _____________________________________________ .. _______________________ _ 

11.7 31.8 
Nevada _______________________________________________ •. ___________ '-______ .. ____ _ 

1.0 21.8 
Region X; 

Alaska ----------~--------------------------,--______________ -----"1-------------- 0.0 16.0 Idaho ___________________________________________________________ J. _____________ _ 
1.6 1.0 

Oregon ___ ..•. ___________________________ ,-------------------____________________ _ 2.7 13.3 VVashington ____________________________________________________________________ _ 
2.8 17.4 

• Source: Equal Employmen! Opponunily Commission, EEO-4 Reper!, 1974. 
b Source: U.S. Departmen! of Jusliee, LEAA, Unpublishe<l Reports. Stales for which ellher pcrcent of Black custodial officers or Black inma!es were no! available, Were omilted. 
e Includes "other races. " 
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In addition to the above data on the actual proportions 
of minority personnel employed, by occupation, an 
analysis was made of recruitment and attrition rates of 
minority personnel in law enforcement and correctional 
officer positions in 1974. In Fiscal Year 1974, a special 
analysis of EEOC reports indicated that 13.1 percent of 
all new hires of police officers and sheriffs were minority 
group members (blacks or Spanish-Americans), a sig
nificantly higher proportion than their share of total 
officer positions in these agencies at the end of Fiscal 
Year 1974 (9.3 percent). Similarly, 27.4 percent of all 
new hires to custodial officer positions were minority 
group members, as compared to their current proportion 
of 22.9 percent, of total custodial officer positions in 
these agencies. These higher recruitment rates, in com
bination with lower attrition rates for minority group 
incumbents, had contributed to the net increases in their 
share of total officer positions in these law enforcement 
and correctional agencies during fiscal year 1974. 

The above data refer to experience during a year of 
relatively high personnel turnover and employment 
growth. There is no assurance that the favorable recruit
ment differentials fQr minority group members can be 
maintained during tbe period 1975-85 when competition 
for these positions may be more severe. Projections of 
minority group employment in police and sheriffs' agen
cies were made, however, under an initial assumption 
that minority group members would maintain the same 
ratio of new officer accessions and the same relative 
attrition rates as in 1974. Based on these assumptions, 
the percentage of minority group members in police 
officer or deputy sheriff positions in the 3,400 jurisdic
tions covered by the EEOC reports would increase from 
9.3 percent in 1974 to 13 percent in 1985. The latter 
percentage would, however, remain below the projected 
proportion of blacks and Spanish-Americans in the U.S. 
population of 17.6 percent in 1985. 

A second set of estimates was also prepared to deter
mine the average percentage of minority group members 
who would have to be hired by these agencies each year 
between 1974 and 1985, in order to attain parity with 
their projected overall population ratio of 17.6 percent in 
1985. Attainment of this proportion of minority group 
members in state and local police officer and sheriffs' 
positions would require an increase in the percentage of 
minorities to be recruited from 13.1 percent in Fiscal 
Year 1974, to an r,verage of 18.1 percent per year, 
between 1974 and 1985. In the absence of greatly inten
s'ified minority recruitment efforts, including appropriate 
modifications of selection criteria, it appears unlikely 
that this ratio will be attained. 

Women. With limited exceptions, police officer and 
Gorrectional officer positions have traditionally been con-
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sidered as "men's occupations." The relatively few 
women employed in these positions have been typically 
assigned to specialized roles. In the case of police protec
tion agencies, sworn women police officers have been 
most frequently used in juvenile units, in sex criminal 
investigations, as matrons in jails or lock-ups, or in 
various clerical or technical functions. In addition, 
women uniformed personnel are used extensively in aux
iliary non-sworn positions, such as part-time school 
crossing guards, or as parking meter attendants or "me
ter maids". In correctional institutions, women officers 
are mainly assigned to supervision of female or juvenile 
inmates, and to non-contact roles in adult male institu
tions, for example, in inspection of female 'Visitors to 
prisons. 

Among the discriminatory practices of police agencies 
noted in the report of the National Advisory Commission 
on Criminal Justice Standards and Goals were the 
maintenance of fixed quotas or ceilings on recruitment of 
women officers, discriminatory hiring, and discrimina
tory promotional practices. In both the police and correc
tional fields, emphasis in equal employment opportunity 
programs has been placed on a broader scope of duty or 
occupational assignments-for example, to regular pa
trol duties, in the case of women police officers. 

As in the case of minority recruitment, pressures for 
change in these practices have come mainly from sources 
outside of the criminal justice agencies themselves. A 
1970 Supreme Court decision (Griggs v. Duke Power 
Company, 401, U.S. 424) required that erllployment 
selection criteria must be nondiscriminatory, specifically 
job-related, and validated. In 1972, the Equal Employ
ment Opportunity Commission was empowered to en
force Title VII of the Civil Rights Act of 1964 as it 
applies to discrimination against women. The growth of 
the "women's rights" movement, exemplified by the 
pending Equal Rights Amendment, has provided further 
impetus to measures to eliminate sex discrimination in 
hiring. In addition, recent labor market developments
notably the decline in job opportunities in some tradi
tional women's fields, such as teaching-has encouraged 
many well educated women to seek alternative employ
ment in previously male occupations, including the law 
enforcement and correctional fields. 

The available statistir~ indicate that there has been a 
small but measurable increase in the proportions of 
women employed as police or correctional officers. As 
shown in Table V-12, the proportion of women em
ployed as police officers rose slightly between 1960 and 
1970, based on both Censu~ and FBI statistics for these 
years, and reached 3.0 percent in 1974, based on EEOC 
reports for the latter year. The proportions of women 
employed as correctional, or line custodial officers, has 
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been found to vary significantly, depending upon the 
occupational. classifications followed in the various data 
sources; hence, no valid estimates of trends are avaH
able. 

In police agencies, an analysis of female employment, 
based on the NMS occupational groupings, indicates 
that--among sworn officers-women are disproportion
ately assigned to support functions or duties, as 
compared to line functions, or to positions in line man
agemt}nt and supervision (Table V -13). In correctional 
agenc:les, women comprised a much larger proportion 
(33.7 ;percent) of line custodial personnel in contact with 
juveniles, as compared to 7.5 percent, in adult institu
tions a.nd 17.3 percent in sheriffs' jails-the latter includ-

TABLE V-12 

Perce.nt of Women Employed as Law Enforcement Offi
cltrs i,'l State and Local Agencies, SeKected Years: 

1960-1970 

Source and Years Percent 

Censull of Population • (policemen, detectives, 
sheriffs): 195P ___ ~ ______________________________ ~__ 1.9 

1970 _____________________________________ 2.9 

FBI b (sworn officers): 
19tiO _____________________________________ 2.0 
19'/0 _____________________________________ 2.5 

EEOC C (protective service workers): 1973 _____________________________________ 2.7 
1974 __________________________________ ,,__ 3.0 

• Source, n .. oo on speciol tabulations from decennial Censuses publ'e·use tapes from the 
1960 W1!I 1970 Censuses of Population. 

bFBl, Unifomr Crime Reports. 1971, Table 53; 1974. Table 58. Excludes state police 
agen(lies 

• Ftqual Employment Opportunity Commission, EEO-4 Reports. 1973 and 1974. 

ing detention facilities for both adults and juveniles. 
On the basis of recent recruitment and turnover ex

perience, only limited pl'ogress in utilization of women 
in line law enforcement positions can be expected in the 
next decadl~, An analysis of EEOC reports indicates that 
the proportion of women recruited as police officers in 
fiscal year 1974 was 6.0 percent, a significantly higher 
proportion than their share of total police officer posi
tions, of 2. 8 percent. However, attrition rates for women 
police officers were also :slightly higher than for men. A 
continuation of the 1974 recruitment and attrition expeti~ 
ence would result in only a modest net growth in their 
share of total police officer positions, to about 3.9 per~ 
cent in 1985, due in part to the overall slowdown in 
growth of police employment indicated by our pro
jections. 

In the correctional sector, a key factor which will tend 
to check the growth in the proportion of women in line 
custodial positions is the very slow net employment 
growth projected for child care workers in juvenile in
stitutions, where a relatively large proportion of women 
are employed. Thus, in the absence of a significant 
change in current recruitment and assignment practices 
for women ill,adult correctiona~ institutions, it is unlikely 
that their overall share of line custodial positions will 
increase materially in the coming decade, 

D. Conclusions 
Our examination of recent personnel turnover experi

ence in key criminal justice occupations and of relilted 
personnel issues has identified a number of significant 
personnel management problems, which have adversely 
affected the overall perfonnance of many law enforce
ment and criminal justice agencies. High personnel 

TABLE V-13 
Employment of Women in State and LocaL Police Agencies, by NMS Occupational GI"OUp: 1974 

Allelllployees ____________________________________ ~ _______________________________ _ 

Police Officers: 
Sworn officers, excluding auxiliruy officers, total _____ ~ _______________________________ _ 

Managelllent and supervision ___________________________________________________ _ 
Line patrol and investigation ______ , ______ . ________________________________________ _ 
Direct support __________________________ .. _____________________________________ _ 
Indrrectsupport ______________________________________________________________ _ 

AUxiliruy officers and trainees (school crossing guards, lIleter checkers, police 
aides, etc.) __________________________ ~ _____________________________________ _ 

Civilian employees, total a _______________________________________________________ _ 

Direct support _______________________________________ .. ________________________ _ 
Indirect support ________________ • ___ • _________________________________________ _ 

~ Includes 76j civilian personntl classifled in line management and supervisory positions. 
Source: U.S. Bureau of the Census. Employee Characteristics Survey, 1974. 

Total 
Employees 

520,413 

398,115 
61,610 

302,215 
17,117 
17,164 

36.243 
86,055 
26,988 
58,303 

Women 

Total 

78:,711 

6,337 
101 

4,216 
1.244 
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21,615 
50,758 
10,754 
40,000 

Percent or 
Total 

14.6 

1.6 
0.2 
1.4 
7.3 
4.5 

59.6 
59.0 
39.9 
68.6 
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turnover rates, as well as difficulties in recruitment of 
qualified applicants, had been experienced by many 
agencies during the early 1970's, in such key occupa
tions as assistant prosecutors and defenders, correctional 
officers, child care workers and law enforcement officers 
in the smaller police and sheriffs' agencies. Low salaries, 
lack of career opportunities and the difficult working 
conditions characteristic of many of these jobs were 
identified as impOltant contributing factors. High person
nel turnover had served to reduce the average experitence 
level of pen;onnel in these positions, and had entailed 
substantial investments in recruitment and initial training 
of replacements. 

The reductions in personnel turnover experienced 
since 1974, in turn, appear to have been due primarily to 
external labor market factors, i.e., the growth in unem
ployment accompanying the recent economic recession, 
rather than to any basic improvement in the relative pay 
or conditions of employment in these occupations. To 
the extent that the labor market continues to provide a 
8urplus of job seeker~, in relation to available openings, 
personnel turnover and recruitment problems will be 
reduced in the years immediately ahead. From a person
nel management standpoint, this will, at least temporar
ily, provide favorable conditions for more selective 
recruitment and for a shift of emphasis in training pro
grams from quantity to quality. 

However, our longer-range assessment, predicated on 
restoration of more favorable economic growth rates by 
the early 1980's, indicates the liklihood of an increase in 
personnel turnover unless corrective actions are taken. 
Some of these actions, such as needed adjustments in 
salary structures, are normally not within the authority of 
agency executives, themselves. However, more can be 
done, in many agencies, to improve career development 
programs, to correct adverse working conditions and to 
make jobs more challenging. Organizational reforms, 
such as consolidation of very s~all police or prosecutor 
agencies and unification of court systems, would also 
help to reduce personnel turnover, by broadening train
ing and advancement opportunities. 

An additional personnel policy issue, discussed in this 
chapter, has been the assessment of progress by law 
enforcement and correctional agencies in providing 
equitable employment opportunities to minority person
nel and women. Based on available statistics, progress 
has been limited and uneven. The percentage of black 
officers is still very low in state and county police and 
sheriffs' agencies, and few states or regions have 
achieved parity between the proportions of blacks in their 
population and that in their police forces. Although the 
proportions of blacks among correctional officers was 
found to be gene!.!ally higher than in police agencies, 
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none of the state prison systems with substantial propor
tions of black inmates had approached similar ratios in 
their correctional staffs. Finally, our assessment of the 
employment of women in line law enforcement or cor
rectional positions has revealed very limited overall 
progress 1;', broadening employment opportunities for 
women outside of the traditional "female-type" posi
tions in these agencies. 
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CHAPTER VI. HIGHER EDUCATION FOR LAW 
ENFORCEMENT AND CRIMINAL JUSTICE PERSONNEL: 

THE LAW ENfORCEMENT EDUCATION PROGRAM 

In addition to surveying the quantitative personnel 
needs of criminal justice agencies, a central task of the 
National Manpower Survey was to assess the adequacy 
of the training and education of personnel in these agen
cies and of existing federal assistance programs for these 
purposes. The largest and most visible of these LEAA
fun :~d programs has been the Law Enforcement Educa
tion Program (LEEP). Expenditures for this program 
exceeded $41 million in Fiscal Year 1975 and accounted 
for more than one-half of total LEAA funded expendi.
tures for training and academic assistance. During the 
8 years following its authorization by the Congress in 
June 1968, tl ~ LEEP program is estimated to have pro
vided financlal assistance to a quarter of a million em
ployees, or potential employees, of criminal justice 
agencies, with a total cumulative expenditure of $234 
million. 

The premise underlying the LEEP program is that an 
upgrading of the educational level of criminal justice 
personnel, particularly police officers, is a necessary 
condition for improving the performance of these per
sonnel. The first section of this chapter presents evidence 
bearing on this issue based on a combination of research 
approaches, including occupational task analyses, ex
ecutive assessmentl, and empirical ~search on the rela
tionship between educational attainment and job 
performance of police officers. It also presents data on 
current and projected educational standards for entry into 
these positions. 

The second section assesses the role played by t.he 
LEEP program in contributing to the educ~tional upgrad
ing of criminal justice personnel, including both quan
titative and qualitative aspects of the LEEP-funded 
college programs. 

The third section examines the implications of future 
trends in agency personnel needs and resources for LEEP 
or other federal academic assistance programs. 

The final section summarizes our findings concerning 
major needs and priorities tor academic assistance, based 
on these assessments. 

A. The Issue of Educatiemal Standard~ 
1. Major commission recommendations. Although 

the need for college-educated administrators in both law 
enforcement and cormctional agencies has long been 
recognized, recommendations ~hat all line office·rs in 
these activities be required-or encounigea-to pursue 
their education beyond the high school graduation level 
are of more recent origin and have been largely confined 
to the law enforcement field. Such diverse organizations 
as the Police Foundation, the American Bar Association 
and the International Association of Chiefs of Police 
have become proponents of higher education for police, 
as part of a process of "professionalizing" the police 
occupation. Perhaps the greatest i!llpetus for educational 
upgrading of police officers, however, has come from 
the two national commissions convened during the past 
10 years to recommend improvements in the criminal 
justice system. 

• The Report of the President's Commission on Law 
Enforcement and Administration of Justice (1967) 
proposed an immediate reqUirement of a bac
calaureate degree for all police officers in supervis. 
ory and executive positions and a similar four-year 
degree requirement for all sworn police officers as 
an "ultimate aim." The latter recommendfttion was 
coupled, however, with a proposal for establishment 
of three levels of entry into police work: (1) a 
"community service officer" who would serve in an 
apprentice Of para-professicmal role, without general 
arrest powers; (2) a sworn police officer; and (3) a 
new position of "police agent," with broader scope 
and highee qualifications than the general police 
officer. The "community service officer" position 
wou),d not require a college education and would 
provide a channel of entry into police work for 
motivated younger persons, who might not other
wis~ qualify for sworn officer positions. The educa·, 
tional standards for the sworn police officer would 
be prl\igressively raised from the then-prevailing 
standard of a high school diploma to that of a college 
diploma. The proposed "police agent" position ill 
tum, would initially require a two-year college de~ 
gree, and an ultimate four-year degree. 1 

• The report of the National Advisory Commission on 
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Criminal Justice Standards and Goals 0.973) also 
proposed a phased increase in minimum educational 
standards for all new entrants into sworn officer 
positions, from an immediate requirement for com
pletion of one year of college, to an ultimate re
quirement of a bachelor's degree by 1972. 2 

In contrast to the above recommendations on police 
officer standards, the national commissions, as well as 
professional associat~ons in the correctional field, have 
generally supported a more modest minimum standard of 
high school graduation for the line correctional officer 
position. These recommendations have no doubt been 
influenced by the narrower range of responsibilities of 
most line correctional officer positions than of police, 
officers, and by lesser agency emphasis on minimum 
educational standards for correctional officers than in the 
case of police officers. Thus while the President's Crime 
Commission reported, in 1967, that over 70 percent of 
police departments required a high school diploma for 
police candidates, and that a number of departments had 
already established a requirement for some college work, 
u survey of state correctional !lystems that year indicated 
that only 59 percent of the states required a high school 
diploma or GED for selection as a line correctional 
officer. Although there has been little support for estab
lishment of a higher educational standard as a require
ment for entry into basic correctional officer's positions, 
the President's Crime Commission Task Force on Cor
rections, as well as professionci organizations such as the 
American Correctional Association, have recommended 
upgrading of educational levels of correctional officers, 
generally, through continuing education programs, as 
part of career development of correctional officers for 
supervisory and managerial positions and for increased 
assumption of certain counseling functions by these per
sonnel. 

The proponents of a college-level education,u re
quirement for entry into police officer positions have 
supported this rer.ommendation on severBl grounds. 
These have included job complexity and scope, organiza
tional considerations and labo!' market factors: 
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o Job complexity. The wide variety of tasks and re
sponsibilities of police officers, including many in
volving considerable use of discretion, have been 
cited as requiring personnel with a broaa under
standing of social and behavioral problems, includ
ing particularly those relevant to community 
relations, to crisis intervention and to juvenile delin
quency behavior. In addition, the introduction of 
new .technology into both the patrol and investiga
tive functions, as well as the requirement for in
creased legal ~ophistication as a result of recent 

Supreme Court decisions, have, it is claimed, 
further increased the intellectual and educational 
demands of the police officer position. 

• Organizational considerations. In addition to jus
tifications based on the specific duties and knowl
edge needs of the basic patrol officer, others have 
emphasized that career development considerations 
require a large pool of college trained line police 
officers, since selection of investigators, supervisors 
and managerial personnel is almost entirely from 
internal sources. It has also been con!ended that, 
although college education may not be essential for 
performance of many police officer tasks, the better 
educated personnel are more proficient in certain of 
these tasks, are more trainable for more complex or 
specialized assignments, are likely to be less au
thoritarian and are more apt to support or adapt to 
innovative approaches, such as team policing, thus 
creating an impetus for system:; change and im
provement. 

_Labor market trends. The increasing educational 
attainment of the labor force-and the growing trend 
towflrds extension of the normal educational period 
to include at least 2 years of college-has in
creased the pool of potential applicants for police 
positions with at least some college education. It has 
been contended that if police departments continue 
to maintain a high school graduate standard of entry, 
they will-in effect-be lowering their standards in 
relation to other occupations and to the general edu
cational level of their service populations. In addi
tion, as opportunities for higher education are 
"democratized," the smaller pool of non-college 
trained applicants will tend to become increasingly 
less qualified, in terms of motivation and ability. 

Not all authorities, either inside or outside of the 
police profession, have accept~~d the above reasoning. 
Opponents of a mandatory minimum educational stand
ard above the high school graduate level, although not 
challenging the desirability of continuing higher educa
tion for police officers, have questioned the relevance of 
college education, per se, to the performance of the tasks 
of the basic patrol officer, contending that many other 
aptitudes-such as motivation, innate intelligence. hon
esty and inter-personal skills-are more relevant to 
pOlice performance. Moreover, in the, absence of demon
strated job relevance, they have contended that estab
lishment of higher educational standards has the effect of 
discriminating against otherwise qualified applicants 
from minority groups and thus is incompatible wi~h equal 
employment opportunity policies. 
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Several approaches were taken, in the present study, 
to assess the validity of the above positions. These have 
included: (1) an analysis of police officer tasks, and 
related skill and knowledge requirements, based on oc
cupational analysis rating procedures; (2) a review of 
available empirical research on the relationship between 
educational attainment and police performance; and (3) a 
survey of police executive opinion concerning relative 
performance of college and non-college trained officers. 
These findings are summarized in the following sections. 

2. Occupational analysis findings. In the course of 
NMS field visits to law enforcement agencies, data were 
collected from small samples of police officers on tasks 
performed, on skill and knowledge requirements for 
these tasks, and on the ways in which these skills had 
been learned, or could best be acquired, in the judgment 
of the respondents. Two measures of the education<li 
level needed for each task were applied to these results 
by NMS job analysis. The first was the General Educa
tional Development rating scale, on which each of the 
tasks was rated for level of complexity along three 
dimensions-reasoning, mathematics, and language 
skills. The second measure was the incumbent's own 
assessment as to whether college education was' 'neces
sary or highly desirable" for each of the tasks per
formed. 

Of the more than 30 tasks performed by most patrol 
line officers in the agencies visited, none was identified 
by either method as requiring college education. In con
trast, a significant number of tasks performed by super
viso;.-s and by managerial-level officers was considered as 
requiring college education, based upon one or both of 
the above criteria. Generally, either special training or 
informal on-the-job experience or training (from co
workers and supervisors) were considered to be the best 
ways to learn all the patrol officer tasks, as well as many 
of those performed by higher ranking officers. 

The above appraisals cannot, however, be considered 
as definitive, for several reasons. The GED rating proce
dure is designed to measure the complexity and sophisti
cation of 8. given task, but not expUcitly to indicate 
whether college education is required. Both the GED 
ratings .anell the incumbents' ratings were based on the 
judgments of a small number of individuals and are 
subject to their biases and preconceptions. Furthermore, 
the establishment of a content link between a task and an 
area of knowledge is inherently difficult and judgmental 
with respect to many of the more broadly defined tasks 
performed by police officers. 

3. Empirical research findings. Although cuHege 
education may not be essential for performance or any 
specific patrol officer task, it is possible that college-

educated personnel, as a group, do in fact perfonn better 
than other police officers. In the past decade, a number 
of empirical studies have attempted to test this 
hypothesis. One group of studies has attempted to meas
ure the relationship between education, other personnel 
characteristics and actual performance. A second group 
has, less directly, attempted to measure the relationship 
between educational background and certain psychologi
cal traits presumed to be desirable for police work. 

a. Studies of relationship between education and 
police peljormance. One of the most comprehensive of 
these studies, by Cohen and Chaiken of the Rand Corpo
ration, was based on a longitudinal sample of 1,915 
police officers in New York City for the period 1957-
1968 and included 33 "predictor" variables and 12 
measures of performance. Based on simple correlations, 
officers with higher educational attainment were found to 
be more likely to be promoted rapidly and less likely to 
have been subject to disciplinary action. However, when 
other variables were included through multiple regres
sion analysis, educational level was not found to be a 
significant performance factor, except with respect to the 
frequency of civilian complaints. 

Some confirmation of the relationship between educa
tionallevel and rapidity of promotion of poHce officers is 
provided by an analysis of the relationship between col
lege education and occupational level of police officers, 
based on the results of the Census Bureau's 1974 Survey 
of Characteristics of Employees of Criminal Justice 
Agencies. Table VI-1 shows the percentage of police 
officers who have completed one or more year of col
lege, by length of tenure, in each of four occupational 
categories: basic patrol officers, investigators, super
visors and managers. Among officers with the same 
length of tenure, the proportion of college educated 
officers was found to be higher in each of the higher
level occupational categories-investigators, supervisors 
and managers-than among the basic patrol officers, 
with the exception of those with fewer than 6 years of 
agency tenure. Thus, among officers with 16 or more 
years of tenure., about one-half of all supervisors, bn~ 
only about one-fifth of basic patrol officers, had some 
college education. On the other hand, within each tenure 
group other than those with 21 or more years of service, 
the proportion of college educated officers at the man
agerial level-such as chiefs and deputy chiefs of 
police-was smaller than those at the supervisory level. 
This apparent anomoly is probably due to the fact that a 
relfltively large proportion of managerial level officers 
are employed in the smaller, less-urban agencies, where 
general educatianallevels of personnel tend to be lower, 
whereas both supervisors and investigators are more 
concentrated in the larger agencies. 
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TABLE VI-l 

Percentage of Sworn Law Enforcement Personnel 
With One or More Years of College, 
by Occupation and Years of Service 

in Present Agency, 1974 

Loss Than 6 to 10 11 to 15 16 to 20 21 or More 
6 Yea" Yea" Yea" Years Yea" 
Tenure Tenure Tenure Tenure Tenure 

All sworn personnel -- 50.9 47.6 45.4 35.1 31.6 
Patrol officers ----- 53.2 44.3 35.1 22.6 20.2 
Investigators _______ 70.7 62.9 59.4 52,4 27.2 
Supervisors ------- 49.6 70.3 63.1 48.2 50.9 
11anagers _________ 34.5 46.6 48.7 46.3 39.8 

Source: u.s. Bureau of the Census, Criminal Justice Employee Charucteri5!ics Survey. 
1974. 

An additional study, designed to identify characteris
tics related to field perfotmance of Chicago police offi
ers, found a significant relationship between education 
and perfOlmance ratings for one of the groups of whilte 
officers studied, but for none of the groups of black 
officers included in the study. 

On the negative side, there is some evidence, in these 
and other studies, indicating that college educated offi
cers are more likely to resign voluntarily. Although 
higher turnover is not a direct measure of performance, it 
does entail a cost to the employing agency for recruit
ment and training of replacements. 

b. Education and police officer attitudes. A number 
of studies have attempted to measure the relationship of 
college education and authoritarian attitudes among 
police officers. Studies by Smith, Locke and Walker, 
based on samples of New York City police officers, 
indicate that officers attending college are less authoritar
ian than other officers. On the other hand, a study by 
Smith and Ostrom found only weak and inconclusive 
relationships qetween college education and certain re
sponses to authoritarian attitudes. 

* * * 
Although the above citations are not intended as a 

comprehensive summary of research on titis issue, the 
results are generally representative. Only limited correla
tions have been established between college education 
and police performance. This research is not sufficient 
either to "pr0ve" or "disprove" that such relationships 
exist. It is, ht wever, quite clear that many factors, otLer 
than number of years of formal education, contribute to 
both police performance and to attitudes of pollee offic
ers. 

4. Police chief appraisals. The NMS survey of law 
enforcement executives requested police chiefs in juris-
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dictions with 17,000 or more population to compare the 
performance of college-educated police officers-those 
who had earned college degrees-with that of other 
officers, both in terms of overall performance and in 
terms of seven more specific tasks or performance 
criteria. The results revealed a sharp division of opinion 
among police chiefs: 

• About 40 percent of the nearly 1,100 police chiefs 
responding to this question considered that college
educated officers as a group made better officers. 
However, 35 percent saw no difference between 
college and non-college men in overall perform
ance, and· 13 percent rated non-college educated 
officers as superior. An additional 12 percent ex
pressed no judgment on this issue (Table VI-2). 

• Among the seven aspects of police performance 
with respect to which separate ratings of college 
educated men were requested, a majority of those 
expressing OplntOnS considered college men 
superior in only two categories: "handling pa
perwork" and "achieving promotion." More than 
40 percent of all respondents also rated college men 
as superior in "dealing with juveniles" and "deal
ing with citizens." On the other hand, less than 30 
percent gave superior ratings to the college officers 
in performance of patrol duties, in "making quality 
arrests" or "generating fewer citizen complaints." 

• College-educated personnel were more often per
ceived as superior to other officers by chiefs of large 
agencies than by chiefs of small agencies. In all of 
the performance dimensions but one ("quality of 
arrests") the percentage of chiefs rating college 
graduates superior rose with each succeeding size 
category (see Table VI-3). Among very large agen
cies (400 or more employees) a majority of respond
ents rated college-educated officers as superior in all 
the performance dimensions except "patrol" and 
"making quaHty arrests. " In each size category, the 
dimensions in which college officers were rated the 
highest were those most associated with urban 
policing-paperwork and dealing with citizens and 
juveniles. 

• Executives' overall appraisals of college and noncol
lege personnel were strongly correlated with their 
own educational achievements and their ages (Table 
VI-4). Seventy-four percent of the chiefs with 
graduate work and 64 percent of those with 
bachelor's degrees rated college graduat\~s as 
superior, as compared with only 29 percent of the 
chiefs with only a high school diploma. Similarly, 
63 percent of the chiefs aged 30-39 years, but only 
33 percent of those 60 years or over, considered 
college officers to be superior to those who do not 
have college degrees. 
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TABLE VI-2 

Police Chief Appraisals of PeJjormance of College-Educated 
and Non-College Educated Officers, 1975 a 

(Percent distribution) 

Perfonnance All 
Criterion Responses 

Patrol ____________________________________________________ 
100_0 

Dealing with juveniles 
-----------~--------------------------

100.0 
Dealing with citizens --------------------------------------- 100.0 
Making quality arrests -------------------------------------- 100.0 
Handling paperwork ---,------------------------------------ 100.0 

. Achieving promotion --------------------------------------- 100.0 
Generating fewer citizen's complaints 

----------------~--------
100.0 

Overall performance ________________________________________ 100.0 

• Based on responses of 1,093 chiefs of police agencies in jurisdictions with 17.000 or more popUlation. 
Note: Detail may not add to tO~1ls due to rounding 
Source: NSM Executive Survey, 1975. 

TABLE VI-3 

College-Educated Non-College 
Officers Educated 

Are Officers Are 
Superior Superior 

27.3 17.3 
43.7 12.7 
41.8 10.0 
29.3 lOA 
72.3 5.2 
49.7 8.7 
26.2 11.0 
39.9 13.1 

No 
Dif- Donlt 

ference Know 

41.6 12.6 
33.3 9.7 
36.1 10.2 
46.3 ILl 
19.1 3.4 
35.6 6.5 
48.2 14.5 
34.6 11.6 

Percentages of Police Chiefs Rating College-Educated Officers as Superior to Non-College Officers, 
by Size of Agency a 

Performance 
Dimensioru:. 

Patrol ________________________ . _______________________________________ _ 

Dealing with juveniles ___________________________________________ ~ _____ _ 
Dealing with citizens _____ • _____ . _______________________ - _______________ _ 
Making quality arrests _________________________________________________ _ 
Handling paperwork ___________________________________________________ _ 

Achieving promotions ___________ .. _____________________________________ _ 
Generating fewer citizens' complaints ____________________________________ _ 
Overall performance ___________________________ ..• ______________________ _ 

• Chief of agencies in jurisdictions of 17,000 'If more. 
Source: "IMS Executiye Survey, 1975. 

TABLE VI-4 

All 
Agencies 0-149 
(n~I093) Employefs 

(n~857) 

30.4 29.2 
49.3 48.2 
46.2 44.9 
32.1 31.0 
75.0 72.9 
52.9 49.9 
30.1 28.5 
45.0 44.4 

Size of Agency 

150-399 400 or 
Employees more Employees 
(n=139) (n=97) 

34.4 35.6 
52.3 56.0 
49.2 54.5 
38.7 32.8 
83.1 83.1 
60.7 66.3 
40.7 36.8 
44.4 52.1 

Executives' Opinions on Overall PeJjormance of College Educated and Non-College Educated Police Officers, by Age 
and Educational Attainment of Respondent, 1975 a , 

Age:. 

Age and Educution 
of Polic. Cidef 

30-39 years _______________________________________________________ _ 
40-49 years ~~-__________________ • _________________________________ _ 
50-59 years _______________________________________________________ _ 

60 years and over ___________________________________________________ _ 

Number College Ed". 
of cated Officers 

Reports Superior 

1'20 63.3 
418 48.1 
366 39.6 

94 33.0 

Pereent Distribution 

Non-College No Dift'e .. ence 
Officers or 
Superior No OpinIon 

W.O 26.1 
13.9 38.0 
12.8 47,5 
21.3 45.7 
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TABLE VI-4 

Executives' Opinions on Overall Pelformance of College Educated and Non-College Educated Police Officers, by Age 
and Educational Attainment of Respondent, 1975 a-Continued 

Educational Attainment: 

Age and Educalion 
of Police Chier 

Number 
or 

Reporls 

College Edu· 
caled Officers 

Superior 

Percent Distribution 

Non·College No Dirrerence 
Officers or 
Superior No Opinion 

Graduate work ------------------------------------------------------ 177 74.0 4.0 33.0 
Bachelor' 5 de!;ree ___________________________________________________ _ 76 60.5 6.6 32.9 
Some college ______________________________________________________ _ 462 41.6 14.5 43.9 
Less than high school __________________________ . _____________________ _ 13 23.1 30.8 46.2 

• Source: NMS Executive Survey orpoli •• chiers in jurisdictions with 17.000 or more population. 1975. 
Note: Delail may not add 10 100 0 percenl due to roundIng. 

* .* * 
In summary, there is no more of a consensus among 

police chiefs than among researchers concerning the ef
fects of college education on police performance. To a 
considerable extent, the judgment of police chiefs on this 
issue appears to be strongly influenced by their own 
background and role perceptions: younger and college
educated executives and those in the larger urban agen
cies express a strong preference for college educated 
officers, whereas the older, le§s-educated executives are 
much less likely to have a positive appraisal. Police 
executives, generally, see little difference in perform
ance between the two groups in terms of those dimen
sions of police work most closely associated with the 
duties of the basic line patrol officers,. Le., patrol per
formance and quality of arrests. The task which is most 
closelY correlated with academic ability, Le., handling 
of paperwork, is the one aspect in which a large majority 
do recognize the superiority of college trained peIsonnel. 
Police executives, by a smaller majority, also recognize 
that college trained personnel are more likely to be pro
moted more rapidly-a finding consistent both with re
sults of available empirical research and with the NMS 
occupational analysis findings on the relevance of col
lege education to key tasks of supervisory and 
managerial-level officers. Finally, college men are rated 
higher, by a plurality of respondents, on certain peace
keeping functions, such as "dealing with citizens" and 
"dealing with juveniles. " The latter functions, as well as 
paperwork demands are likely to be more significant 
aspects of the police role in the larger, urban police 
departments and may-in tum-help to explain the more 
positive assessment of college trained officers, by the 
heads of these agencies. 

5 .. Agency standards and practices. In ad.dition to 
obtaining the opinions of law enforcement executives on 
the relationship of education to performance, th(~ NMS 
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questionnaires also elicited information on current 
agency selection standards for new entrants into line 
positions, as well as on agency policies with respect to 
continuing education of their personneL Such informa
tion was obtained from heads of sheriffs' agencies and 
adult and juvenile correctional agencies, as well as from 
police chiefs. 

As shown in Table VI-5, a high school diploma was 
the standard minimum entrance requirement for sworn 
officers in police and sheriff agencies accounting for 
more than 80 percent of all police employees. About 13 
percent of police agencies and 16 percent of sheriffs' 
agencies had no formal educationel standard or one less 
than a high school diploma, while only small 
proportions-about 5 percent of the pOlice ag~ncies and 
2 percent of the sheriffs' agencies-had requiremt:nts for 
one or more years of college. Smaller police and sheriffs' 
agencies, i.e., with fewer than 150 employees, tended to 
have lower minimum educational standards than did 
large and medium-sized agencies. 

Educational standards for line correctional officer po
sitions in state adult institutions were somewhat lower 
than for police or sheriffs' agencies. Twenty-three per
cent of heads of adult institutions reported that their 
agency had no formal minimum education standard or 
had a standard less than a high school diploma, while the 
remainder-77 percent-required only a high school 
graduation. 

Educational standards for child care workers in 
juvenile institutions varied more widely than for any of 
the other line positions surveyed. Nearly one-fifth (19 
percent) of the juvenile corrections administrators re
ported no minimum educational standard for child care 
workers or one less than a high school diploma, whereas 
a nearly equal proportion (18 percent) required comple
tion of at least one year of college education. Only a bare 
majority (52 percent) had established a high school 



TABLE VI-5 

Current Minimum Educational Standard for Entry Into Line Police Officer and Custodial Officer Positions, 
by Type of Agency, 1975 

Number of responses 
Percent Distribution: 

Maximum ECucation 
Level 

No minimum requirement ________________________________ _ 
Less than high school diploma ____________________________ _ 
High school diploma ____________________________________ _ 
One year of college _____________________________________ _ 
Two or three years of college _____________________________ _ 
Bachelor's degree _______________________________________ _ 

Total _______________________________________________ _ 

• Weighted averages. by size of agency. 
Source: NMS Bxeculive Surveys. 1975. 
Note: DetaU may not add to 100.0 percent. due 10 rounding. 

graduate standard. This varia~ion probably reflects the 
considerable difference in roles of child care personnel in 
different institutions, ranging from strictly custodial 
functions in some agencies to much more direct in
volvement in counseling and Bupervision in others. 

Although directly comparable survey data are not 
available for earlier periods, the available data do 
suggest that there has been a trend towards general adop
tion of the high school graduate standard by police and 

. correctional agencies, but limited momentum towards 
establishing higher college-level standards. However, 
when executives were queried as to the likelihood t.hat a 
higher minimum education standard would be adopted 
by their agencies within the next 2 years, between 
one-fifth and one-fourth of all police chiefs and sheriffs 
surveyed regarded a higher standard in their agencies as 
either probable or almost certain to be adopted in the next 
2 years. About one-fifth of heads of juvenile correc
tions im:titutions similarly predicted art increase in stan
dards for child care workers. On the other hand, only 8 
percent of the administrators of state adult institutions 
predicted establishm~nt of a higher standard tor their 
correctional officers. 

In interpreting these forecasts, it should be noted that 
establishment of entrance qualifications for police or 
correctional officer positions is subject to civil service 
regulation in many jursidictions. Nevertheless, the re
sponses do suggest some trend among law enforcement 
agencies to further increases in minimum educational 
standards, including gradual adoption of a requirement 
for some college work. ) 

In contrast to the limited and cautious adoption of a 
requirement for some college education as a mandatory 
entrance standard, the NMS survey found a much 
broader consensus among police and correctional execu-

Police 
Agencies II 

(Sworn Ortice,,) 

2,639 

11.2% 
2.1 

81.3 
1.9 
3.3 
0.3 

100.0 

Sheriff 
Agencies tI 

(Depuly Sheriffs) 

550 

13.1 
2.7 

81.8 
1.1 
0.9 
0.4 

100.0 

Adull Corree· luvenile Corrections 
!1C'ns Institutions 'nstitutions 

(Cus.odial Ortice,,) (Child eare Worke,,) 

213 

10.3 
12.7 
no 

100.0 

576 

12.1 
7.1 

52.0 
3.1 

14.8 
0.3 

100.0 

tives in support of continuing higher education for their 
in-service line personnel. In response to a question as to 
whether their agencies should encourage line personnel 
to pursue a college degree program once they began their 
police or correctional careers, a very large majority of all 
respondents replied in the affinnative-ranging from 72 
percent of the heads of small police and sheriffs' agen
cies to 95 percent of heads of the larger police agencies 
and 96 peocent of the heads of adult corrections institu
tions. 

A majority of executives in each category of law 
enforcement and correctional agencies also reported that 
their agencies had adopted at lea!!t one of a number of 
policies designed to encourage their staff to continue 
their higher education. The most frequent practice, re
ported by more than one-half in each category, Was the 
adjustment of schedules to facilitate class attendance. 
The incentive, however, which was ranked byexec:ttives 
as "most effective" in. encouraging higher education 
was "provision of increased pay based upon accumu
lated college credits or academic degrees." As shown in 
Table VI-6, this policy was reported a1> in effect by 46 
percent of the police chiefs, in jurisdictions with 17,000 
or more population, and by 27 percent of the sheriffs in 
agencies with 10 or more employees, but by much small
er proportions of heads of other agency categories. On 
the other hand, correctional executives more frequently 
reported use of academic education as part ofthe basis 
for promotion of their line officers or child care w.orkers, 
than did the police chiefs or sheriffs. 

This strong support for continuing education of line 
personnel, by law enforcement and correctional execu· 
tives, stems in part from career development 
considerations. Whereas only modest proportions of ex
ecutives in most agency categories had recommended a: 
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TABLE VI-6 

Percent of Law Enforcement and Correctional Executives Reporting Use oj Selected Policies 
to Encourage Continuing Education of Line Personnel, 1975 a 

Adjustment of Allowing Time Agency Sub- IncrellSed Pay Academic Edu-
Agency Category Work Schedules Off to Attend sidics for Based on CcI- cntion as 

for Cla'ises Book, and lege Credits Basis for 
CIIlS' Attendance Tuition or Degrees Promotion 

Police agencies, "large" a ---------------------------------- 68 26 41 46 27 
Police agencies, "small" " ---------------------------------- 54 40 28 13 12 
Sheriffs :tgencies, Ularge" b --------------------------------- 73 35 30 27 31 
Sheriffs agencies, "small'~ b 51 45 13 5 13 ---------------------------------
State adult corrections agencies _______________________________ 77 26 

., 
31 7 56 

Juvenile corrections agencies _________________________________ 72 35 32 17 43 

Source: NMS Executive Surveys. 1975. 
a HLargel' police agencies are defined as those in jurisdictions wirl' 1/,000 or more population. "Small" police agencies are those in jurisdictions with less than 17,000 population. 
b "Large" sheriffs agencies aredelined Il!t.those with 10 or more employees in 1974. uSmall" sheriffs agencies nre those with less than to employees. 

college education requirement as a condition for selec
tion into the basic line positions in their agencies, much 
larger proportions expressed the opinion that completion 
of one or more years of college should be required for 
advancement to the first supervisory level as shown be
low: 
Percent of Execu~lves Recommending Completion of One 

or More Years of College for Promotioll to 
~,upervisory Positions 

Police agencies, "Iaq;e" ______________________ 53 
Police agencies, "small" ______________________ 27 
Sheriffs' agencies, "large" ____________________ 38 

Sheriffs' agencies, "!mal1" ____ ~--------------- 17 
Adult corrections agencies __ ".__________________ 32 
Juvenile corrections !;gencies __ ._________________ 61 

Source: N MS Executive SUI veys. 1975. 

Support for a ~ollege training requirement for super
visors by law enforcement exe..:utives was much more 
extensive among heads of larger police and sheriff agen
cies than among heads of the very small agencies, proba
bly due in part to the more complex tasks and roles of 
supervisors and lioe managerial personnel in the larger 
urban agencies. Similarly, the much gveater support of 
college training for child care supervisors in juvenile 
corrections agencie~", than for supervisory officers in 
adult institutions, can be attributed to the broader respon
sibilities of the former personnel for counseling and 
related non-custodial functions. 

There is clearly even more e7..teIl3~ve recognition of the 
need for at least a four .. year college education standard 
for appointments to the top executive position in police 
and correctional agencies. Thus, although opinions on 
these issues were not dire(~tly elicited in. the NMS survey, 
a recent LEAA-funded study by the Police Chief Execu
tive Committee of the Intemational Association of Chiefs 
of Police--based on a comprehensive survey of both 
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police executives and local officials--recommended that 
a baccalaureate requirement should be immediafely es
tablished for future police chiefs in agencies with 75 or 
more employees. It also recommended an immediate 
requirement for completion of two years, of college for 
smaller agencies, and the establishment of a four-year 
degree requirement for the latter agencies by 1982_ 3 

These finq.ings are reinforced by the NMS occl.lpational 
analysis assessments of anticipated changes in the 
knowledge and skill requirements for poiice executives. 
Among these trends are an expected requirement for an 
inrrell'l",d awareness, by executives, of contemporary 
social problems affecting the police role in their com
munities, an increased knowledge of modem techniques 
of management, budgeting, planning, personnel admin
istration and labor relations, as well as increased profes
sional expertise in crime resistance techniques and in 
such technical fields as criminali&tics. 4 

B. The LEEP Program 

1. Program objectives and guidelines. The Law En
forcement Education Program was initiated in 1968, 
under a provision of the Omnibus Crime Control and 
Safe Streets Act which authorized the Administrator of 
the LEAA "to carry out programs of academic educa
tional assistance to improve and strengthen law enforce
ment. "5 Review of the legislative history of this 
provision indicates that it received strong impetus from 
the concurrent issuance of the report of the President's 
Commission on Law Enforcement and Administration of 
Justice, which had strongly endorsed higher education 
requirements for law enforcement personnel. Although 
initially oriented to law enforcement personnel only, 
subsequent amendments, in 1970, extended the coverage 
of the program to .all categories of criminal justice per
sonnel. 
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The program provides for loans and grants to indi
viduals for higher education in criminal justice or related 
studies. Loans are provided to individuals engaged in 
full-time study directly related to the criminal justice 
field. Grants are provided, through approved institutions, 
to in-service students enrolled in degree programs related 
to law enforcement or other criminal justice fields or in 
courses considered suitable for persons employed in 
these fields. Under the 1973 amendment to the law, loans 
are authorized up to $2,200 per year, and grants, up to a 
maximum of $250 per academic quarter or $400 per 
semester. 

The LEEP program is administered by the regional 
offices of LEAA, under guidelines and regulations 
promulgated by the national office. Funding is allocated 
among the LEAA regions on the basis of a formula 
which gives equal weight to population and to the 
number of criminal justice personnel in each region. 
Allocations to states are based upon forml1las which vary 
among regions, with some following the same proce
dures used in the allocation among regions. These funds, 
in tum, are allocated to individual institutions in their 
states in cooperation with the state planning agencies, 
typically based on the number of appli(:ants for LEEP 
assistance and on the population distribution within the 
region or state. The award of grants or loams to individual 
students is administered by the educational institutions, 
themselves, in accordance with the priorities or other 
guidelines established by LEAA. 

Although both pre-service and in-selrvice personnel 
were initially ~ligible for LEEP assist:lnce, a list of 
priorities, established in 1973, had the effect of virtually 
terminating grants to pre-service students. The new sys
tem provided that students were to be funded in the 
following order: 

• all returning LEEP recipients; 
• new local or state criminal justice personnel on 

academic lea.ve; 
• other new state or local criminal justice personnel; 
• crirrlinal justice teachers; 
.. federal criminal justice personnel; 
• new pre-service students; and 
• criminal justice personnel working toward a law 

degree. 
Since the number of continUing LEEP-funded students 
and the number of new applicants from :among in-service 
criminal justice personnel effectively exhausted-or 
exceeded-the available LEEP appropriafiions, the effect 

. of the above priority sequence was to virtually preclude 
grants or loans to new pre-service stucie;nts or to person
nel newly enrolling in graduate progI'ams. 

In addition to the above priority sequence for student 
eligibility, a number of guidelines or general criteria 

have been established by the LEAA for qualification of 
institutions and programs for LEEP funding. Thus, the 
official guideline manual for the program, issued in 
1975, includes the following criteria: 

• Content of criminal justice programs. Emphasis to 
be placed on courses teaching broad principles and 
problem-solving techniques, rather than narrowly 
technic?l or "how to" skills, which can more ap
propl1ately be learned on the job or in recruit train
ing. 

• Academic qualifications offaculty members. Faculty 
members should preferably possess at least a mas
ter's degree; some should possess doctoral degrees. 

• Use of part-time faculty. No crime-related degree 
program to be conducted with only part-time faculty 
members. 

• Studentlaculty ratio. The ratio of full-time equiva
lent majors in crime-related studies to full-time 
e\~uivalent faculty shall be no more than 60 to 1. 

The above, and related, guidelines have not been es
tablished as mandatory requirements for institutional 
eligibility, but apparently serve as general guides to 
regional office or other personnel responsible for ad
ministering the program. Moreover, no provision has 
been made for formal academic accreditation of pro
grams, either by LEAA or by non-governmental ac
crediting institutions, as' a condition for eligibility. 

2. Current LEEP issues. LEEP was initiated in fiscal 
year 1969 with a first-year appropriation of $6.5 million. 
Appropriations for the program were increased in suc
ceeding years to a level of $40 million by fiscal year 
1973 and were maintained at that level in fiscal years 
1974-76. The President's Budget for fiscal year 1977 
included an appropr1~tion of $40 million for the transi
tion quarter; July-September 1976 but did not provide for 
any funds for fiscal year 1977. This amount would have 
been sufficient to finance the program at its present level 
during academic year 1976-77, but it would have re
quired termination of LEEP at the end of the year. 
However, the Congress voted, and the President signed, 
an appropriation of $40 million for the transition quarter 
and another $40 million for fiscal year 1977. With the 
transition-quarter appropriation available to finance 
LEEP during the 1976-77 academic year, the fiscal 1977. 
appropriation provides advance funding for academic .. 
year 1977-78. 

Through the end of fiscal year 1976, appropriations fOt' 
the program have totaled $234 million. LEEP financial 
aid has been provided to roughly 1,200 educational in
stitutions and to a cumulative total of approximately 
250,000 students. The 'program, by all accounts, has 
been a major factor in the very rapid expansion of crimi
nal justice education programs throughout the country. It 
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has also received strong support both from law enforce
ment and other criminal justice administrators and from 
employee groups who have been beneficiaries of the 
program. This aid program, and the criminal justice 
education programs which it has helped to support, 
have-at the same time-been subject to severe criticism 
from a number of sources, including academic leaders in 
the criminal justice education field, itself. Some of these 
criticisms have focused on the issue of the quality of 
many of the education programs offered, including-for 
example-the lack of adequate academic standards or 
clearly defiped curriculum objectives, excessive concen
tration on narrow technical training subjects, lack of 
adequately qualified full-time facclty and other institu
tional shortcomings, and disproportionate LEEP con
centration on law enforcement subjects and personnel. 
Among major administrative shortcomings noted in a 
recent GAO review were the absence-to date-of any 
systematic program for evaluation of the LEEP program. 

Although the NMS study guidelines did not require, or 
provide for, a comprehensive review of all aspects of the 
LEEP program, an assessment of its role in upgrading of 
criminal justice personnel and of certain qualitative as
pects of the educational programs supported by LEEP 
W2~S undertaken, using several major data sources. These 
induded: information provided by LEEP-funded institu
tions in their annual grant applications to LEAA, field 
vhlits by NMS representatives to a small number of 
Ump-assisted institutions; conferences: and consclta
tions with leading educators in the criminal justice field; 
and collateral information based on other available data 
sources, such as the 1975 Census survey of criminal 
justice employees. The resclts of this analysIs are sum
marized in the following sections. 

3. Impact of LEEP on educational attainment of crim
inal justice personnel. The establishment of speciaLized 
programs of higher education in law enforcement and 
other crime-related fields-and increased participation in 
these programs by personnel of criminal justice 
agencies-were trends which had gathered considerable 
momentum prior to the initiation of the LEEP program. 
Academic institutions such as the University of Califor
nia, Berkeley; Michigan State University; Northwestern 
University; and Texas A&M had pioneered in offering 
degree programs in criminology or polk: administration 
in the 1930' s and 1940's, or had offered academic courSe 
work in these fields. In 1959, one study had identified a 
total of 77 crime-related programs offered in 36 different 
institutions. 6 In 1965, a directory compiled by the Inter
national Association of Chiefs of Police listed 125 such 
programs, in the field of police science alone. By 1969, 
at the time of initiation of the LEEP program, the number 
of such identified programs had approximately doubled. 
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Since initiation of the LEEP program, the number of 
"law enforcement" courses or programs has grown at an 
extremely rapid rate. Thus, the 1975 IACP Directory 
listed a total of 1,245 separate law enforcement and 
criminal justice prcgrams-an 890 percent increase in a 
single decade. By the 1975-76 academic year, a total of 
1,024 academic institutions were receiving some LEEP 
financial aid including many of which offered more than 
one cdminal justice program. The rates of expansion 
indicated by these summary figures may wc.:i.l be unparal
leled in the history of higher education in the United 
St:.ltes and-in turn-have contributed to many of the 
qualitative problems, reviewed later in this chapter. 

An initial question addressed by the NMS analysis was 
the extent to which the LEEP program had contributed to 
increasing the educational attainment of law enforcement 
or other criminal justice personnel. As shown in Table 
VI-7, about one-fifth (20.4 percent) of all employees of 
state and local criminal justice agencies (excluding 
courts) had received some financial assistance under the 
LEEP program. This corresponds to a total of nearly 
200,000 employees based on responses to the Census 
1975 sur··ey of criminal justice personnel. Excluded 
from this total, in addition to courts personnel, were 
students who had received LEEP assistance, either as 
pre-service or in-service personnel, but who were not 
employed in state or local criminal justice agencies in 
late 1974. When allowance is made for the latter 
categories, as wen as for newly qualified LEEP recip
ients after 1974, it is probable that at least 250,000 
college students were aided by the program between its 
inception and the 1976-77 academic year. 

TABLE VI-7 

Percent of Employees of State and Local Criminal 
Justice Agencies Who Had Received LEEP Assistance, 

by Sector, October 1974 

Percor.iage df 
Sector lncumbcnts 

All criminal justice system personnel, excluding 
coyrts ________________________ ". ______ ._____ 20.4 

Law Enforcement ____________________________ 23.0 
Police ____________________________________ 23.6 

Sheriffs ___________________________________ 20.0 
Corrections ___ .. ______________________________ 14.2 

Adult corrections ___________________________ 14.0 
Juv~nile corrections _________________________ 14.2 
Sheriffs' jails ______________________________ IS .. 3 

Probation and parole __________________________ 25.8 
Others ______________________________________ 3.5 

Source: U.S. Bureau of the Census. Criminal Justice Employee Ch.,,,,,:teristics Su,,~y 
(1975). 
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The Census survey also indicates that LEEP assistance 
had been heavily concentrated among personnel in the 
law enforcement sector. Over 81 percent of all recipients 
were employees of police and sheriffs' agencies (other 
than jail personnel). An additional 13 percent were em
ployees of state or local corrections institutions. Em
ployees of probation and parole agencies accounted for 
4.6 percent of the total. Less than one percent of LEEP 
re0ipients were employed in prosecution or public 
defender offices (Table VI-8). 

More detailed analyses of LEEP participation rates by 
sector and occupation indicate that over one-fourth of all 
sworn law enforcement officers and of probation and 
parole officers had utilized this program, in contrast to an 
average of only 14 percent of personnel in correction~ 
agencies. Several factors have probably contributed to 
the greater use of LEEP by police officers than by correc
tional officers. Educational standards for entry into 
police officer positions, and promotional and pay incen
tives for continuing education in the larger police agen
cies, have tended to be greater than for correctional 
officers. As a result, the Census survey data indicate that 
about 81 percent of all police officers in 1974 were in the 
educational category of high school, but non-college 
graduates, the group which has been the primary reci
pients ofLEEP assistance. In contrast, only 74 percent of 
line correctional officers in adult institutions were in this 
educational range. Other factors, such as the geo
graphical location of many large correctional institutions 
in rural communities, the 24 hour work sched
ules of correctional institutions, and the more 
limited availRbiIity of criminal justice educational pro
grams adapted to the correctional, rather than police 
science field-may also have contributed to the lower 
participation of correctional officers in such programs. 

TABLE VI-8 
Distribution by Sector of Criminal Justice System Per

sonnel Who Have Received LEEP Support 
October 1974 

Sector 

Total, excluding courts ______ • ________________ _ 
Law enforcement, total _______________________ _ 

Police ___________________________________ _ 

Sheriffs _____________ ~---.-----------------
Correctional institutions, total _________________ _ 

Adult corrections ______ ~ ______ • ____________ _ 
Juvenile corrections ________________________ _ 
Sheriffs' jails .,. ____________________________ _ 

ProbationlParole ____________________________ _ 
Prosecutlon ___________________ • ______ . _______ , 
Defense __________ .--______________________ _ 

Percentage 
Distribulion 

100.0 
81.4 
73.6 
7.8 

13.2 
8.6 
2.9 
1.7 
4.6 

.7 
.1 

Source: U.S. Blmau of the Census. Crimin.1 Jusdce Emplo;<:a Charac!ecistics Survey 
(1975). 

Although the extensive use of LEEP aid by police 
officers has been clearly documented, the extent to which 
this aid has contributed to raising the educational level of 
police personnel is more difficult to quantify . Available 
Census data do indicate that the proportion of police 
officers with some college education rose much more 
sharply between early 1970 and late 1974-during the 
period when the LEEP program was in effect-than it 
had in the preceding decade. As shown in Table VI-9, 
the proportion of police officers with one or more years 
of college rose from 20 percent to 31.8 percent between 
1960 and 1970, based on Census of Population data, but 
apparently increased at a much more rapid rate, to 46.2 
percent, in 1974 based on the results of the special 
Census survey for the latter year. If the proportion of 
officers with some college education had continued to 
increase at the 1960-70 rate, the number with this level 
of education in 1974 would have been about 42,600 
lower than the number actually reported, based on the 
1974 Census survey. 

The latter cannot, however j be solely attributed to the 
LEEP program, since several concurrent influences were 
operating to upgrade the educational level of police per
sonnel, including the general increase in educational 
attainment of new entrants into police officer positions, 
the availability of veterans' educational benefits (as )vell 
as LEEP assistance) to large numbers of recently dis
charged servicemen who entered the police ranks, and 
the increased adoption by police agencies of policies 
designed to encourage continuing education. 

Because of these limitations, a' second method was 
used in order to attempt to measure the LEEPimpact. 
Based on infonnation provided by respondents to the 
1974 Census survey of criminal justi!:e personnel, esti
mates were made cI the proportions of police officers and 
of custodial officers who had attained college degrees 
within specified periods following the period of their 
entry into servjc~ in their agency. Such estimates were 
made for officers who had originally entered service in 
two periods: 1960-64 and 1965-69, and who were still 
employed in 1974. The results for police officers, as 
shown in Table VI -10, indicate that only 2.0 percent of 
the officers who had originally entered service ill 1960-
64 had earned a college degree during the following 5 
yeaJ: period, 1965-69. In contrast, 12.0 percent of those 
who had originally entered during 1965-69 had earned 
degrees during the period 1970-74, when LEEP assis
tance was available. Moreover, an additional 10.0 per
cent of the earlier, 1960-64, entry group had earned 
degrees during 1970-74. A similar analysis, for custo
dial personnel in correctional institutions indioated that 
only 1.0 percent of those who haderitered dl.\ring 1960-
64 and were- still employed in 1974 had earned degrees 
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TABLE VI-9 

Educational Attainment of Sworn Police Personnel, 1960-74 

1960 1970 1974 
Educntion1i 
Altainmenl Number Percent Number Percent Number Percent 

Totals ------------------------------------- 271,000 100.0 392,000 100.0 444,100 100.0 
Less than high school -------------------------- 100,000 36.9 73,300 18.7 45,740 10.3 
High school graduate ___________________________ 116,300 42.9 193,600 49.4 193,180 43.5 
College: 

Less than 2 years ---------------------------- 27,100 10.0 67,400 17.2 70,170 15.8 
2-3 years 

--------------------~-------------
19,800 7.3 42,700 10.9 95,480 21.5 

4 years or more ----------------------------- 7,300 2.7 14,500 3.7 39,520 8.9 
Subtotal: 

Some college ------------------------------- 54,200 20.0 124,600 31.8 205,170 46.2 

Note: Detail may nol add 10 totals becDuse of rounding. 
Sources: U.S. Bureau oflhe Census. Criminal Justice Employee Characteristics Survcy (1975): 1960 and 1970 Census ofPopulDtlon Public Usc Sample lapes: U.S. Bureau oflhe Census, 

Census of Governments, 1972; FederDI Bureau of Inveslig;lIion. Uniform Crime Reports data tape. 

TABLE VI-lO 

College Degrees Earned by Two Entry Cohorts of Sworn Law Enforcement 
Officers During Comparable Periods Following Their Entry 

Degrees 
Earned 

Entrants in 
1%0~ Who Earned 

Degrees During 1965~9 

Entrants in 
1960-64 Who Earned 

Degrees DUring 1970-74 

Enlrnnts in 
1965~59 Who Earned 

Degrees During 1970-74 

NlJI'nber Percent Number Percent Number Pe"'C"1 

Total entrants still in service in 1974 _____________ _ 
Associate degree ______________________________ _ 
Bachelor degree ______________________________ _ 
Master's degree ______________________________ _ 

• Less Ihan 0.05 pc",ent. 

60,507 
1,040 

170 
24 

Sou",.: U.S. Burenu orthe Census, Criminal Justice Employee Characteristics Survey (1974). 

during 1965-69, whereas 9.4 percent of those who en-
. tered during 1965-69 had earned degrees in the follow
ing 5 year period, 1970-74. These results, therefore, 
suggest a significant contribution by LEEP to educational 
upgrading of both police and custodial officers. 

This analysis, h'owever, is also subject to significant 
limitations, as a measure of the direct LEEP impact. The 
analysis necessarily excluded those officers who had 
separated from their agency prior to the time of the 1974 
survey. There is reason to believe that officers with 
college degrees were more likely to voluntarily resign 
from police or custodial officer positions than those with 
lesser education, in part because of their greater alterna
tive job opportunities. 

In view of these limitations, the above analyses cannot 
be considered as providing definitive estimates of the net 
gains in educational attainment of law-enforcement per
sonnel, whicb can be directly attributed to the LEEP 
program. The evidence available does suggest that this 
program was a significant contributing factor. However, 
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100.0 
1.7 
.3 

* 

60,507 
3,599 
2,413 

349 

100.0 
5.9 
4.0 

.6 

127,912 100.0 
10,676 8,3 
4,629 3.6 

171 .1 

other influences, including the availability of veterans' 
readjustment allowances to many criminal justice per
sonnel, the increased policy emphasis upon continuing 
education, and concurrent labor market trends also prob
ably contributed, to some degree, to these increases in 
attainment of college degrees. 

4. Qualitative assessment oj criminal justice educa
tion programs. The ultimate objective of the LEEP pro
gram is not merely the accumulation of course credits or 
college degrees by criminal justice personnel, but the 
development of knowledges, skills and perspectives 
which will contribute to improved performance, and to 
an increase in the overall effectiveness of the agencies in 
which they rut: employed. Such assessments are difficult 
at best. One research approach to evaluating the effect of 
this contribution, through the conduct of a systematic 
follow-up survey of LEEP students, had been proposed 
to LEAA by the NMS projeGt staff, but had been disap
proved, presumably because of cost and time constraints. 
Several less direct measures of quality of criminal justice 
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educati~n programs were available, however, based on 
information provided to LEAA by LEEP-funded educa
tional institutions. These included analyses of: (1) the 
content of criminal justice education programs, to differ
entiate between those which appeared academically 
oriented and those narrowly training-oriented; (2) the 
academic quaiifications of criminal justice faculty; (3) 
the proportion of full-time and part-time faculty mem
bers; and (4) the student-faculty ratio. The actual charac
teristics of LEEP institutional programs, in each case, 
have been compared with the standards provided in exist
ing LEEP guidelines, and-where available--with com
parable data for all higher p.ducation institutions. 

a. Program content. Although LEAA guidelines 
have stressed that criminal justice courses' 'should teach 
broad principles and problem-solving techniques" 7 

rather than narrow technical skills or procedures, a sig
nificant proportion of course offerings under LEEP
funded programs are of the latter type. An an~ysis of the 
14,640 course~ related to criminal justice, listed by 
LEEP-associated institutions in their submissions for the 
1975-76 academic year, indicated that about 15 percent 
of these courses could be classified as "training-type" 
courses, under very conservative classification criteria. 
Since the latter were classified simply on the basis of 
those course titles which appeared to be unamb1guously 
training in nature, they are likely to understate the total 
number of courses which have little or no academic 
content. About 35 percent of all law enforcemel .. ~courses 
were classified in this category, as compared to much 
lower proportions in other criminal justice fields (Table 
VI-H). 

Inclusion of "training-type" courses was most fre
quent among the two-year colleges, where about one
fourth of all courses were in this category, as compared 
to less than one-tenth of the criminal justice course offer
ings in four-year colleges or universities. Based on NMS 
field studies and collateral information, it is clear that the 
two-year colleges are also characterized by a relatively 
heavy curriculum reliance upon the field of law erlf:():l'Ce
ment. Over one-half of all associate degree programs in 
the academic year 1975-76 were specifically identified 
as law enforcement or police science, as contrasted with 
only about one-fourth of the bachelor's degree programs 
and one-tenth.of those at the ma,~ter's degt'l'~e level. 

The emphasis upon "(iractical" job-related law en
forcement training in many of the two-year commumty 
college programs has also created problems of artiyffia
tion of course offerings, and transferability of yourse 
credits, between these institutions and the four-yi'ar col
leges or universities. However, based on 1',YMS field 
visits to a small sample of these institutionsJ!i 1975-76, 
it appears that this problem was not as ext1sive as it had 
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TABLE VI-ll 

Total Criminal Justice-Related Courses and "Training
Type" Courses Offered by LEEP-Supported Institutions, 
by Field Emphasis of the Courses, Academic Year 

1975-76 

Field Emphasis 

Totals ---------------------
Law enforcement ______________ 
Corrections ___________________ 

Judicial administration ---------
Probation/Parole ------'--------
Juvenile justice ---------------
Security 

------~--------------Criminal justice _______________ 

Other -----------------------

All Courses 
Related to 
Criminal 
Justice • 

14,640 
4,771 
1,267 

109 
210 
690 
195 

1,912 
5,486 

Training
Type 

Courses b 

2,132 
1,666 

123 
12 
7 

25 
25 

220 
54 

TI"Jining 
Cqurses lIS 
Pen:entr:le 

of aU Courses 

14.6 
34.9 

9.7 
11.0 

3.3 
3.6 

12.8 
11.5 
1.0 

• Courses listed by LEEP instllulions as directly rel.ted to criminal justice and other an> 
Identifiable as belonging to one of the field emphasis categories. Courses relnted to criminal 
justice but not exclusively related to one of the field .mplmses (e.g., criminal law) nrc classifted 
un:ler "other." Only courses whose titles or descriptions im~ly that a system·wide ~pproach is 
taken a.re c(llSsUied uooer the emphasis category f'crlntinal justice. t I 

b Each course waS assigned an academic emplmsis classification. Only course. tlmt appean:d 
to be unambiguously training in nature are listed in this category. Courses coded as training 
include: traffic control techniques, report writing. polygraph. defensive techniques. and cOnec
tional operations and procedures. Courses that mayor may nol he primarily skill training 
depending on how they are laught (e.g., technique. of criminal Investigation and correctional 
cuslody) .'" ~.cluded from this category. 

Souree: National Manpower Survey LEEP Forms Analy'Is (1976). 

been in the earlier years of the LEEP program. 

b. Faculty qualifications. Although the Limp 
guidelines specify that "it is preferable tW..t faculty 
members possess at least a master's degree;' and that 
some faculty members should possess d0ctoral degrees, 
32 percent of part-time faculty members in LEEP
supported criminal justice prograJtiS, and 12 percent of 
full-time faculty members, Were reported as not possess
ing at least a master's degree in the 1975-76 ac,ademic 
year. The largest proportions of faculty members failing 
to meet this standat:d were found among the. two-year 
public colleges, where 44 percent of the part-time faculty 
and 32 percent of the full-time faculty had not achieved 
this degree level. As shown in Table VI-12, the propor
tions of faculty members with at least a master's degree 
were !uwer in criminal justice faculties than among col
lege teaching faculty generally, with the difference most 
pronounced in the case of the two-year colleges. 

NMS field visits indicate that the lower academic 
credentials of criminal justice faculty members, particu~ 
larly in two-year institutions, is due in part to the con
siderable emphasis given to criminal justice occupational 
experience, e.g., police service, by, many of these in-
stitutions. . 

c. Full-time vs. Part-time faculty. The LEEP 
guidelines establish a minimal standard, that HnO crime 
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TABLE VI-12 

Criminal Justice Faculty Members With at Least a 
Master's Degree at LEEP-Supported Institutions 

Compared With All Faculty Members at All Institutions, 
by Typ2 of Institutions 

Types of Institution 

All institution~ _______ 
Public ____________ 

Private -----------
2-Year colleges, total -Public ____________ 

Private -----------
4-Year colleges, total _ 

Public ____________ 

Private --------- .... -
Universities, total ----Public ____________ 

Pr'vate .... ----------

NA: Data not available. 

Faculty Members with At Least A Master's Degree 
As n Percentage of All Faculty Members 

Criminal Justice Pro- All Institutions 
gmms in 1975-76 in 1972-73 

76.7 92.6 
72.6 NA 
88,8 NA 
59.7 87.7 
59.3 NA 
75.7 NA 
89.5 95.3 
91.8 NA 
75.7 NA 
89.7 92.3 
89.3 NA 
90.0 NA 

Source: NMS LEEP Fonns Analysis (1976); Alan E. Bayer, Teaching Faculty in Academe: 
1972-73 (American Council on Education, 1973), p. 26. 

related degree program will be conducted with only 
part-time faculty members." In the academic year 
19'75-76, only 73 percent of all LEEP supported institu
tions with criminal justice programs had at least one 
full-time faculty member (Table VI-l3). Utilization of 
part-time faculty, moreover, was much more extensive 
in criminal justice programs than among all college or 
university faculty members. These part-time faculty rep
resented 52 percent of all faculty members in all LEEP
assisted criminal justice programs, as compared to only 
24 percent in all college and university faculties. The 
largest proportion of part-time faculty was found among 
the two·year college criminal justice programs (72 per
cent), whereas they represented only about one-half of 
the total criminal justice faculty in the four-year colleges 
and universities. 

d. Student-Faculty ratios. The LEEP guideline!) 
specify that the ra1tio of full-time equivalent students 
enrolled in criminal justice degl1ee programs to ftill-time 
equivalent teaching faculty should not exceed 60 to 1. 
Available data fr<)lm the institutional application forms 
submitted by LE.EP-aided inst.itutions do not permit a 
direct computation of this ratio for each institution. An 
alternative ratio based on thf; relationship of the total 
number of students enrolled in criminal justice degree 

I 

programs to the number of full-time faculty members has 
been computed, Based on collateral evidence, it has been 
assumed that a ratio of 75 students per one full -time 

I 
facv~ty member is roughly equivalent to the 60 to 1 ratio 
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(based on "full-time equivalents") specified in the LEEP 
guidelines. Only about 40 percent of all LEEP-aided 
institutions met this alternative criterion in the 1975-76 
academic year. The proportions of institutions with a ratio 
of 75 students per full-time faculty member in criminal 
justive degree programs ranged from only 30 percent, for 
two-year colleges, to about 55 percent in universities. In 
the case of the two-year colleges, over one-fourth reported 
ratios of 120 or more students per full-time faculty 
member. 

TABLE VI-13 

LEEP-Supported Institutions With Criminal Justice 
Programs That Have at Least One Full-Time 

Faculty Member, by Type of Institution, Academic Year 
1975-76 

Number with at Percentage With 
Number with Least One Full· At Least One Full· 

Type of Institution Criminal Justice Time Faculty Time Faculty 
Progmms Member Member 

All institutions ___ .. ___ 871 637 '73.1 
Public ____________ 695 522 75.1 
Private -------,.--- 176 115 65.3 

2-Year colleges, wtal _ 454 324 71.4 
Public ___ .... __ .... __ • 439 318 72.4 
Private 

-------~----
15 6 40.0 

4-Year colleges, total _ 162 112 69.1 
Public ____________ 60 51 85.0 
Private ----------- 102 61 59.8 

Universities, total ---- 255 201 78.8 
Public ____________ 

196 153 78.1 
Private ----------- 59 48 81.4 

Source: National Manpower Survey LEEP Fonns Analysis (1976). 

In summary, the preceding assessments are generally 
consistent with recent criticisms to the effect that many 
current programs fail to meet minimum standards of 
academic acceptability. In terms of course content, our 
findings are consistent with those expressed in a recent 
report by the American Bar Association: 

... that many of them have a strong vocational 
orientation .... They do not meet the kinds of 
needs that have led to urging the police to 
undertake college work. At best, such pro
grams constitute good training, at worst, 
they're lending status to an effort that. serves 
only to reinforce the most parochial concepts 
prevalent in the police field. 8 

The sine qua lion of an educa.tion program is its fac
ulty, and the two most widely referenced measures of the 
quality of a program's faculty are the proportion of its 
members who are associated with the program on a full
time basis and the proportion who have at least a mas
ter's degree. On both counts the criminal justice 
programs at LEEP-supported institutions of every type 
fall short of the prevailing standards at the same type of 
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institutions. The discrepancies are exceptionally large at 
the two-year college level. 

c. Implications of 
Future Manpower Trends 

Any decisions concerning the future scope and direc
tion of the LEEP program or of any similar programs of 
educational assistance for criminal justice personnel 
must consider not only the past performance of the pro
gram but also the implications of future trends in person
nel needs and resources. Future employment growth 
rates, changes in job functions or roles, and in the educa
tional levels of personnel entering key criminal justice 
occupations will all be relevant in establishing priorities 
for such educational assistance programs. 

1. Employment trends. Based on the projections pre
sented in Chapter IV, the outlook for the coming decade 
is for continued employment growth of the major occu
patioual groups whose personnel have received most of 
the LEEP assistance. However, the rates of employment 
growth will. vary considerably among these occupations, 
as illustrat(~d below: 

SWtlrn OffiC2!'S, police protection agencies __ ~ __ 
Custodial ofti.cers, state adult institutions _____ _ 
Child care wl)rkers, juvenile institutions ______ _ 
Probatil)n and para Ie officers _______________ _ 

Percent frtt:rtBse, 
1974-75 

28 
53 

7 
65 

Although sworn law enforcement officers will still 
constitute the largest single occupational grl)up among 
personnel of criminal justice agencies, their share of total 
employment is expected to decline from 46 percent in 
1976 to 41 percent in 1985. Conversely, employment of 
correctional officers in adult institutions and of probation 
and parole officers is expected to grow at a much more 
rapid rate over this period. Certain other occupational 
groups, such as non-sworn (civilian) police employees 
and non-judicial staff of state trial courts of general 
juri.sdiction-which have made limited use of LEEP as
sistance to date-are also expected to grow at a relatively 
rapid rate. These trends thus suggest the need for a 
significant shift in curriculum emphasis of criminal jus
tice education progmms to include better coverage of 
corrections and c~lurts-related subjects, as against the 
current heavy cbm~entration on line law enforcement 
personnel. . , 

2. Trends in job functions and roles. The results of 
our field analysis of key occupations, and concurrent 
survey information oIl major criminal justice trends, 
suggest that tbe coming decade will witness orlly gradual 
changes in task emphasis, and in related skill and knOWl
edge requirements, for a number of key criminal justice 
occupations. In general, the direction of change where it 

occurs will be toward a broadening of scope in a number 
of the line positions, which in tum will require a broader 
understanding of crime-related behavior, of social prob
lems and of the criminal justice system as a whole. Thus, 
the trend toward team policing and towards greater in
volvement (If the community in crime prevention may 
require an increased understanding by police officers of 
community r,eIations issues as well as additional training 
in basic inwstigative skills, while the trend towards 
community-hased correctional facilities may have the 
effect of expanding the counseling role of custodial per
sonnel, partic!Ularly in juvenile institutions. 

More significant changes in roles are likely to OCCiUT in 
the case of execl,tt!ve and other managerial-level per.son
!leI in line law lenforcement and correctional agencies, A 
variety of pressures and constraints are resulting iln a 
basic change in the traditional, command-style of man
agement of these agencies, including increased pressures 
for improved efficiency imd for use of more sophisticated 
management techniques; increased accountability to the 
Gourts in treatment of offenders; and the growth of public 
sector ~mionization. One illustratiGn of thill trend is the 
emnrgence of separate operational planning units to as
sist management in utilization of staff ~nd other re
sources. Two-fifths of aU police chiefs in jurisdictions 
with 17,000 or more population, reported the existence 
of such units in their departments. Field analysis of their 
functions indicate that most of these units are still at. a 
rudimentary stage; for example. only about one half of 
the police planners sampled analyzed crime and work
load statistics as part of their duties and fewer engaged in· 
bona fide planning or research activities. 9 These 
limitations can be attributed at least in part to the limited 
training of both management and of planning staffs in the 
role of systematic management planning, .and irr'the 
technical skills entailed. Pressures for increased man
agement sophistication will be accompauied by a de
mand for more broadly educated personnel in these key 
positions, and for more comprehensive management 
training programs. 

3. Trends in educational attainment. NMS pro
jections indicate that a continuation of recent trends will 
result in a sharp increase in the proportion of sworn law 
enforcement officers with at least some college education 
in the next 10 years. The percehtage of officers who 
have completed nne or more years of college is projected 
to increase from 46 percent in 1974 to 75 percent by 
1985. In the latter year nearly 19 percent of all law 
enforcement officers are expected to be college 
graduates, or more than twice the proportion ir11974. 
These projections assume that the rate of educational 
upgrading among current swom law enforcement officers. 
who wilLremain in this occupation to 1985 will be the 
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same as· that experienced by groups of officers with 
similar lengths of service in the periods prior to 1974. 

They also reflect the r~placement of older, less
educated officers, separating due to r~tirement or other 
causes, by better-educated young recruits. A combina
tion of factors, as noted in Chapter V, is expected to 
contribute to the expected increase in educational attain
ment of new police recruits. These include: (1) the pro
jected reduction in annual police recruitment needs, 
hence permitting greater selectivity; (2) the higher levels 
of unemployment projected for the period 1974-80, 
which will increase the "upply of qualified applicants; 
and' (3) the continuing trend towards increased college 
enrollment among those who will comprise the pool of 
potential new entrants into police positions during the 
coming decade. 

One of the major implications of these trends is 
that-with the continued increase in the proportions of 
personnel who will already have completed one or two 
years of college work-a growing proportion of appli
cants for LEEP assistance will consist of personnel en
rolled in the third or fourth years of undergraduate study 
at four-year colleges or universities, or in graduate pro
grams. Such programs tend to be considerably more 
costly than those in public two-year colleges. If LEEP 
funding levels were to continue at the same absolute 
dollar level, as was the case between Fisc~ Years 1973 
and 1977, or were even to incre&se only in line with 
generiil ::1creases in tuition costs, the effect would be to 
impose a need for reduction in the number of enrollees 
and, probably, in the number of eligible institutions. 

D. Findings and Recommendations 

1. Major findings. The issue addressed in this chapter 
has been the future role, and direction of, the LEEP 
program or of any similar program of academic assist
ance for cnminal justice personnel. Several analytical 
approaches have been used for this purpose, incluc.>ng a 
review of evidence bearing on the relationship between 
higher education and personnei performance, an assess
ment of the quantitative and qualitative results of the 
LEEP program, and an identification of key manpower 
trends relevant to future needs and priorities for federally 
funded academic assistance programs. 

An inescapable conclusion from the available evi
dence, is that the LEEP program-if it is to be 
continued-must be substantially restructured to l"emedy 
major qualitative deficiencies and to ada!>t it to changing 
manpower needs of criminal justice agencies. This con
clusion is based on the following specific findings: 
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... The basic premise of the LEEP program-that 
higher education per se, is closely associated with 

improved job performance-cannot be clearly sup
porled in the case of the basic line officer positions, 
whose incumbents have been the primary ben
eficiaries of LEEP assistance. Empirical research 
evidence is inconclusive and opinions of law an
forcement executives on this issue, although gener
ally supportive, appear to be strongly influenced ,by 
their own backgrounds. The strongest justifIcation 
for such assistance appears to be on career develop
ment grounds, Le., to develop a broader plOol of 

. educationally qualified personnel for advancement 
to supervisory and managerial level positions. 

• The available evidence indicates that LEEP was 
clearly a major factor in the very rapid growth in 
criminal justice education programs during the 
period since its inception, and that it was probably a 
significant contributing factor in the recent ra,pid 
increase in educational attainment of police and cor
rectional officers. However, the academ;'(: quality of 
much of the LEEP-financed education hall been sig
nificantly deficient, as measured by such criteria as 
program content, faculty characteristics, or student
faculty ratios. In part, these qualitative weaknesses 
are attributable to the very rapid growth of LEEp .. 
funded criminal justice education programs and the 
inadequate initial resources of qualified faculty and 
of educational materials. There is little evidence that 
these programs adequately address the broader so
cial issues associated with crime and crime 
prevention, or with the interface between the crimi
nal justice system and the broader community. 
Course emphasis, as well as student participation, 
have also been disproportionately concentrated in 
the J' ,w enforcement field . 

• From a manpower perspective, the outlook is for 
much more rapid growth in correctional positions, 
than for sworn police officers, thus indicating the 
need for increased emphasis on correctional subjects 
in criminal justice progrp s. A growing prop(\!fion 
of all line personnel in law enforcement and correc
tional agencies will have completed at least one or 
two ye&rs of college, in lRrge part because of the 
rising educational level of new entrants into these 
occupations. As a result, a greater proportion of 
available assistance funds will be needed to assist 
those enrolled in the upper years of four-year under- . 
graduate programs or in graduate study. 

o In addition to these trends, assessments presented 
elsewhere in this report have highlighted significant 
existing deficits in education among mid-level and 
managerial personnel in law enforcement and cor
rectiona1 agencies, as illustrated by the fact that less 
than one-fourth of all law enforcement executives . 



were college graduates in 1975. It is likely that, 
despite substantial progress, a majority of manage
rial incumbents in law enforcement agencies will 
continue to be non-college graduates in 1985. In 
view of the growing need for application of sophisti
cated management techniques in criminal justice 
agencies, and of the increasing constraints and pres
sures for accountability on these executives, an in
creased allocation of resources to education and 
training programs in the field of management should 
command a high priority in future academic assist
ance programs. 

2. Recommendations 
• Firm action should be taken by LEAA to enforce the 

existing qualitative standards for institutional qual
ifications for LEEP assistance as provided in 
current LEAA guidelines. In order to upgrade the 
qualitative level of these programs, LEAA should 
assist the Academy of Criminal Justice Sciences or 
other appropriate potential accrediting organizations 
in accelerating on-going plans to develop accredita
tion standards for these programs. After some rea
sonable notice, programs which do not meet either 
LEEP guideline standards, or appropriate accredita
tion standards, should be disqualified from further 
LEEP assistance. 

.In view of the grvwing proportion of pel'sonnet who 
have already completed one or two years of college, 
guidelines for academic assistance to institutions 
and individual applicants should be revised to pro
vide for a phase-out of LEEP assistance for the first 
two years of undergraduate study. Implementation 
of this policy should, however, recognize the wide 
differences in existing educational attainment of line 
criminal justice personnel by regions, state and lo
cality, which may justify eady action in some states 
and much slower implementation in others. 

'i\ LEEP funds made available by the above proposed 
policies could appropriately be reallocated to the 
following higher priority educational needs: 

(1) Manag,ement education programs. A special 
program of grants for undergraduate and graduate 
work in management-related subjects is recom
mended, to help alleviate deficiencies in the 
education and training of current incumbents or of 
individuals otherwise eligible for advancement to 
managerial positions. The grants should be made 
available to middle-level supervisors and manage
rial personnel in all categories of criminal justice 
agencies; should provide for full support of up to 
one year of resident study; should be nationally 
administered by LEAA and awarded on a competi-

tive basis, with consideration given to equitable 
geographical distribution. 

(2) Graduate programs. A significant proportion 
of LEEP funds should be made available for direct 
grants to criminal justice related graduate programs, 
to support increases in the number of students plan
ning to teach in the field or to engage in planning, 
research or evaluation functions in criminal justice 
agencies. 

(3) Doctoral dissertation grants. A special pro
gram of grants to support doctoral dissertations on 
crime-related subjects should be instituted, as an 
addiHonal means of strengthening the quality of 
research and of education in this field . 

• Guidelines and criteria for allocation of LEEP 
assistance should be modified to encourage adop
tioll of broader curricula, with increased emphasis 
Oil the needs of personnel in correctional and judi
cial process agencies, since the latter categories have 
received a relatively small share of total LEEP 
assistance and are expected to experience the ;:IOSt 

rapid employment growth in the coming 10-year 
period. Similarly, as non-sworn personnel assuml'! a 
larger share of total law enforcement positions, in
cluding those in technical and planning functions, 
such personnel should be assisted in advancing their 
education in crime-related subjects, both at the un
dergraduate and graduate levels. 

.It may be desirable to reassess the current policy 
which virtually precludes authorization of LEEP 
grants to any new pre-service students. It is clear 
that the overall adequacy of supply of applicants for 
line police and correctional positions does not War
rant a general re-opening of the LEI:;:P programs to 
pre-service personnel in the first 2 years of col
lege. Exceptions should be considered in" the case of 
qualified applicants for advanced undergraduate or 
graduate study in crime-related fields, where state 
and local agencies can establish a need for such 
personnel and can provide some assurance of 
placement opportunities, when they have completed 
their education. 

• Finally, if the LEEP program is continued, meas
ures should be initiat{!d to conduct a continuing, 
comprehensive evaluation of this program. This 
should include systematic follow-up surveys of stu
dents who have received LEEP training, as well as 
assessments by employing agencies of the utility of 
such training. The practice adopted by other federal 
agencies, in setting aside, a small percentage of the 
program budget for evaluation, should be adopted 
by the LEAA. 
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E. Conclusions o,n Educational Standards 
The above assessments of educational standards for line 

positions in law enforcement and correctional agencies 
support the following general conclusionsy . 

1. The available evidence--whether based on task 
analysis, on empirical research or on attitudinal responses 
of agency executives-does not support a mandatory 
requirement for college education as a condition for 
satisfactory performanc.,~ in basic police officer or line 
correctional officer duties, as these positions are tradi
tionally organized. 

2. There is some evidence, however, that college 
trained police officers as a group do perform better than 
officers in certain tasks, such as in preparation of reports 
or in service-oriented police practices, such as dealings 
with juveniles or with citizens. Moreover, to the extent 
that the role of the basic police or correctional officer is 
broadened-for example, through greater involvement of 
police officers in community relations activities or 
through assignment of a greater counseling role to line 
custodial offic~rs-a stronger case for college-trained 
personnel can be made. 

3. Generally, however, the strongest justification for 
support of higher education for these personnel relates to 
career development needs in view of the more widespread 
recognition of the requirement for such education for 
supervisory and, particularly, managerial level positions. 
Since line police and correctional agencies rely very 
largely-if not exclusively-upon internal promotions to 
staff these key positionls, the devdopment of a large pool 
of more educated officers in the basic entry-level positions 
is viewed as a necessary condition for the future educa
tional upgrading of the higher echelon staff jn these 
agencies. 
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4. Finally, the recent infusion into the executive ranks 
of criminal justice agencies of younger, more educated 
officers-who have expressed the strongest support for 
upgrading of educational standards-clearly points to an 
increasing emphasis upon higher education as a condition 
of both entry and advancement in these agencies. This 
trend is likely to be reinforced, moreover, by the favorable 
recruitment outlook for most of these agencies, resulting 
from reduced personnel turnover and growth needs and 
from the increased pool of college-educated applicants for 
police and correctional agencies, as discussed in Chapter 
V of this volume. 
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CHAPTER VII. TRAINING FOR LAW ENFORCEMENT 
AND CORRECTIONAL OCCUPATIONS 

In contrast to the broader educational objectives of 
academic degree-granting programs, training programs 
are primarily designed to develop more specific job
relevant skills, knowledge and perspectives. Such train
ing may be provided in a fonnal classroom environment, 
such as that of law enforcement or correctional 
academies, or may be acquired through some combina
tion of structured on-the-job training and of infonnal 
on-the-job learning experiences, through observation of, 
and guidance by, supervisors or peers. 

On-the-job training and learning experiences have 
been-and continue to be-the predominant source of 
development of practical job skills for most law en
forcement and cOITectional officers. Nevertheless, in
creased emphasis has been placed upon more fonnal 
training programs for these personnel, including entry
level training in basic skills, and in-service training to 
provide for maintenance of these skills or for develop
ment of more specialized or technical skills, including 
those related to assumption of supervisory duties. 

This growing emphasis upon fonnal training programs 
has stemmed in large part from a recognition of the 
limitations of more infonnal procedures to provide the 
needed skills and knowledge, During the 1960's, rising 
crime rates, urban unrest, prisoner riots and demonstm
ti.ons, and a series of Supreme Court decisions protect
ing offender rights all highlightect the fact that many law 
enforcement and correctional personnel had been poorly 
prepared to exercise their .responsibilities. An extension 
and strengthening of fannal training programs was rec-

.ommended, therefore, as both a means of improving the 
basic job-relevant skills and· proficiencies of these key 
personnel, and of promoti1lG'more rapid adjustments to 
changing policies and crime-fighting strategies or to 
changes in the social environment, itself. . 

This chapter assesses the current status and adequacy 
of these training programs, sepamtely for law enforce
ment officers and for correctional personnel-other than 
those at the 111anageriallevel, whose tmining and educa
tion ~eeds are reviewed in the following chapter. A point 
of departure in these assessments is the defilution of 
training standards based on findings and recommenda
tions of expert Commissions, the results ofNMS occupa
tional analysis findings and of related survey findings. 

These have provided guides as to desirable minimum 
lengths of training, frequency of training (for in-service 
personnel) and training contents. These standards have 
been compared with current agency practices, as re
ported by executives in response to the NMS surveys, 
and with information on specialized training actually 
received by agency employees, where available. Rec
ommendations on neetIed improvements in existing pro
grams are presented in the final section of the chapter. 

A. Training for 
Law Enfo'rcement Officers 

1. Entry-level training. The need for fonnal entry
level training for new police recruits has long been rec
ognized. Such training had been provided by the i::rger 
police departments for many decades, beginning with the 
opening of the New York City Police Department's School 
of Pistol Pmctice in 1895. However, until re
cently, many smalle,r agencies continued to rely on in
fonnal on-the-job training methods. Moreover, police 
courses-where provided-were often very restricted in 
scope, with primary emphasis on procedures or specific 
skills, rather than basic principles. 

The President's Commission on Law Enforcement and 
Administration of Justice, and the National Advisory 
Commission on Criminal Justice Standards and Goals 
both recommended that entry level tmining of at least 
400 classroom hours be mandated for all new pOlice 
recruits. The latter Commission further recommended a 
distribution of course time to cover the following subject 
areas. l 

Pe",entagc of 
Course Hours 

Introduction to the criminal justice system ________ 8 Law _______________________________________ 10 

Human values and problems ____________________ 22 

Patroi and investigation procedures ______________ 33 

Police proficiency -----F"---------------------- 18 
Administration ________ M ____ ~_.---_____ .________ 9 

Total _____________________________________ 100 

Other specific recommendations of the National Advi
sory Commission included: (1) establishment of, 
perfonnance objectives for tmining programs; (2) a shift .. 
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from the traditional lecture methods of training to 
methods designed to increase trainee participation and 
interest, such as role playing, group discussion, self
paced individualfzed instruction; (3) improved instructor 
training and increased utilization of full-time instructors; 
and (4) establishment of a field training program under 
supervision of highly qualified officers, to be combined 
with the formal recruit training program. The President's 
Crime Commission, as well as the National Advisory 
Commission, also strongly supp0l1ed establishment of 
statewide or regional academies for law enforcement 
training, al)d-ef state commissions on police selection 
an4 training standards, which would have the authority 
to establish mandatory minimum standards for training 
and qualification of police officers in each state. 

The nec~ssity for formal entry training of police offi
cerS was further validated by the results of NMS job 
analysis studies. Samrlt::s of incumbent patrol officers 
were asked to identify th~ skill and knowledge require
ments for adequate performance of various police officer 
tasks. The respondents rated 14 of these tasks as requir
ing a high degree of skill or knowledge upon entry. 
Among these were knowledge of police authorities and 
responsibilities, criminal law, investigative techniques, 
use of firearms, report writing and defensive tactics-all 
requiring some period of initial formal training. Thus, 
even under a specific task-oriented approach, entry train
ing was clearly indicated as essential for satisfactory 
police performance. The length of course time necessary 
to acquire these and other essential skins or knowledge 
could not, however, be established by this procedure, 
since this is likely to depend upon such variables as 
student and instructor capabilities, intensity of training, 
the teaching methods used and the specific content matter 
required by different agencies. Law enforcement training 
experts in a panel convened by the NMS for this purpose 
have, rather, stressed the need for clearly defined per
formance objectives for each aspect of training, as well 
as the importance 'of structured field training as a sup
plement to more formal classroom work. 

Considerable progress has been made in approaching 
some of the quantitative goals for police entry training 
recommended by these Commissions. By 1974,44 states 
had established state commissions on police standards 
and training, as compared to 33 in 1970. The institu
tional resourc~s for provision of such training have also 
expanded rapidly, including a rapid growth in the 
number of state and regional academies for provision of 
training to small and medium-sized agencies. Thus, of a 
total of about 240 law enforcement academies which 
responded to a recent survey of the National Association 
of State Directors of Law Enforcement Training 
(NASDLET), 66 percent were established within the last 
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10 years. 2 Financial support provided by the Federal 
Government has been an important factor in this growth, 
as illustrated by the fact that 23 percent of these 
academies reported receiving financial assistance directly 
from LEAA in 1975 while 17 percent received aid from 
state and criminal justice planning agencies. 

The extent of progress in provision of entry-level train
ing is also suggested by a comparison between the pro
portion of all incumbent sworn officers who had ever 
received police academy training with the proportion of 
agencies currently requiring such training for new en
trants. As shown in Table VII-I, 77.5 percent of all 
sworn officers employed in law enforcement agencies in 
1974 reported in the Census employee survey that they 
had ever attended a police academy. This proportion 
ranged from 52 percent for officers in agencies with less 
than 25 employees to 95 percent, in agencies with 1,000 
or more employees. In contrast, over 82 percent of all 
law enforcemant executives responding to the NMS sur
veys in 1975 reported that their agencies were currently 
providing entry-level training to all their new recruits, 
including all but a very small proportion of agencies with 
25 or more employees. Moreover, among the smallest 
agencies-those with less than 25 employees-69 per
cent of the police agencies and 78 percent of the sheriffs' 
agencies now provided some formal entry-level training 
to all recruits (Table VII-2). 

TABLE Vll-l 
Sworn Law Enforcement Personnel Who Had Attended 

Police Academies, by Size of Agency, 1975 

Personnel Who Had 
Nwnber Attended a Police Academy 

Size of Agency of 
Personnel Number Percent 

All law euforcemcnt agencies ____ 502,254 389,451 77 .. '5 
0-24 employees _____________ 83,005 43,497 52.4 
25-149 ____________________ 

138,073 94,118 68.2 
150-399 ___________________ 54,788 41,229 75.3 
400-999 ___________________ 

52,453 45,267 86.3 
1,000 or more -------------- 173,935 165,340 95.1 

Source: u.s. Bureau of the Census. Criminal Justice Employee Characteristics Survey, 
1975. 

The proportions of all police officers who had received 
formal training were found to vary considerably among 
the 50 states, ranging from only about one-half of all 
officers in several rural states, such as North Carolina, 
West Virginia and New Hampshire, to about 90 percent, 
in New York, California, and the District of Columbia. 
Generally, states with above average educational levels 
~.mong police officers also tended to have a higher pro
portion of academy-trained personnel, probably reflect
ing the combined influence of higher state training and 
selection standards, greater urbanization and differences 
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, 
in overall education and training resources among the 
states. 

Several types of academies or training agencies have 
been used to provide police recruit training. These 
include agency affiliated academies, state or regional 
(intrastate) academies and academies operated by educa
tional institutions; such as community colleges. NMS 
survey reports indicate that law enforcement agencies 
which accounted for about 57 percent of total law en
forcement employment in 1975 provided training 
through agency-operated academies; an additional 36 
percent, through state or regional academies, and only 
about 7 percent, in academies operated by educational 
institutions. Whereas about three-fourths of agencies 
with 500 or more employees relied on their own 
academies, a majority of small and medium-sized agen
cies used state and regional academies or local education 
institutions for this purpose. 

As shown in Table VII-3, the extent to which recruit 
training courses conform to the National Advisory 
Commission standard of 400 or more course hout's varies 
directly with agency size. Among agencies with 400 or 
more employees, over 90 percent of all police depart
ments and 72 percent of sheriffs' agencies provided re
cruit training of 400 hours or more, whereas only small 
percentages of agencies with less than 25 employees met 
this standatd. A distribution of these agencies, weighted 
by their employment, indicates that agencies employing 
nearly three-fifths of all sworn officers provided entry 
training of 400 or more hours in 1974-75 (Table VII-4). 
Average course lengths were substantially longer in 
agency afftliad:d academies than in state or regional 
academies or those affiliated with educational institu
tions. 

TABLE VIl-2 

Police and Sheriffs' Agencies Providing Formal Entry
Level Training, by Type and Size of Agency, 1975 

Type and Size 
of Agency 

Police agencies, total _. __________ _ 
'1-24 employees _______________ _ 
25-74 _______________________ _ 
75-399 ______________________ _ 

400 or more __________________ _ 
Sheriffs' agencies, total __________ _ 

1-24 employees _______________ _ 
25-74 _______________________ _ 

75-399 ______________________ .. _ 
400 or more __________________ _ 

Source: NMS Executive Surveys, J 975. 

Per"ent of Agencies Providing 
Entry-Level Training 

82.2 
69.2 
95.1 
98.1 

100.0 
82.6 
77.6 
93_1 
99.1 

100.0 

In addition to the continuing deficiencies in the avail
ability and length of police recruit training in smaller 
agencies indicated by the above comparisons, the follow
ing qualitative limitations in law enforcement academy 
training were indicated by the NMS surveys. 

• Course contents. A comparison of actual course 
time distribution by major training topics, based on 
the NASDLET survey of over 200 acadeIPies; with 
that recommended by the National Advisory Com
mission on Criminal Justice Standards and Goals, 
indicates that recruit training course contents were 
much more procedurally oriented than proposed by 
the Commission. Thus about 67 percent of course 
hours were being devoted by academies to patrol 
and investigation procedures and to "police profi
ciency" subjects, as compared to a recommended 
allocation of only 51 percent of time to these pur
poses. Conversely, training in "human values and 
problems" received only 7 percent of actual coursJ} 
time, whereas 22 percent had been recommeDJied 
for this purpose. The latter include subjects .stich as 
community relations, juvenile delinquency, crisis 
intervention and minority relations, subjects which 
have been strongly recommended for increased em
phasis in the major Commission studies, particulcri-ly 
in the case of urban p(11ice departments. 

• Teaching methods. Despite recommendations SIlp
porting more extensive use of more individualized 
teaching methods, the formal lecture method con
tinues to be the primary mode of IHstruction at 
academies for nearly all subjects, other than physi
cal conditioning and firearms. Only small percent
ages of academies reported use of alternative 
methods such as group discussion, operational prac
tice, case study or programmed instruction. A panel 
of law enforcement training experts, convened by 
NMS in 1976, strongly recommended that the in
stitution of improved teaching techniques and mate
rials should be given a high priority. 

• Field training. Despite strong emphasis upon field 
training in Commission recommendations, only 
about 36 percent of all academies responding to the 
NASDLET survey included such training in t>b7ir 
program. Field training was provided, to sOJl1itex
tent, by 50 percent of agency-affiliat~d academies 
but by only 25 percent of state or regional 
academies, and by 17 percent of those affiliated with 
colleges. NMS panelists also noted that field train
ing, when available, is often indifferently structured 
and sometimes suffers from a lack of strong man
agement support-findings confirmed by the avaH
able literature and by NMS field visits . 

• Instructor quality. Despite Commission recommen-
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TABLE VII-3 

Distribution of Hours of Formal Entry-Level Training Provided by Police and Sheriffs' Agencies to New Recruits, by 
Size and Type of Agency, 1975 

Police Dernrbnents Sheriffs' Deparbnents 

Size of Agency Size of Agency 

Length of 1-24 25-74 75-399 400 or More 1-24 25-74 75-399 400 or More 
Entry·Level Total Employees Employees Employees Employees Total Employees Employees Employees Employees 

Training (n=2723) (n=1431) (n=752) (n=432) (0=100) (n=2412) (n=1997) (n=477) (n=202) (n=36) 

All departments --------_ ... _-- 100.0 
No training provided --------- 17.8 
1-159 hours ---------------- 5.0 
160-399 hQurs - ... ------------ 43.7 
400-799 hours -------------- 31.6 
SOO or more hours ----------- 1.9 

Note: Detail may not ndd to totnls due to rOijn,ling. 
Source: NMS Executive Surveys, 1975. 

TABLE VII-4 

100.0 100.0 
30.8 4.9 
7.1 2.5 

43.8 51.1 
18.0 40.6 

.3 .9 

Estimated Percentage Distributions of Sworn Law 
Enforcement Officers, by the Duration of Entry-Level 

Training Provided, 1974-75 a 

Dumtio(l All Law 
of Entry. Enforcement Police Sheriff 

Level Training Agencies Agencies Agencies 

Total ________________________ 100.0 100.0 100.0 
No training _________________ 7.2 7.3 7.2 
1-159 hours _________ ,, ______ 3.2 2.4 7.7 
160-399 hours ______________ 30.7 27.2 51.2 
400-799 hours ______________ 47.0 49.S 321 
SOD or more ________________ 11.9 13.7 1.6 

a Percentage distribution weighted on basis of employment in each agency size group. 
Note: Detail may not add to totals due to rounding. 
Source: NMS Executive Surveys. 1975. 

dations in support of increased utilization of full
time, adequately trained instructors, the NASDLET 
survey found that nearly 80 percent of all academy 
faculties consisted of p~rt-time instructors. About 83 
percent of the responding academies required that 
their instructors be certified, mainly by State Train
ing Commissions or Departments of Education. In 
spite of this apparent progress, the panel of NMS 
training experts felt that many instructor training 
programs are inadequate, particularly for non
procedural subjects. 

• Clr;ss size. The National Advisory Commission has 
recommended that recruit class sizes be limited to a 
mi.!ximum of 25 trainees, with 20 as a preferred 
limit. The NASDLET survey found that nearly 
one-half (49.3 percent) of agencies responding to 
the survey actuaHy had class sizes in excess of 25 
recruits, with the largest class sizes reported by state 
and regional academies. 

100 

100.0 100.0 100.0 100.0 100.0 100.0 100.0 
1.9 0 17.8 22.4 6.9 .9 0 
3.5 0 9.3 9.8 8.3 7.4 5.5 

39.1 9.3 61.1 60.3 6S.9 56.4 22.2 
53.0 63.9 11.4 7.0 15.7 35.1 66.7 

2.5 26.9 .4 .4 0 0 5.5 

2. In-service training. For purposes of this report, 
in-service training includes all agency-provided training 
that incumbents receive after basic or entry-level train
ing. It includes courses designed to improve or upgrade 
directly job-related skills, such as investigative methods 
or firearms use, as well as training to prepare incumbents 
for new assignments or specialized functions, such as 
dispatching, evidence handling or computer program
ming. SupervislOry training, as well as training and edu
cation programs for managerial-level personnel, are 
discussed later in this report. 

Both the President's Commission and the National 
Advisory Commission recommended that all sworn law 
enforcement officers receive periodic formal training. 
The latter Commission recommended tha~ 40 hours of 
in-service training be provided annually to all sworn 
employees up to or including the rank of captain or its 
equivalent in order to maintain, update and improve 
necessary knowledge and skills.3 Similar recommenda
tions have been made by numerous other assessments of 
police personnel and training needs. 

A large proportion of the executives responding to the 
NMS survey reported that their agencies provided some 
in-service training to their personnel. Agencies offering 
at least some in-service training accounted for about 84 
percent of all police employees and for 74 percent of all 
sheriff agency personnel in 1975. Nearly all of the larger 
agencies, with 400 or more employees, offered some 
in-service training, as compared with only 63 percent of 
the agencies with less than 75 employees. However, only 
a small proportion of officers had actually attended for .. 
mal in-service courses during 1975. Thus among the 
police agencies with 400 or more employees, 92 percent 
reported that less than one-fourth of their officers had 
attended an in-service course (other than "roll-call" 
training) it! 1975, and ohly 5 percent reported that 75 
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percent or more had attended such a course. These find
ings tend to be corroborated by police officer responses 
to the 1975 Census survey of criminal justice personnel, 
which indicated that only 36 percent of all sworn officers 
had completed at least one specialized training course 
relevant to their current job. 

Sttbject matter coverage of in-service training also 
appears to be limited in most agencies. The three topics 
most frequently offered, based on the NMS survey, 
were: "criminal law and legal procedure," "weaponts 
training," and' 'criminal evidence and procedures. " De:
spite the emphasis in the Pl'l'scriptive literature upon the 
"peace-keeping roip." of police officers, subjects such atS 

crisis intervention, juvenile policies and procedures and 
community and race relations were offered much less 
frequently than the more basic courses. 

Executives in 27 of the 31 agencies visited by NMS 
staff also perceived a need for considerable expansion of 
in-service training. Personnel and budget shortages were 
cited, however, as major obstacles. 

3. Sup,ervisory training. There is a wide consensus 
that formal training is necessary for newly appointed 
supervisors in sworn law enforcement positions, typi
cally at the sergeant, or equivalent, rank. Such positions 
entail administrative and planning responsibilities, as 
well as a mastery of law enforcement processes and 
techniques. The NMS occupational analySis of linte 
supervisory positions thus identified some 12 major 
tasks, performed by line supervisory positions, which are 
not normally performed by patrol officers. These includle 
such responsibilities as assignment of personnel, review 
and processing of reports, investigation of complain1ts 
and planning of unit operations. MOfeover, most police 
agencies are required by law to promote from the ranks 
of incumbent officers, using such criteria as writteln 
knowledge tests or evaluations of perfommnce as a 
patrolman-neither of which necessarily measure com
petence in supervisory skills. 

A requirement to attend a supervisory training course, 
either prior to or shortly after promotion to a supervis0:ry 
position, was recommended by both the National Advi
sory Commission on Criminal Justice Standards arid 
Goals as well as by other major study groups, such as the 
National Advisory Group on Productivity in Law En
forcement. About 90 percent of all police chiefs aIld 
about 80 percent of the sheriffs responding to the NIv1lS 
surveys also agreed that supervisory training should be 
required. 

NMS survey results indicate that such training is not 
currently required by a substantial majority of all law 
.enforcement agencies. Only 37 percent of all executivl~s 
of police agencies surveyed and 29 percent of the 
sheriffs' agenCies, reported t11llt their agencies required 

supervisory training either before or after promotion. 
However, 63 percent of large police departments with 
500 or more employees required such training, as con
trasted with only 23 percent of the smallest police age~
cies. Since supervisory-level personnel tend to be con
centrated in the larger agencies, the overall proportions 
of such personnel currently required to take such training 
is probably considerably higher than suggested by these 
unweighted statistics. 

Among all incumbent supervisory personnel, how
ever, a much lower proportion reported that they had 
ever received such training. Only 15 percent of patlOl 
supervisors and 25 percent of detective supervisors re
ported that they had ever received formal administrative 
training, in the Census survey of criminal justice person
nel. The limiteci scope of such training, for current in
cumbents, is also confirmed by the results of NMS field 
job analysis reports. A large majority of the 261 super
visory personnel sampled, in 31 agencies, reported that 
they had learned all of the tasks specific to their jobs 
primarily through on-the-job experience. Many of these 
personnel felt themselves inadequately prepared in two 
groups of tasks, including those related to persohn'cir 
administration and to planning or recommendation of 
improvements in departmental policies or procedures. 

The above findings thus suggest the need for more 
extensive supervisory training, particularly in many of 
the smaller agencies. It is clear, however, that the effec
tiveness of such courses will depend upon correclion of 
the qualitative deficiencies in existing academy pro
grams, described above, or on establishment of alterna
tive institutional arrangements for provision of such 
training. 

B. Line Personnel in Adult Corrections 

1. Entry-level training. Training of line custodial 
officers in adult corrections institutions has been charac
teristically much shorter, and less well developed, than 
for law enforcement officers. Although the need to up
grade the competence and training of correctional staff 
was recognized by most major assessments of the correc
tional field, issues such as training lengths or contents 
were generally not addressed. The National Advisory 
Commission on Criminal Justice Standards and Goals 
did, however, recommend that all new staff members 
should receive a minimum of 40 hours of entry-level 
training and an additional 60 hours of training during 
their first year of employment. 

Systematic entry-level training for cO!Tectional offi
cers is a relatively recent development in 'most correc~ 
tional systems. A vaiIable survey data for various periods 
in the mid- or late 1960's suggest that, in thi~1 peljod, 
such training was provided in some form by between 50 
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percent and 70 percent of state adult corrections institu
tions. In contrast, nearly all (97 percent) of all executives 
of state adult corrections institutions responding to the 
1975 NMS survey indicated that their agencies now 
provided fOlmal entry-level training to all new correc
tional officers. Moreover, in contrast to earlier practices, 
when participation in such training was often voluntary, 
96 percent of these agencies now required training at 
entry for all newly employed officers. From this and 
collateral evidence it is clear that a major growth in 
correctional officer training has occurred, made 
possible-in large part-by provision of federal funds as 
"seed money" for these programs. 

Correctional officer entry training is most frequently 
provided at statewide correctional academies. Fifty-six 
percent of respondents to the NMS survey reported that 
they utilized state training facilities for all or part of their 
training, as compan.:d to 41 percent providing such train
ing entirely or in patt, in their own facility. Twelve 
percent used regional training facilities and about 10 
percent reported using other correctional agencies or 
local educational institutions for this purpose. Compari
son of these findings with results of earlier surveys indi
cates a definite trend towards statewide correctional 
training academies, many of which have been recently 
established with LEAA funding assistance. Responses 
by executives, moreover, indicated a continuing trend 
towards USe of state training academies, with a moderate 
decline in the proportion of agencies planning to rely on 
training in their own, or other, correctional facilities. 

As shown in Table VII-5, somewhat less than half of 
all correctional agencies (44 percent) met or exceeded 
the standard of 100 hours which had been proposed by 
the National Advisory Commission for total length of 
training for new correctional officers during their first 
year of employment. However, as ~ompared to an aver-

age course length of 116.6 hours (based on a weighted 
mean), agencies accounting for 22.5 percent of correc
tional employees in this sample provided 40 hours or less 
of training, whereas 25.5 percent provided 160 or more 
hours. Training courses tended to vary directly with 
agency size, except for the agencies in the largest size 
group (400 or more employees) whose course lengths 
approximated the overall average. 

These variations in course lengths reflect equally wide 
variations in state standards. Among the 24 states for 
which desired or mandated training levels have been 
determined, the range of hours specified is between 16 
and 301 hours. Only 9 of the states, however, specify a 
desirable or required period equal to or longer than the 
100 hours suggested by the National Advisory Commis
sion. The most frequently specified training periods are 
40 hours and 80 hours. 

It is clear, however, that those agencies whose course 
lengths are governed by state agencies provide signifi
cantly longer training than those where the length of 
training is established at the agency level. Thus 59 per
cent of all agencies whose course lengths were estab
lished by state agencies provided 81 or more hours of 
training, as compared to only 15 percent of the agencies 
which established their own standards. 

The NMS survey also indicates a definite trend to
wards expansion of length of correctional officer entry 
training. About 80 percent of agency executives indi
cated that they had increased the length of their training 
courses in the past 5 years and about 40 percent ex
pected course lengths to increase in the immediate 
future-the latter including many of the smaller agen
cies, whose course lengths have been below average. 
However, availability of funding-either from federal or 
state sources-will be a key factor influencing the future 
growth in these training programs. 

TABLE VU-5 

Distribution of the Duration of Entry-Level Training for Adult Corrections Officers, by Si:1.1:' of Agency, 1975 
(Percent of agencies) 

, Hours of 
, Truining 

Total ___ • ____________________________________________ _ 
1-40 ______________________________________________ _ 
41-99 _____________________________________________ _ 
100-160 ___________________________________________ _ 
161-240 ___________________________________________ _ 

240 or more ________________________________________ _ 
N= _________________________________________________ _ 

Estimated mean length of training (hours) __________________ _ 

• Agencies weighted by distribullon of personnel. 
Source: NMS Executive Survey (1975). 
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Totals 

Agencies 

100.0 
25.0 
30.6 
19.9 
15.8 
8.7 

(196) 
107.2 

Personnel * 

100.0 
22.5 
31.6 
20.2 
15.5 
10.0 

II6.6 

1-24 

100.0 
58.8 
23.5 
11.8 
5.9 
0.0 

(17) 
60.5 

25-74 

100.0 
30.0 
30.0 
20.0 
17.5 
2.5 

(40) 
97.9 

Size of Agency 

75 .. 149 150-399 400+ 

lGll.O 100.0 IIlO.O 
20.6 17.9 21:1 
29.4 31.3 34.2 
23.5 17.9 23.7 
14.7 20.9 10.5 
11.8 11.9 10.5 

(34) (67) (38) 
119.8 218.3 113.2 



The content of training for correctional officers may be 
classified into eight genel\"al areas. These are: 

• agency policies and procedures; 
• custodial functions; 
• emergency functions; 
• "treatment" or "programmatic" functions; 
• legal topics; 
• human values, problems, and behavior, 
II principles of corrections and the criminal justice 

system; and 
• specific skill proficiency development. 

Based em NMS survey r~sponses, the primary em
phasis in entry-level training for adult correctional officers 
appears to be in the generic areas of policies and proce
dures, and custodial functions. These topics are covered 
in the entry-level training programs of virtUally all agen
cies providing such training. A lesser order of emphasis 
in entry-level training appears to be placed on such areas 
as legal topics, emergency functions, human relations, 
and skill proficiency training. These topics are provided 
with more frequency as the size of the agency increases, 
suggesting that they are either less relevant to smaller 
agencies or, that the amount of time devoted to training 
in smaller agencies is insufficient to permit coverage of 
these topics. 

Two approaches were used in assessing the adequacy 
of course covyrkge. The first was to query correctional 
executives 6~ the relative emphasis they recommended 
for different entry-level training topics. With few excep
tions, present training covemge was found-not 
unexpectedly---!.to closely reflect the priorities which cor
rectional executives placed on each topic. Subjects re
lated to primary custody roles and to general agency 
policies and procedures received the highest ranking 
based on this criterion. 

The second approach was based on the results of the 
NMS field occupation analysis of correctional officer 
duties and skill and knowledge needs. This analysis 
confirmed that the principal duties of correctional offi
cers related primarily to custody and security matters, 
such as the observation of inmates, conducting searches, 
responding to emergency situations and maintaining the 
overall security of the institution. However, a large 
numbe,r of officers also devoted considerable time to 
non-custodial activities, such as advising inmates, as
signing tasks to inmates and supervising their work on 
these lasks. Comparison of the skill. and knowledge 
damands of these tasks with current training course con
tents suggests that entry-level training is least adequate in 
the-area of staff-inmate relations. 

The occupational analysis indicated that incumbent 
officers generally believed themselves to be insuffi
ciently prepared to advise inmates regarding their prob-

lems. Correctional supervisors and executives equally 
stressed the impo.rtance of the ability to antiCipate inmate 
problems and to avoid the Use of force in dealing with 
inmates. Thus, while training should strass skills in these 
areas, a significantly smaller proportion of agencies cur
rently train new officers in subjects such as human rela
tions and behavior, counseling and race relations, than in 
areas more closely related to custody or security. 

Based on field interviews with agency officials, in
creased emphasis on these subjects can be expected in 
the future. Over half of the state agencies visited by 
NMS staff indicated that training will be modified in the 
next 5 years to include topics such as inmate rights) 
humane methods of inmate treatment and revisions in the 
role of the correctional counselor. 

2. In-!>ervice training. The National Advisory Com
mission on Criminal Justice Standards and Goals had 
recommended in 1973 that all currectional staff inmates 
should receive a minimum of 40 hours of in-service 
training annually. Although progress has been made in 
provision of in-service training opportunities to correc
tional officers, the NMS survey results indicate that this 
goal is still far from realization. 

About 85 percent of all adult corrections agencies 
covered by the NMS survey indicated that they had some 
provision for in-service training of corrections officers. 
As in the case of entry-kvel training, this appears to be a 
significant improvement over the situation in the late 
1960's. Moreover, of the agencies not currently provid
ing such training, nearly four-fifths indicated that in
service training would be instituted in the next 2 years. 

However, only a small proportion of officers actually 
attend in-service training courses each year. Virtually all 
agencies responding to the NMS survey indicated that no 
more than 10 percent of their st.affs had attended courses 
in the previous fiscal year. The low frequency of in
service training is probably attributable, in large part, to 
the recency of fornal trainirlg programs in most correc
tional institutions and to the priority assigned to entry
level training cotlrses during this period. 

A relatively larger prcportion of in-service training, 
than of entry training, is provided by correctional institu
tions at tpe facility itself. Fifty-four percent of all 
agencies providing in-service traindng reported that this 
training was conducted in, whole odn part at the facility 
itself, as compared to 40 peli::ent which used state 
academies for this purpose. 

Executives were also asked to estimate the avemge 
length of in-service training for personnel in their agen
dDS. Such estimates are likely to be judgmental, in view 
of the wide diversity of courses available. However, 
nearly 60 'percent of the executives n~ported an average 
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duration of 40 or more hours, for those actually attending 
in-service courses. 

More significantly, training emphasis in in-service 
training courses was found to closely parallel that in the 
entry-level courses. Topics dealing with agency policies, 
custodial and security functions were most frequently 
covered; those related to staff-inmate relations and 
treatment functions generally were less frequently cov
ered. Thus areas which appeared to be neglected in the 
entry-level courses tended also to receive lower priority 
for in-service personnel. This pattern suggests that, in 
considerable degree, recent in-service training has fo
cused on provision of some formal training, at a basic 
level, for many of the older correctional officers who had 
never been required to take such training at the time of 
their original entry into correctional employment. 

In view of considerable attention, in the literature, to 
the desirability of expansion of the counseling role of 
corrections officenl, special questions were addressed to 
this issue in the NMS survey of executives of adult 
·institutions. Nearly 90 percent of all adult corrections 
executives responded favorably to the principle of pro
viding some training in counseling to corrections officers 
and more than half of the agencies reported that they 
currently assign their officers to such duties, mainly on a 
selective basis. Among the latter agencies, a variety of 
training and education programs are used for such train
ing, including special in-service courses (35 percent), 
encouragement of enrollment in appropriate college 
courses (23 percent) or special courses at regional or 
state academies (15 percent). About one-fifth reported 
that such training was provided, entirely or in part, as 
part of basic entry-level training. 

It should be emphasized that the counseling role or 
function, in the correctional context, is used in a much 
looser-and less technical sense-than in professionally 
oriented counseling activities, which normally require an 
advanced degree in this field. 

C. Chi Id Care Workers 
in Juvenile Institutions 

1. Current status of training. Child care workers per
form the custodial functio\\ in a diverse range of juvenile 
correctional institutions including detention facilities, 
shelters, reception and diagnostic centers, training 
schools or reformatories, ranches, camps or farms, and 
halfway houses or group homes. Although the training 
schools, detention centers, and ranches tend to be reI,,· 
tively secure facilities, other types of juvenile agencies 
typically employ small numbers of employees and tend 
to maintain lower levels of security. The small av
erage size of juvenile facilities and the lower level of se
curity required in many of these facilities in turn appear 
to be factors affecting the scope and length of staff 
training programs in these agencies. 

As shown in Table VII-6, the extent of training pro
vided to child care workers was substantially lower than 
for correctional officers in state adult institutions. Only 
about one-half of the juvenile agencies whose executives 
responded to the NMS survey provided entry training to 
their child care staff. About 20 percent provided in
service training only, while an additional 29 percent 
reported that they provided no training at all. 

The extent to which staff training was provided varied 
significantly by type of agency. Whereas over 90 per.::cnt 
of the juvenile ranches, camps or farms, and nearly 80 
percent of the training schools provided some training to 
their child care staff, only about two-thirds of the 
juvenile detention or halfway house facilities reported 
that they provided either entry or in-service training. The 
latter are typically locally based and smaller in size than 
the state-operated training schools, ranches or similar 
facilities. 

2. Entry-level training. In contrast to the pattern for 
training of adult correctional officers, entry training of 
child care workers is primarily conducted at the facility 

TABLE VII-6 
Percent Distribution of Juvenile Corrections Agencies by Extent of Provision of Entry-Level 

and In-Service Training and by Type of Agency, 1975 

Percent of Agencies 

Type of Agency Number of Entry·level In·Service Bom Entry 
Agencies Total Only Only and In-Service 

Total; all agencies ______________________________________________ _ 
533 100.0 8.1 20.1 43.0 

Juvenile de!ention _____________________________________________ _ 
241 100.0 6.6 20.7 39.0 

Training schools ______________________________________________ _ 
116 100.0 7.8 16.4 54.3 Ranch, crunp, fann ___________________________________________ _ 

64 100.0 7.8 25.0 57.8 
Halfway house __________ . _____________________________________ _ 

89 100.0 13.5 21.3 29.2 
Reception and diagnostic _______________________________________ _ 12 100.0 0.0 16.7 58.3-
Juvenile shelter _______________________________________________ _ 

9 100.0 11.1 11.1 22.2 
Non-resident program ___ ~ _____________________________________ _ 2 100.0 0.0 0.0 0.0, 

Source: NMS Executive Survey (1975). 
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No Training 
Provided 

28.9 
33.6 
21.6 
9.4 

36.0 
25.0 
55.6 

100.0 

i'j " 
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where they are employed. NMS survey data indicate that 
only a small proportion use state or regional facilities, 
and an even smaller proportion use local colleges or 
other agencies for this purpose. Juvenile agency heads 
did, however, forecast a gradual increase in use of out
side providers of training for their staffs. 

Course lengths for entry training were typically quite 
short. The estimated average length of entry training of 
child care workers was about 30 hours, or about one
fourth that for adult corrections officers (Table VII-7). 
The average length of training tends to increase with 
agency size, from 25 hours for agenQ!es with less than 25 
employees, to an average of about 35 hours in agencies 
with 75 or more employees. The larger, more secure 
facilities, such as training schools, tend to provide 
somewhat longer courses than do detention centers or 
halfway houses. 

As in the case of adult corrections officer training, 
course emphasis for child care workers was in the areas 
of custody, agency policy and security. Moderate 
coverage was provided for such topics as report writing, 
counseling and child psychology, while subjects such as 
juvenile law, race relations, drug and alcohol treatment 
and sex education were less frequently included. The 
frequency of inclusion of these topics in entry training 
curricula was found to correspond fairly closely to .the 
judgments on desired course emphasis, expressed by 
agency heads. One exception, however, was the subject 
of child and adolescent psychology, which was included 
in only 41 percent of the training courses offered, even 
though 55 percent of the executives considered this sub
ject should receive "strong emphasis." 

Occupational analysis information, obtained for a 
small field sample of child care workers, indicated that 
the primary duties of $ese personnel are, in fact, of a 
custodial nature, includfug prevention of internal disrup-

tion and the control of resident movement and behavior. 
In addition to these basic. functions, child care personnel 
do perform certain programmatic type activities, includ
ing orientation of new inmates, advising them concern
ing their personal and other problems, and supervising 
residents' activities. 

Juvenile corrections executives and supervisors, inter
viewed in the course of the NMS field visits, identified a 
lruge number of skill and knowledge areas where they 
considered newly assigned child care personnel to be 
deficient. Primarily, these deficiencies related to the cus
todial role of these personnel, rather than to program
oriented functions. These include subjects which are 
covered, to some extent, in formal entry training 
courses, where such courses are provided. Thus, the 
priml;lry need implied by these assessments is for.ili:itia
tion of formal entry training in those agencies not now 
prOViding such training, and for more adequate coverage 
of basic subjects, where such courses are now offered. 

3. 11l-,;ervice training. About 64 percent of all 
juvenit<.! corrections agencies reported that they provided 
some form of in-service training to their experienced 
child care workers. In about one-fifth of ail agencies, 
in-service training was the only form of training pro
vided. Moreover, in contrast to the situation for adult 
corrections officers, juvenile agency heads reported that, 
where such training was available, an average of over 70 
percent of child care staff members received such train
ing each year. This training is predominantly provided at 
the facility itself, with modest proportions of agencies 
reporting any use of external training sources, such as 
state or regional training facilities or local educational 
institutions. Average in-service training course length 
was reported to be 34 hours, about the same as for 
entry-level training. 

Course contents of in-service training programs were 

TABLE VII-7 

Duration of Entry-Level Training Provided to Juvenile Corrections Child Care Workers. 
by Size of Agency, 1975 

Percentage Distribution by HouCS'of Training Provided 

Size of Agency 
(Number of Employees) 

Total: all agencies providing training ______________________ _ 
1-24 ______________________________________________ _ 
25-74 _____________________________________________ _ 
75-149 ____________________________________________ _ 

150 or more ________________________________________ _ 
Weighted percentage ___________________________________ _ 

Source: NMS Executive Survey (l97S). 

Number of 
AgencIes 

282 
106 
103 

44 
29 

Estimated 
Average Total 

(in hours) 

30.4 100.0 
25.0 100.0 
:'2.7 100.0 
35.8 100.0 
33.5 100.0 
32.8 100.0 

1-40 41-80 81-99 100 or more 

81.2 13.8 3.9 1.1 
88.7 9.5 0.9 0.9 
80.6 14.6 3.8 1.0 
68.1 18~2 11.4 2.3 
75.9 20.7 3.4 0.0 
76.3 17.0 5.('. 1.1 
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found, also, to be heavily oriented towards custody and 
security topics. However, coverage of treatment-oriented 
subjects, such as counseling techniques and child and 
adolescent psychology was found to be more frequent in 
the in-service training programs, th:m, in entry-level 
training. Course emphasis was also found to vary some
what by type of agency. Thus, halfway houses more 
frequently covered such topics as counseling techniques 
and sex education, and placed lesser emphasis on 
custody-related subjects than did detention centers or 
training schools. 

Fundamentally, however, the limited length of both 
entry-level and in-service traiping courses suggests 
that-even when subjects were reported as "covered" in 
these training programs-such coverage was typically 
limited to brief and necessarily superficial orientations. 
These limitations in total course lengths, combined with 
the significant proportion of juvenile agencies providing 
no training at all, highlight very serious weaknesses in 
the quality and sufficiency of training for this key occu
pation. 

D. Training for Probation and ParQle Officers 

1. Education and training needs. Probation and 
parole officers are responsible for a broad range of duties 
which vary-to some degree-depending upon the client 
group supervised (adult or juvenile)-and the specific 
functions of their agency. Generally, these duties fall 
into two major categories: (1) the provision of counseling 
and rehabilitation services to offender clients, either di
rectly or by referral to appropriate community agencies; 
and (2) the investigation, monitoring and supervision of 
probationers or parolees, and preparation of reports or 
recommendations to appropriate agencies such as the 
courts or parole boards. In addition to these primary 
duties officers may also be required to serve in quasi
managerial roles, involving coordination and evaluation 
of services provide,:! by external agencies or supervision 
of volunteers and paraprofessional aides, as well as other 
probation or parole officers, employed within the agency 
itself. . 

In contrast to the "line" law enforcement and correc
tional ,officer ocoupations, the probation and parole 
officer is generally recognized as a professional, requir
ing considerable specialized pre-service education or rel
evant work experience for effective job perfonnance. 
Thus, the minimum educa~ional standards for entry, pro
posed by various professional or public interest organiza
tiQns in recent years, have provided for graduation from 
an accredited college or university with a major in the 
social or behavioral sciences alld either one year of 
graduate study in social work or a related field, such as 
counseling or guidance, or one year of full-time paid 
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social work experience in a recognized welfare agency. 
The "preferred" standard is completion of two years of 
graduate study in an accredited school of social work or 
comparable study in criminology, sociology or a related 
field. These standards have been endorsed with minor 
variations by the American Bar Association, the National 
Council on Crime and Delinquency and the American 
Correctional Association. 4 

A lower minimum standard was proposed, however, 
by the Joint Commission on Correctional Manpower and 
Training in its 1968 report, which suggested a minimum 
requirement of l>. bachelor's degree, prefembly with a 
major in the social or behavioral sciences, rather than 
one requiring specialized graduate study. This lower 
standard, based on the Commission's appraisal of the 
realities of the manpower situation in the probation and 
parole field, was premised-however-upon the de
w:lopment of adequate entry or in-service training pro
grams to assu::~ that personnel in these positions would 
be adequately prepared to carry out their duties. 5 

NMS survey results bdicate that a bachelor's 
degree-rather than any advanced degree 
requirement-was the prevailing minimum educational 
requirement for entry into probation and parole officer 
positions in 1975. Of a total of about 2,000 agencies 
surVeyed, over 80 percent had adopted this standard, as 
compared to 15 percent with lower educational standards 
and less than 1 percent of the agencies, which reported 
a master's degree requirement. The actual educational 
attainment of probation and parole officers in 1975 was 
somewhat higher than suggested by these minimum 
standards. Nearly 90 percent of all incumbent probation 
and parole officers had a college degree, and 36 percent 
reported completion of at least one year of graduate 
study, according to the Census Bureau survey of criminal 
justice personnel. A considerable proportion of probation 
and parole officers also enter these positions after prior 
experience in related criminal justice or social service 
agencies. Thus, among administrators of probation and 
parole agencies responding to the NMS survey, about 60 
percent reported prior work experience in such agencies 
as correctional institutions, law enforcement agencies or 
welfare agencies. 

The results of the NMS field analysis, based on visits 
to a small sample of probation and parole agencies, 
suggest that neither the general educational background 
of most newly appointed probation or parole officers nor 
their prior work experience adequately prepares them for 
most of their basic tasks. New entrants were considered 
to be significantly deficient with respect to such impor
tant subjects as knowledge of investigative techniques; 
the ability to develop plans for probationers and parolees; 
preparation :>f case histories; development of community 
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resources, and specific agency policies and administra
tive procedures. Although some of the more operation
ally oriented tasks can be satisiactorily developed 
through on-the~iob training, others are most effectively 
provIded by fOlwal training in education programs. 
Thus, five training subjects were recommended for 
"strong emphasis" in entry-level training by two-thirds 
or more of all probation and parole executives respond
ing to the NMS survey. These include such basic sub
jects as case supervision, investigative and counseling 
techniques, community resource utilization and case re
port writing. The same subjects also ranked highest in 
priority for emphasis in training of more experienced 
in-service personnel. 

2. Current status of training. The extent to '.vhich 
formal entry-level or in-service training was provided by 
various categories of probation and parole agencies is 
summarized in Table VII-8. Only about 58 percent of 
responding agencies provided entry-level training; an 
additional 22 percent provided in· service training only, 
and 20 percent provided no formal training at all. Parole 
agencies, as well as agencies combining probation and . 
parol!.: functions, reported considerably higher frequen
cies of training than did probation agencies. The former 
categories of agencies are typically centralized on a 
state-wide basis; hence larger in size, more formally 
structured and in a better position to undertake system
atic training programs for their personnel. Atnong proba
tion agencies with no parole functions, 36 percent of 
adult probation agencies reported no formal training pro
grams as compared with 25 percent of the juvenile agen-
cies. 

3. Entry-l~vel training. Amon~ the agencies provid· 
ing formal entry-level training, tht; most frequent loca
tion of the training, reported by about one-third of the 
agencies, was at the local agency, itself. Nearly one-fifth 
(19 percent) reported u.~e of programs conducted by state 
probation and parole offices, while 9 percent reported 
use of local educatiopal institutions for this purpose. As 
in other correctional agencies, a gradual trend WaS re
ported towards use of lltate-Ievel facilities, as well as of 
local educational institutions, in preference to agency
operated programs. 

In 1975, over one-half (56 percent) of all entry-level 
training programs were 40 hours or less in duration. An 
additional 20 percent were between 41 am! 80 hours. 
Only 20 percent met or exceeded the proposed National 
Advisory Commission standard of 100 hours. Only 
limited variation in course lengths by type of agency was 
indicated by the survey responses. 

The survey results indicated a definite trend towards 
expanding the scope and length of entry-level training 
programs. Nearly two-thirds of all executives reported 
that the length of their entry courses had increased in the 
past five years, and about two-fifths indicated that they 
expected an increase in course lengths in the coming two 
years. 

A review of training topics covered in entry-level 
courses shows a reasonably close correspondence to the 
topics recommended for "strong emphasis" by most of 
the probation and parole executives. Thus, the five topics 
ranked highest in priodty by the executi.ves were al.so 
included among the top six topics, in terms of frequency 
of actual coverage in current entry·training programs. 

TABLE VIl-8 

Training Provided to ProbaNon and Parole Officers, by Type of Agency, 1975 

Percent PisuibuUon or Agencies by Tl'pe or Training Pro"ldod 

Type ,,( Agency Number BOtll Entry No 
of Total Entry Level J~service .nd 1'ruining 

Agencies . Onl)' . Only In,Scrvic • Provide..J 

All agencies ___________________________________________________ _ 
1,748 100.0 \t4 22.0 49.8 19.9 

All probation agencies ________________________________________ .• __ _ 774 100.0 7.9 24.5 39.7 27.9 
All parole agencies • ____________________ •. ________________________ _ 157 100,0 7.6 19.1 59.9 13.4 
Combined protl2:tion/Parole agencies ___________________ .• ___________ _ 620 100.0 9.2 20.0 59.:5 1 \.3 
Adult probatio~ _____ • _______________________________________ .. __ _ 

184 100.0 7.6 23.4 32.6 36.4 
Juvenile probation ______________________________________________ _ 

335 100.0 8.7 26.9 39.1 25.4 
Adult and juvenile probation _________ . ____________________ . _______ _ 255 100.0 7.1 22.4 45.5 25.1 
Adult parole __________________________ • ________________________ _ 

,'i0 100.0 10.0 8.0 72.0 10.0 
Juvenile parole __________ • ______________________________ • _______ _ 

75 100.0 8.0 25..3 45.3 21.3 
Adult and juvenile parole ________________________________________ _ 32 100.0 3.1 21.9 75.0 0.0 
Adult probation and parole _______________________________________ _ 

319 100.0 9.4 16.0 66.1 g.S 
Ju~eni!e probation and parole _____________________________________ _ 18:7- 100.0 10.3 22.2 54.6 13J} 
Adult and juvenile probation and parole _____________________________ _ 116 100;0 6.9 27.6 49.1 16.4 
Other agencies _________________________________ .----------'-____ " 197 100.0 8.1 20.8 50.8 20.3 

Sourte: NMS Executlve Sut""Y (1975). 
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Included in the latter category, also, was "office policies 
and procedures," which received somewhat lesser em
phasis in the executives' ranking, probably because such 
training can more often be provided on-the-job. Rela
tively little variation in frequency of coverage of 
specified topics, by agency type, was reported, except in 
subjects relating to specialized client groups, such as 
juveniles. 

4. III-service traini1lg. About 72 percent of all proba
tion and parole agencies provided some form of in
service training to their personnel in 1975. In 22 percent 
of all agencies, in-service training was the only form of· 
training provided, while about 50 percent reported offer
ing a combination of both entry-level and in-service 
train~11!.:. 

Among agencies providing in-service training, the 
proportion of officers reported as receiving such training 
in 1975 averaged 75 percent-much higher than in the 
case of either line law enforcement or adult correctional 
officers. Although such training was most frequently 
provided at the local agency or at state agency facilities, 
36 percent of all agencies with in-service training pro
grams reported some use of local educational institutions 
for this purpose-a much higher proportion than for 
entry-level courses. 

The average (mean) duration of in-service training 
courses was reported as approximately one week (38 
hours). Some in-service programs are designed to pro
vide basic orientation for junior personnel, similar to 
those provided in entry-level courses where the latter are 
not offered. However, a comparison of frequency of 
coverage of selected topics indicates that in-service 
courses-as would be expected-tend to be more spe
cialized and place more emphasis upon topics such as 
counseling techniques, community resource utilization 
and alcohol and drug problems, with correspondingly 
less €mphasis on office procedures, investigative tech
niques or case report writing. 

5. Major problem areas. As in other aspects of cor
rectional training, the available evidence indicates that 
significant progress has been made in the past 5 years 
in expanding the scope of training for probation and 
parole officers, due in part to LEAA financial assistance. 
This improvement is indicated by responses by office 
heads concerning the trend towards greater course 
lengths, as well llS by NMS field visits. Thus, the NMS 
field report on training of officers in adult agencies notes: 
"The current training that is available appears to repre
sent a substantial improvement over that available 5 
years ago. In over half of the states (among those vis
ited), training has become more systematic or has been 
developed from "scratch" when necessary. This trend 
w1Il apparently continue as illustrated by one state which 
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anticipated a doubling of pre-service training expendi
tures over the next 5 years. 

Nevertheless, in view of the demanding responsibili
ties ohhe probation/parole officer role and of the modest 
educational standards in effect for entry into these posi
tions in most agencies, the existing training programs 
continue to suffer from significant quantitative and qual
itative deficiencies. 

• Only about one-half of all agencies provide both 
entry-level and in-service training, and about 20 
percent still provide no formal training at all. 

o The length of training course, where offered, ap
pears to be inadequate in a majority of agencies, 
particularly in view of the general lack of either 
specialized education in case worker roles or of 
directly related j'Jb expedence on the part of most 
entrants into these positions. 

• Although course topic coverage appeared to gener
ally correspond with both the priorities of agency 
heads and with NMS occupational analysis findings, 
some areas such as training in legal requirements 
appear to receive insufficient emphasis. In view of 
recent court decisions concerning rights of pro
bationers and parolees, increased priority is needed 
in training of officers in court-related skills and 
knowledge. 

• A more general trend, suggested by our field 
analysis, is the increased use of paraprofessionals 
and volunteers, in probation and parole offices, for 
the more routine administrative type duties, in order 
to enable officers to concentrate on often neglected 
responsibilities for counseling and treatment pla.n
ning. In turn, however, this will require increased 
specialized training for the latter primaiy functions, 
as well as training in the effective use of both sup
port staff and of community resources. 

E. Training of 
Correctional Supervisors 

The position of supervisor in corrections agencies, as 
in most other organizations, requires both a mastery of 
the functions performed by line personnel, as well as an 
ability to organize and motivate personnel and to trans
late management policies into concrete procedures. 
Other typical responsibilities include the conduct of on
the-job training and the preparation of various adminis
trative reports. When incumbent officers and executives 
were asked to indicate tht:. tasks for which supervisors 
were inadequately trained, most of these basic supervis
ory functions were identified as deficiency areas. 

In practice, correctional supervisors reported that vir
tually all of these supervisory skills were learned "on-



the-job" rather than through formal training programs. 
However, one of the limitations of on-the-job learning is 
that a significant period may elapse between the time of 
promotion to supervisory ranks and adequate perform
ance of supervisory duties. For this reason, a very large 
proportion of all heads of correctional institutions and of 
probation and parole officers surveyed by the NMS sup
ported a requirement for a special course in supervisory 
techniques either prior to or immediately following pro
motion to supervisory positions. However, only a small 
proportion of the agencies currently required such train
ing, including about 8 percent of adult corrections agen
cies and less than 13 percent of juvenile corrections and 
probation and parole agencies. It is possible ~hat con
siderable additional supervisory personnel actually take 
such courses on a non-mandatory basis. Nevertheless, as 
in the case of law enforcement supervisory training, the 
available information supports the need for considerably 
more emphasis on this aspect 9f in-service training. 

F. Overall Assessment: 
Major Findings and Recommendations 

1. Findings. The basic premise in our assessment of 
the status of training for line personnel in law enforce
ment and correctional agencies has been that well
designed formal training programs for both new and 
experienced personnel are an essential element of any 
comprehensive program to up-grade personnel 
capabilities and overall perfomlance in these agencies. 
The results of the NMS field occupational analysis 
studies of these occupations, as well as the collective 
judgments of agency executives responding to our sur
veys confirmed earlier findings of national commissions 
and of major professional organizations in the lawen
forcement and correctional field on the need for manda
tory training for all entry-level personnel in these 
occupations and for well structured programs of in
service training. 

Significant progress has been made in recent years in 
the systematic provision or such training. The impetus 
provided by the availability of federal financial assist
ance and by state-level training comrnissions and plan
ning agencies has resulted in an extension of formal 
training programs, particularly among many of the 
smaller law enforcement and correctional agencies which 
previously were not in a position to provide such train
ing. The growth of state and regional training academies 
has made a particularly important contribution. At the 
same time, existing training programs have been ex.
panded in scope, as suggested by recent or projected 
increases in course lengths, particularly in the lawen
forcement section. 

Nevertheless, progress has been uneven and serious 
qu.antitative and qualitative deficiencies persist. Among 
the quantitative deficiencies documented by NMS survey 
findings, the following appear to be the most severe: 

(1) The continued absence of any provision forformal 
entry-level training for line pe.rsonnel in about one-half 
of all juvenile correctiltms agencies, over 40 percent of 
probation and parole agencies, and about one-fourth of 
small law enforcement agencies, employing fewer than 
25 employees. 

(2) The limited participation of line law enforcem~nt 
and correctional officers in in-service training programs. 

(3) The very small proportion of agencies (particu
larly in corrections) which require formal training for 
new supervisors, despite the widespre~d consensus as to 
the desirability of such training. 

Although it was clearly impracticable to make a com
prehensive assessmelU of all qualitative aspects of the 
available training programs, a number of major in
adequacies have been ide~tified. 

(1) A majority of all agencies surveyed failed to meet 
the minimum course length standards or norms for 
entry-level training, proposed by the National Advisory 
Commission on Criminal Justice Standards and Goals. 
This was particularly true of the smaller agencies in law 
enforcement and corrections. 

(2) Training courses generally placed greatest em
phasis upon specific technkal or procedural topics, with 
limited coverage of broader' 'human relations" subjects 
such as those relevant to the community service func
tions of police officers or to the "counseling" aspects of 
correctional officers' positions. 

(3) The effectivertess of training in law enforcement 
academies was further limited by excessive reliance on 
traditional lecture methods and on part-time faculty, by 
inadequate use of field training and relatively large class 
size. It is believed that many of these limitations apply 
equally to academies for line correctional officers. 

Although quantitative or qualitative deficiencies in 
training programs were found, to some degree, in all of 
the major line occupations, they appear to be most severe 
in the case of child care workers in juvenile corrections 
agencies, in contrast to much more adequate provisions 
for training of law enforcement officers in Jhe medium 
and larger agencies. Confirmation for this assessment 
was provided by responses of agency executives to the 
following question: "On the whole, how satisfied are 
you with all aspects of training f& your facility?" Re
spondents were offered 'a range of six choices from 
"extremely satisfied" to "extremely dissatisfied." As 
shown in Table VII-9, nearly one-balf of executives in 
most agencies reported tbat they were "satisfied" with 
their agency's program-a relatively neutral response. 
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TABLE VII-9 

Overall Satisfaction of Executives of Law Enforcement and Correctional Agencies With Their 
Agency's Training Program, by Type of Agency 

Percent Distribution 
Ratio of 

Type of Agency Highly "Satisfied" "Dis· "Dissatisfied" 
Satisfied • Sntisfied" b to Highly Satisfjed 

Police departments, jurisdiction with 17,000 or more population _ .. ______________________ _ 19 46 36 1.9:1 
Police departments, less than 17,000 population _____________________________________ _ 13 47 40 3.1 :1 
Sheriffs departments, 10 or more employees ________________________________________ _ 17 50 33 2.5:1 
Sheriffs departments, less than 10 employees _______________________________________ _ 21 413 32 1.5:1 
Probation and parole agencies ____________________________________________________ _ 16 44 40 2.5:1 
Adult corrections agencies, (exe. jails) ____________________________________________ _ 12 49 39 3.3:1 
Juvenj],e corrections agencies _____________________________________________________ _ 11 43 46 4.2:1 

a Includes "extremely satisfied" and "very satisfied" responses. 
b Includes "dissatisfied'\ livery dissatisfied" aM "e~trl!mely dissatisfied" responses. 
Source: NMS Executive Surveys, 1975. 

However, the proportion of executives expressing vary
ing degrees of dissatisfaction exceeded those who were 
"extremely" or "very" satisfied, by substantial mar
gins. The ratio of "dissatisfied" to those indicating con
siderable satisfaction provides a useful ingex of training 
adequacy as perceived by the agency executive. With 
one exception, this index is consistent with our own 
assessment. Thus, the highest level of dissatisfaction, 
based on this ratio, was reported by heads of juvenile 
corrections agencies, followed by heads of adult correc
tions facilities and of small police agencies. Chiefs of 
large police departments, as well as sheriffs in agencies 
with less than 10 employees, reported the lowest levels 
of dissatisfaction. The response in the latter case, is not 
consistent with the continued absence of any formal 
entry-level or in-service training programs in many small 
sheriffs' agencies and may be attributable, at least in 
part, to the more limited range of responsibilities of 
deputy sheriffs in small, typically rural, agencies. 

2. Recommendations 

• Concerted action is required by state criminal justice 
planning and training agencies, with LEAA support, 
to assure that all personnel newly entering into line 
criminal justice positions-whether as correctional 
officers, child care workers, probation and parole 
officers, or as police officers or sheriffs in small 
agencies-receive adequate formal entry-level train
ing. These actions should include: (1) establishment 
of appropriate training standards on a state-wide 
basis for these occupations, where such standards do 
not yet exist; (2) establishment or strengthening of 
state-wide or regional training programs for these 
occupations; and (3) provision of assistance to local 
agencies to facilitate attendance of personnel at 
these programs. 
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Cj Increased emphaHis is required on development of 
comprehensive programs of in-service training, 
which will assure that all personnel are systemati
cally trained with respect to new laws, policies and 
techniques affecting their functions, and are 
adequately prepared for assignment to more respon
sible, or specialized, positions in their agencies, as 
part of a comprehensive career development plan. 
A vail able evidence indicates that only small per
centages of line law enforcement and correctional 
officer staffs currently participate in such training 
and that most agencies still do not require training 
for newly appointed supervisors despite the wide
spread recognition of the need for such training. 

• Assistance to established law enforcement and cor
rectional training academies or similar institutions 
should give priority to needed improvements in the 
scope and quality of their programs, including intro
duction of more innovative and individualized t.rain
ing methods, increased use of full-time and 
adequately trained instructors, and increased em
phasis upon human relations aspects. Community
based colleges and other training institutions can 
prove a useful complement to existing resources in 
many locations. 

• Although specifi9 training needs will vary, to some 
extent, among agencies, t~lere is a need for de
velopment and testing of model curricula and related 
matedals for training of line law enforcement and 
correctional staffs, which will include the core ele
ments of a comprehensive training program, subject 
to appropriate modifications at the state or local 
levels. LEAA should provide assistance for de
velopment of such curricula for entry training of . 
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police officers, sheriffs, correctional officers, child 
care workers and probation and parole officers. 

• Finally, there is an urgent need to initiate a program 
of evaluation of the effectiveness of LEAA-assisted 
training programs, using both objective perfonnance 
criteria and survey techniques. A modest portion of 
LEAA and state training assistance funds should be 
eannarked for this purpose, as well as for overall 
improvements in criminal justice manpower plan
ning, as discussed in Chapter X of this report. 
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CHAPTER VIII. MANAGEMENT TRAINING 
AND EDUCATION 

This chapter assesses ~he current status of management 
training and education in law enforcement and correc
tions. The initial section reviews the critical role of 
managerial personnel, their functions and responsibili
ties, and the major skill and knowledge requirements for 
these positions, based on NMS survey results and collat
eral sources. The second section provides information on 
the characteristics of incumbent executives, including 
their education, work experience and training, and iden
tifies gaps in their educational and training background. 
The third section reviews existing management training 
programs for these personnel. The final section inc~udes 
recommendations for strengthening of management 
training and education programs. 

A. Management Roles 
and Responsibilities 

Law enforcement and corrections managers include 
agency executives, such as police chiefs, sheriffs, war
dens and heads of probation and parole offices, as well as 
their deputies and other line command or administrative 
staff who exercise broad authority in agency direction 
and in establishment of agency policies. A total of over 
55,000 managerial-level personnel were employed in 
state and local law enforcement and corrections agencies 
in 1974, including about 45,000 in police protection 
agencies and over 10,000, in correctional facilities or 
probation and parole agencies. These agencies vary 
widely in size and jurisdiction, from very small agencies 
with orily a few employees to large urban ~olice depart
ments or state prisons with many hundreds or thousands 
of employees. Thus, whereas nearly one-fourth of all 
managerial-level personnel in police protection agencies 
were in agencies with less than 10 employees, an addi
tional one-fifth of the total were employed in agencies 
with 1,000 or more employees in 1974. 1 

Although managerial staffs accounted for less than 7 
percent of total employment in police protection and 
correctional agencies in 1974, they clearly playa critical 
role in establishing agency goals and priorities, in alloca
tion of agency resources, and in determining how effec
tively these resources are utilized. Collectively, they 
were responsible in 1974 for management of the efforts 
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of 800,000 law enforcement and correctional personnel 
and for expenditures of $10 billion. 

In many respects, these criminal justice executives 
exercise very broad authority in enforcement of the law 
and in decisions affecting offenders under their control, 
as well as over their staffs. For the most part, they dwell 
in an authoritarian environment, which is paramilitary in 
structure. At the same time, they have been increasingly 
subject to constraints in the way they exercise these 
authOlities, particularly as a result of recent court deci
sions affecting the rights of those accused of crimes and 
of those in correctional custody. They have also been 
held increasingly accountable for results by cost
conscious state and local officials and by the public at 
large. Moreover, the growth of collective bargaining in 
both the police and correctional fields has imposed the 
need for changes in traditional styles of personnel man
agement and discipline. Thus, the management of a 
police force or correctional activity requires a blending 
of professional expertise, of management and communi
cations skills, and of personal qualities of leadership, 
tact, and sensitivity. 

In order to identify the most significant functions per
formed by these executives, the NMS executive survey 
questionnaires requested respondents to identify which 
three functions-from lists of up to ten functions-they 
considered as posing especially difficult decisions and 
problems for them. The five most frequently cited func
tions of law enforcement and correctional executives are 
shown in Tables VIII-l and VIII-2. Included among 
these functions are such basic managerial duties as per
sonnel and fiscal management, planning and evaluation, 
and dealing with officials, as well as responsibility for 
operational law enforcement or correctional activities. 
Heads of very small police or sheriffs' agencies most 
frequently cited operational field activities as their most 
important duty. Heads of larger agencies gave relatively 
greater emphasis to such functions as personnel man
agement and planning and evaluation, than did those in 
the smaller agencies. Other functions such as dealing 
with the public, with the news media or with other 
criminal justice agencies were generally cited less fre
quently than the activities listed in these tables. 

Executives were also asked to identify what kinds of 
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special training cours()s they would recommend as espe
cially useful for futuret incumbents in their positions. The 
proportions of respondents recommending particular 
courses are shown in Charts VIII-l and VIII-2. The 
highest priorities, based on responses of poiice, sheriffs 
and correctional fac:ility executives, were generally 
assigned to courses :In administration, personnel man
agement and bud.get or fiscal management. Courses in 
community relations were also cited by eight out of ten 
law enforcement executives, but by lower proportions of 
correctional executives. Sheriffs and wardens, on the 
other hand, placed much greater emphasis on courses on 
legal topics tha.n did either police chiefs or juvenile 
corrections agency hf~ads. Less frequently recommended 
were courses on specialized professional subjects, such 
as crirninalistics, police intelligence or cnS1S 
intervention-for Jaw enforcement executives-or 
specific correctional treatment program areas, for correc
tional administrators. 

Heads of probation and parole agencies similarly gave 
highest priority to courses in administration, but also 
emphasized professional subjects such as community re
source developmen~, and counseling, probably reflecting 
the more direct operational role of executives in many of 
these agencies. 

TABLE VIII-l 

Most Frequent Problem Areas for Law Enforcement 
Executives a 

Police Chief, b Sheriff, • 
Function "Large" HSmall" HJ~rgeH "Small" 

Agencie' Agencie, Agencies Agencie, 

Personnel management ______ 48% 37% 30% 27% 
Operational field activities --- 40 64 47 65 

Budget and fiscal manllgement 38 43 44 50 
Dealing with local offidals ___ 33 39 34 28 
Planning and evaluation ----- 30 25 31 20 

• Source: NMS Ex«utive Survey. 1975. Based on responses to question concerning fune· 
tions entailing f1espccin11y diflicult decisions and r·roblems,9' Respondents were requested to 
identify the three most import.nt func\ions, b;\sed on frequency with which problems arose. 
Table shows the fiye most frequepUy-cited functions. 

b "Large" police agencies :~re those in jurisdictions with L7,OOO or more. population. 
C "Large" sheriffs ngencie$; are those with 10 or more population. 

With some obvious differences, the above 
responses-as wen as the results of NMS field occupa
tional analyses-clonfirm the high priority assigned by 
these executives t(' systematic training in the science and 
techniques of matlagement, as distinct from additional 
specialized trainiI1

1
g in professional law enforcement or 

correctional subje~~ts. 
Several recent trends have reinforced this interest: 
• The trend towards "scientific management." Peter 

Drucker poinl:s out that true management autonomy 
does not ex.i!it in criminal justice agencies. 2 Such 

TABLE VIII-2 

Most Frequent Problem Areas for 
Corrections Executives a 

Adult JuYenile 
Function Agencies Agencic" 

Facility operation _______________________ 72% 61% 

Dealing with officials ___________________ 30 34 

Planning and evalulltion ________ -----____ 23 25 
Personnel management __________________ 22 28 

Budget a!1d fiscal management ____________ 19 21 

a Source: NMS Executive Survey. 1975. Bllsed on responses to question concernind func
tions entailing "especially difficult der.isions and problems." Respondents were requcsled 10 

Idontify the three most important fUnctions. based on frequency with which problems arose. 
Table shows the five most frequenlly-cited functions. 

agencies are usually characterized by a hierarchical 
control which comes down from elected·officials, 
both executive and legislative. Under program 
budgeting procedures, these officials require that 
operations be conducted under a disciplined system 
of objectives and priOrities. All along the line there 
is pressure for measuring program results-with a 
corresponding need to expand capabilities for aUdit, 
analysis, and performance measurement. This trend 
emphasizes setting concrete standards for agency 
accomplishments, defining minimum acceptable re
sults, setting deadlines, and making designated in
dividuals accountable for obtaining results within 
the framework of laws, policies, and agreements 
shaped by elected officials. 

Results from the NMS field interviews have un-
j derlined this trend. Executives expres!'l!d growing 

concern about the skills and knowledge needed to 
manage within the unique structures of the criminal 
justice system. Governors, mayors, county execu
tives, councils, and legislatures are growing more 
concerned with program and performance budget
ing, and there appears to be less acceptance of tradi
tional approaches. There is a trend toward reviewing 
organizational objectives, eliminating those that are 
no longer serviceable or attainable, and setting nl}:W 
goals. Current pressures for reevaluating goals il1!he 
correctional system and its institutions illustrate this 
trend . 

• Emphasis on productivity and performance evalua
tion. A ciosely related trend is the emphasis upon 
use of productivity' measurement and related pro
gram evaluation techniques as management tool8-
particularly in view of the fiscal pressures faCing 
many state and local governments. In the lawen
forcement field, the Police Foundation~~in coopera
tion with federal agencies such as LEI\A-llas 
sponsored research into productivity and perform-

113 

J 



--.". 

Chart VIII-l 
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Chart VIII-2 
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ance evaluation methods. These include improved 
measures of individual or small unit productivity. as 
well as more global measures of performance of the 
organization as a whole. A current example of the 
latter approach is found in a comprehensive study in 
the Montgomery County, M~ryland Police Depart
ment, which is attempting to increase productivity 
by restructuring of jobs, a more stringent setting of 
goals without cost increases and the introduction of 
systems for performance measurement. 3 

• The trend to collective bargaining. Unionization 
among police and correctional employees has grown 
rapidly in the past decade. The NMS found that the 
following percentages of agencies participated in 
collective bargaining with unions or employee as
sociations representing their line personnel, in 1975. 
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Percent 
Police departments n _____________________________ 50 
Sheriffs departments b ____________________________ 33 
Adult corrections agencie(l ________________________ 28 
Juvenile corrections agencies ____________ '-_________ 31 

a Police departments in jurisdictions with 17,000 or more population. 
b Sheriffs' agencies with 10 or more employees. 

According to a report published by the Interna
tional City Management Association, in 1976, 36 
states provide for collective bargaining rights by 
public employees. In 29 of these states and the 
District of Columbia, police unions had formal rec
ognition and collective bargaining rights. 4 Unioniza
tion is also growing rapidly among prison and other 
correctional employees according to officials of the 
American Federation of State County and Municipal 
Employees, the largest organization in this field. 

Collective bargaining in the public sector is, in 
many ways, more complex than in the private sec
tor. Negotiations are multilateral, including elected 
public officials or their representatives, as well as 
executives of operating agencies, such as the chief 
law enforcement officer or correctional adminis
trator. It is governed by specific legislation, cover
ing both the obligation to participate in collective 
bargaining and the permissible scope of such bar
gaining. Although agency executives do not nor
mally participate' directly in such negotiations they 
often provide major inputs to the negotiating team. 
More importantly, many of the resulting agreements 
establish rules and standards governing a wide range 
of personnel management and assignment practices 
previously considered solely as management preroga
tives, e.g., recruitment, promotion standards, job 
assignments,. disciplinary procedures, number of 
shifts, squad car manning and work schedules. As a 
result, there has been a growing demand for more 
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systematic training in many aspects of collective 
bargaining for executives, other managers and 
supervisors in a~encies covered by collective bar
gaining procedures. 

In addition to the above, other trends influencing the 
need for management training include the increased rec
ognition of the community service aspects of police 
agency activities, the challenge for improved personnel 
utilization resulting from the increased educational level 
of line police and correctional officers, and continuing 
improvements in the development of more sophisticated 
information systems, which can-if properly used
greatly increase the capabilities of management for more 
effective control over resources. 

B. Educational and Training Status 
of Executives 

To aid in assessing the adequacy of the preparation of 
incumbent executives for their demanding roles, the 
NMS surveys requested information on their education, 
training and prior experience. This infqrmation, obtained 
from large proportions of all executives, was 
supplemented by additional information obtained from 
field interviews with small samples of executives in 10 
states. The following composite profiles emerge from 
these surveys (Table VIII-3). 

Age. Law enforcement executives, as a group, tend to 
be somewhat older than heads of corrections agencies. 
The median ages of police chiefs and shetiffs in the 
larger agencies are 43 years and 50 years, respectively. 
The median ages of heads of corrections agencies range 
from 39 years, in juvenile corrections agencies, to 44 
years in adult corrections agenciea. 

Prior experience. VirtuaH?:,all agency heads, with the 
partial exception of sheriffs, Have had substantial experi~ 
ence in their respective fields. A substantial majority of 
all categories of executives, other than sheriffs, had been 
advanced to their current positions from within their 
agencies, and most of those appointed from outside the 
agency reported holding one or more prior positions in 
law enforcement, corrections or closely related fields. 
Since sheriffs generally hold elective office, their back
ground was more diverse; nevertheless, a majority of the 
latter als9 reported prior law enforcement experience, 
either in their present agencies or elsewhere. 

Education. The sharpest cont!:'ast among various 
categories of law enforcement and c.orrections executives 
is found in their educational attainment. A four-year 
college education, supplemented by graduate training in 
corrections, social work or related fiefqs, has long been 
recommended as the desirable backgrol.lnd for correc
tional executives. About three-fourths of all heads of 
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TABLE VIIJ-3 

Selected Characteristics of Law Enforcement and Correctional Executives, 1975 

Type of Agency 

Police departments "large"· _______________________________ _ 

Police departments, .. small" ________________________________ _ 
Sheriff departments, "large" b ______________________________ _ 

Sheriff departments, "small" _______________________________ _ 
Adult corrections facility ___________________________________ _ 
Juvenile corrections facility _________________________________ _ 

Probation or parole office __________________________________ _ 

a Police departments In jurisdictions with 17.000 or more population. 
b Sheriffs departments with 10 or more employees. 
Source: NMS Executive Surveys, 1975. 

juvenile corrections and of probation and paroie agencies 
in fact had completed college' prior to entering the field. 
Of these, 1 & percent of all juvenile agency heads and 14 
percent of the probation and parole office heads had 
already attained graduate degrees. Adult corrections ex
ecutives reported somewhat lower levels of educational 
attainment. Only 50 percent of the wardens entered the 
corrections field with a college degree and 63 percent 
reported that they were currently college graduates. 
Those who had entered as collegl~ graduates were typi
cally employed previously in treatment or educational 
roles or in administrative positions. However, about 
one-half of all wardens reported that they held the poai
tion of a line correctional office earlier in their career-a 
position whose educational requirement is still generally 
only a high school diploma. 

Among law enforcement executives, only a small 
minority in all categories reported that they were cur
rently college graduates. Only 26 percent of police 
chiefs, and 20 percent of sheriffs, in the "larger" 
agencies-and much smaller proportions of those in the 
smallest agencies-{:urrently were college graduates, 
even though a college graduate standard has been consis
tently recommended by all recent assessments of the law 
enforcement executive's position. 

All categories of executives reported significant prog
ress in educational attainment subsequent to entry into 
their law enforcement or correctional careers, as illus
trated by the considerably higher proportions who were 
currently college graduates. Thus; 69 percent of all 
police chiefs in larger departments had continued their 
academic education after entering police work. Of these, 
the principal sources of financial assistance, in"order of 
frequency, were the LEEP p~gram, aid from their own 
agency and veterans allowances under the G J. Bill. 
Similarly, between 50 and 70, percent of all other 

(lercent Colicge 
Percent GrMuates Percent 

Median Promoted 'With 
Age from At Time of Some 

Within Agency Entry Inlo Current Specialized 
Field Trainiug 

48 yrs 75% 6% 26% 99% 
43 60 3 9 90 
50 53 14 20 99 
49 44 2 4 95 
44 86 50 63 98 
39 7'5 74 90 98 
42 61 75 81 98 

categories of executives, other than sheriffs in "small" 
agencies, reported that they had engaged in continuing 
academic education programs, and in elldl case, iden
tified the LEEP program as the most frequent source of 
financial aid. 

Training. All executives were also queried as to 
whether they had ever attended special treining courses, 
worksbops, training sessions or seminars, relevant to 
their substantive professional field or their managerial 
roles. They were also asked to identify the subject areas 
in which they had received specialized training. As 
would be expected, all but a very small proportion of the 
executives had attended at least one special training 
course in their field. However, the proportions who had 
attendled courses in particular subject areas varied sig
nificantly, as'illustrated in Tables VIII-4 aiicts, based on 
responses of !police chiefs in jurisdictions with 17,000 or~, c, 

more population and of adult cq,n:ections executives. 
These tables ,also compare the proportions who recom
mend such cO,ufses w~th the proportion of police chiefs or 
wardens whO 'have taken training in each subject area. 
The differences between these proportions provide a use
ful indicator of. the subject areas in which additional 
training is needed, based on the judgments of incumbent 
executives, themselves. , 

For police chiefs, 'th,e "most needed j, additionM train
ing, based on this criterion, was in management-related 
subjects, such as budgeting and planning, labor relations 
and personnel management. In contq:lst; relatively small 
proportions recommended additiohal training for their 
successors in specialized 'professional subje~ts such as 
criminology, criminai law, drugs or riot control as com
pared to muckj~1i'ger proportions who had actually taken 
such courses in"the course of their careers. 
Th~ responses of the correctional executives reveal 

much more sizable training deficits and in a much wider 
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range of subjects. In almost all types of courses related to 
management and administration, the proportions of adult 
correctional executives reporting having attended such 
courses were substantially lower than among police ex
ecutives. As a result, 11 out of 15 subject areas were 
identified as deficit areas for the former, as compared to 
only 5 out of 15, in the case of the police chiefs. How
ever, in both of these surveys-as well as in the four 
other executive categories covered by the NMS 
surveys-the highest priorities for additional manage
ment training, based on these comparisons, were the 
s.ubject areas of budget management and planning and 
evaluation. As shown in the summary of "most needed" 
additional courses appearing in Table VIII-6, courses in 
administration, personnel management and community 
relations also received high rankings by two or more of 
the surveyed groups, as did community resource de
velopment for the correctional and probation/parole ex-, 
ecutives. 

,-

TABLE VIII-4 

. Percent of Police Chiefs Who Recommended Courses, 
and Percent Who Have Taken Courses, in Selected 

Law Enforcement and Ma1lagement Subjects, 
1975 a 

Subject 

Law enforcement budget-
ing/planning and 
evaluation __ .-. _____ 

Labor relations/collec-
tive bargaining _____ 

Personnel management 
Police administration __ 
Community relatiom1 __ 
Hostage negotiation _. __ 
Race/ethnic relations . __ 
Police intelligence ____ 

,\Crisis intervention ____ 
Drganized crime _____ 
Applied criminology __ 
Criminalistics ________ 

Criminal law/crimi-
nal procedure ._. ___ 

Drug. ______________ 

Riot and crowd 
control -------_ ... _-

Percent Percent Who 
Recommending Attended 

Course b Courses 
(I) (2) 

93% 74% 

74 60 
94 87 
95 92 
83 82 
35 35 
56 61 
40 52 
29 44 
41 58 
20 47 
16 43 

43 82 
22 63 

30 75 

Difference 
0)-(2) 

19% 

14 
7 
3 
1 

- S 
-12 
-15 
-17 
--27 
-27 

-39 
-41 

-45 

• NMS E.ecutive Survey, 1~1c Based on responses of police chiefs in Jurisdictions with 
i7,ooO or more populalion. :.--.J 

b Based on responses to question: "Based upon your experience, whut kinds or .peei.1 
courses, workshopst truining sessions or seminars would you recommeJl(l as es~c1ally useful 
for ~our sUCcessors to tuke?" In addition to the specified courses, 41 percent of the 1.208 
respond~i1ts indic"ted other, nonspeclfied courses. 
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TABLE VllI-5 

Percent of Adult Corrections Executives Who 
Recommended Courses and Percent Who Had Taken 
Courses, in Selected Corrections and Management 

Subjects, 1975 a 

Percent Percent Who 
Recommending Attended 

Subject Course b Course Difference 
(I) (2) (IH2) 

Budget management/plan-
ning and evaluation _ 84% 52% 32% 

Facility management __ 76 51 25 
Community resource 

development _______ 60 36 24 
Criminallaw/correc-

tionallaw _________ 84 64 20 
Hostage negotiation ___ 48 32 16 
Use of women in security 

and custody positions- 35 16 19 
Personnel management 88 74 14 
Prevention and control 

of disturbances __ - - 68 55 13 
Labor relations and col-

lective bargaining -- 53 41 12 
Race/elhnic relations __ 58 47 11 
Vocational education pro-

gram management __ 25 23 2 
Applied criminology 

and criminalistics ___ 41 46 - :; 
Classification/reclass-

ification policies --- 51 57 - 6 
Personal/family 

counseling -------- 34 43 - 9 
Drug abuse/alcohol 

abuse program 
m!Ulagement _______ 31 31 -10 

a NMS Executive Survey, 1975. Based on responses from 220 correctional executives in 
state institutions or fa¢Uities. 

b Based on responses to question, HBased upon your experience, what kinds of special 
courses, workshops, training sl:ssions or seminars would you recommend as especiaf/y useful 
for your successors to take?" 

In short, the survey results indicate that executives 
recognize the essentiality of systematic training for man
agement positions, particularly in courses related to re
source allocations, planning and personnel, but that 
many have not received specialized training for these 
functions-even when measured bl' the necesSllUily (.1,Me 
yardstick of having attended afl)} ~bpe of courSt: or tral:n
ing session in the field, no matter ~ow short. Managerial 
training appears to have been sign~ficently less adequate 
for correctional executives than for those in the larger 
law enforcement agencies. In contrast, executives in all 
categories consider themselves-or their successors-to 
be much better equipped by training and experience to 

/ -\deal with many of the more substantive professional 

I 
I 
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TABLE VIII-6 

"Most Needed" Additional Training Courses for Law Enforcement and Correctional Executives, 
Based on Differences Between Percentages Recommending and Percentages Who Have Taken Courses 

Type of Agency Course 

Police, "large" _________ Law enforcement budgeting/planning and ev!!iuation ___________________________ _ 
Labor relations/collective bargaining ______________________________________ _ 
Personnel management ____________________________________________________ _ 

Police, "small" ___ • _____ Law enforcement budgeting/planning and evaluation ___________________________ _ 

Police !ldministration ------------------------------------------------------PersOImel management ____________________________________________ ~ ____ " ___ _ 
Community relations ____________ . ________________________________________ _ 
Police intelligence _______________________________________________________ _ 

Sheriff~, "large" ________ Law enforcemi.'nt b!lJgeting/planning and evaluation ___ • _______________________ _ 
Personnel management _____________________________ , ___________ , ____________ _ 

Community reiatjolls ------------------------------------------------------Correctional admnllstl'ation _____________ • __________________________________ _ 
Law enforcement administration _____ " __ ../ ____________________________________ _ 

Sheriffs, "small" _______ Law enforcement budgeting/planning and evaluation ___________________________ _ 
Law enforr.ement administration __________________ •. ______ .... _________________ _ 
Personnel management _______ " _____ " _________________ .• ______ . ________________ _ 
Law enforcement intelligence ______________________ ", ______________ , _________ _ 

Adult corrections ________ Budget management/planning and evaluation _____________________ , _____________ _ 

Facility management -------------------------------------~"':~,;:i:..----------
Community resource development _______________________ ~ __________________ _ 
Criminal law/ol~rrectionallaw _________________________ .. ________________ :.. ___ _ 

Juvenile corrections ______ Budget manugel.,"ent/plapning and evaluation __________ -' _______________________ _ 

Facility managetfient --------------------------------------------~---------
Prevention of disturbances and maintenance of discipline ______________________ ~ __ 
Crisis interventioll __________ ~ ________ ''' __________________________________ ~_ 
ComlJlunity l"CsO\Jrce development __________________________________________ _ 

Probation and parule _____ Budgeting/planning and evaluation __________________________________________ _ 

Community relations ------------------------------------------------------
Identification and tlse of community resources ________________________________ _ 
Probation/parole' administration _____________________________________________ _ 
Vocational education programs ___________________________ ,. _________________ _ 

Source: NMS Executive Survey, 1975. 

Differences between 
pClcent recommending 

und pc",ent who 
attendoo courses 

19 
14 
7 

29 
21 
16 
14 
9 

23 
12 
10 

.. 9 
8 

29 
5 
5 
5 

32 
:is 
24 
20 
30 
29 
25 
25 II 

22 
21 
19 
16 
14 
12 

aspects of their responsibilities. This is understandable, 
in view of their typically long experience in the field and 
of the specialized training in these tl~chnical aspects 
which has been provided to 'most incumbent executives 
by agency training programs, and by e.xtemal sources. 

notes that "little or no in-service training for adminis
trators is now provided, " but that abo~lt one-half of the 
states visited plan to increas6 or initiate such training in " 
the next 5 years. 6 

The above findings were confirmed by the results of 
NMS staff field visits-particulaltl.y in the case of correc
tions agencies. Thus; in summarizing findings with re
spect to training for administrators of adult corrections 
facilities, the field analysis report notes: "Almost with
out exception, the infonnation and evidence collected 
from field visits to correctional departments and agencies 
point to the.need for administrators to have better plan
ning.and management skills. And almost without excep
tion the evidence suggested that training in these areas 
was inadequate C)r non-existent. " 5 With respect to ad
ministrators in juvenile jnstitutions, the report similarly 

C. Current Mqrlagement Trcdoing Programs 

Training programs or courses for exel;\utives for e:xecu
tives and other management personnelH~ criminal justice 
ag\~ncies "are provided in a wide range of institutional 
settings, including: 

• Local and state law enforcement academies; 
• Federal agency programs, sU9h as those of the FBI.. 

Academy; 
• University-sponsored courses or programs; and 
• Programs offered by professional associations, such 

as the International Association of Chiefs of Police. 
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Although law enforcement academies or correctional 
academies have been the major source of in-service train
ingof line officers or supervisors, their role in manage
ment training has been quite limited, in view of the small 
number of managerial personnel available for such tr'<un
ing in all but the largest agencies and the reliance of these 
academies upon part-time staff drawn from the mid-level 
ranks of the agency itself. Thus, among over 200 law 
enforcement academies which conducted some in
service training, responding to a survey conducted by the 
National Association of State Directors of Law Enforce
ment Trairdng (NASDLET), a total of only 20 courses, 
each, were reported as being offered in executive or 
mid-management training subjects. Such courses, where 
provided, are most likely to be offered by large munici
pal departments or in state or regional-ievel academies. 

Among federal agencies providing training directly to 
criminal justice managers or executives, the most promi
nent is the FBI Academy. The FBI's National Academy 
offers an 11-week college-level training course to about 
1,000 carefully selected personnel of state and local law 
enforcement agencies each year of whom a large propor
tion are at the mid-management or supervisory levels. 
Included in the program, in addition to various courses in 
such fields as forensics and law, are a number of man
agement training courses, ,covering specialized subjects 
such as financial management and police labor relations 
as well as;).!dle general management topics. The 
Academy also offers numel;O\J:o\ short specialized courses 
as wen as field training through its field office staffs, 
including SOine courses in law enforcement administm
tion or management. 

In Fiscal Year 1976, the FBI instituted a new training 
program, the National Executive Institute, which is 
targeted at top management of !aw enforcement agen
cies. The initial program, consisting of four separate 
four-day sessions, was limited to chiefs and sheriffs of 
the 30 largest departments and included broad coverage 
of major national crime-related issues and trends, as well 
as more specific subjects of management interest, such as 
police labor relations, police-media relations and minor
ity recruitment. 

The extent to'which the FBI Acaden\y has contributed 
to the training of law enforcement executives is indicated 
by the fact itlat 29 percent of all incumbtmt police chiefs 
and 21 percent of sheriffs who respondt\d to the NMS 
surve~s-exClusive of those in the. very small police or 
sheriffs' agen~ies-had attended the FBI Academy pro
gram at some stage in their career. No counterpart to this 
program exists. at present for correctional executives. 

A third source of management training-and the most 
divel1lifled-<:onsists of programs in executive or mlln
agement training offered by colleges and universities. 
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These range from courses offered as part of under
graduate or graduate-level criminal justice curricula, or 
of graduate degree programs in public or business admin
istration, to institutes, seminars or workshops specifi
cally designed for criminal justice executives or 
management personnel. An examination of course offer
ings in criminal justice education programs, based on a 
sampling of school catalogs, suggests that these courses 
are mainly focused on administrative subjects, rather 
than on the broader issues of resource allocation, plan
ning and evalu.ation which were identified as the most 
critical functional training needs of executives, based on 
our survey results. This may beattributable, in part, to 
the fact that the studeri! aodies in these programs consist 
predominantly of more junior line or supervisory person
nel, or of pre-service utudents, rather than those at the 
mid-management ranks or above. 

Cutrent examples of university programs and c00pera
tive efforts providing for management training include 
the criminal justice offerings of the Wharton School of 
the University of Pennsylvania, the University of South
ern California, the State University of New York at 
Albany, California State University at Long Beach, the 
Southern Police Institute at the University of Louisville, 
John Jay College, Eabson College (New England Insti
tute of Law Enforcement), and the Traffic Management 
Institute of Northwestem University. 

A large number of universities offer more general 
executive development or management training pro
grams, usually conducted in separate institutes, work
shops or seminars. Analysis of a sample of 23 of these 
programs indicates that they range in duration from 2 
weeks to 14 weeks (with a median length of 5 to 6 
weeks). The courses are heavily business-oriented; 
hence, not well adapted to the special needs and prob
lems of crimihal justice or other public administrators. 

Finally, professional organizations such as the Interna
tional Association of Chiefs of Police sponsor a con
siderable number of training programs-normally short 
courses of topical interest. Many of these courses relate 
to substantive l'')w enforcement topics. However. sub
jects of managerial concern-such as labor relations
are also included. 

Although a comprehensive review of course contents 
for this very diverse range of programs was not practica
ble, our analysis of the available literature and consulta
tions with management training experts suggest the 
following generalizations concerning the current pro
grams: 

• Management training courses offered in academies 
or as p!i.rt of criminal justice curricula tend to deal 
with the more operational aspects of police or cor
rectional administration, rather than with the 



broader issues of primary concern to senior man.: . 
agement personnel. This stems; in part, from the 
composition of their student body, and-in part
from the extensive reliance of these programs on 
incumbent, or recently retired staff personnel from 
police or correctional agencies, as the source of 
faculty recruitment. Hence, they may not be effec
tive as a means of introducing new management 
methods and perspectives. 

for a more mature-but Jess formally educated
group of law enforcement executives. 

• The diverse educational backgrounds of incumbent 
management personnel poses a difficult problem in 
design of management training programs. The law 
enforcement field and-to a lesser extent-the cor
rectional field suffer from an educational "genera
tion gap" in which many senior line management 
personnel have less formal education than many of 
their subordinates. Thus, the more theoretical course 
materials and texts designed for use in conventional 
academic management courses may not be suitable 

• The relatively shcht length of most criminal justice 
management training courses has been designed to 
facilitate attendance by busy executives. The result, 
however, is often a rather brief and superficial orien-
tation to functional subjects whose effective cover
age requires much more exrensive treatment. One 
illustration is provided by training in the field of 
labor relations. This ranks high among the areas of 
concern of many police executives, and is of grow
ing importance to correctional executives, as well. 
The scope of management interest in the collective 
bargaining process is suggested by the list of issues 
relevant to various levels of management personnel 
(Table VITI-7). Adequate coverage of these issues 
may require specialized training of several weeks, in 
contrast tn the typical "short" courses currently 
provided. 1 ' 

TABLE VIII-7 

Areas of Management Interest in the Collective Bargaining Process 

Organization: 
Understanding statutory regulations ______________________________ ~_~ _____ _ 
Solicitation __ . ___________ .. _____________________________________________ _ 
Authorization _________________________________________________________ _ 

Petition for recognition _________________________________________________ _ 
Unfair Jabor practices ______________________ ~ ________________________ . ____ _ 

RecOgnition: 
Card check ___________________________________________________________ _ 

Unit detcmlination ------------------------------------------------------Elections _____________________________________________________________ _ 

Certification __________________________________________________________ _ 
Recognition ___________________________________________ --______________ _ 

Negotiations: 

Top 
Management 

X 

X 

X 
X 
X 
X 

Negotiation team _____ ,-_________________________________________________ X 
Scope of bargaining _____________________________________________________ X 

Management rights ___________________________________________ "-__________ X 
Good faith bargaining _. ___ .... _____________________________________________ X 
Impasse _______________________________________________________________ X 

Impasse resolution _______________ ,._____________________________________ _ X 
C9~!~act ratification ____________________________________________________ _ 

Con~act Administration: 
Informing management staff and employees ___________ .______________________ X 
Implementing agreement _________________________________________________ X 
Grievance procedure __________________________________ __________________ X 

Preparation for next negotiations ________________________________ ~__________ X 

Management Techniques: 
Commitment on part of management _______________________________________ X 
Interpersonal communication _________________________________________ --___ X 
Group decision making ______________________ --__________________________ X 
Management by objectives __ '-____________________________________________ X 
Organizational development _____________________________________________ ~ X 

Soutl:e: "Impact of Collective Bargaining on Law Enforcement 000 Corrections." Public Safety Research Instilute Inc .. 1976. 

Middle 
Management 

x 
X 
X 
X 
X 

X 
X 
X 

X 

X 
X 
X 

X 

X 
X 
X 
X 

X 
X 
X 
X 
X 

c-~ 

Supervisory 
(First Line) 

x 
X 
X 

X 

X 

X 

X 

X 

X 
X 
X 

X 
X 
X 
X 
x-
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e In addition to courses in specific management func
tions and skills, there is a need for development of 
more general management skills, especially for 
mid-level managers. These relate to problem iden
tification and establishment of management 
priorities, rather than to the more technical skills 
associated with problem solving and decision
making. Reviews of existing criminal justice man
agement courses suggest insufficient emphasis on 
problem identification as a training Objective. In
creased emphasis is needed, too, on strengthening of 
leadership skills, which relate to development of 
peer relationships, motivation of subordinates, 
negotiation, resolution of conflicts and decision
making under conditions of ambiguity and risk. 

e' Firlally, in contrast to the variety of specialized and 
uncoordinated management training courses cur
rently available, there is a need for development of 
an integrated, vertical sequence of management 
training courses, closely geared to overall agency 
Cllreer development objectives. Management train
ing experts from both the public and private sector 
who participated in an NMS panel on the subject 
strongly endorsed the development of an integrated 
program with continuity from first line supervisors 
through top managers. 

D. Summary and Recommendations 

The preceding sections have documented significant 
quantitative and qualitative deficiencies in the training 
and education of criminal justice executives and other 
managerial personnel, for performance of key manage
rial functions: 

e The need for comprehensive, systematic ma,nage
ment training programs for criminal justice' ... xecu
tives is particularly critical because neither their 
formal educational backgrounds nor their prior ex
perience, typically in line law enforcement or cor
rectional positions, have adequately prepared many 
of them for key managerial-level roles and responsi
bilities. These roles, moreover, are undergoing 
major changes as a result of recent developments 
affecting law enforcement and .::orrectional pro
grams, of growing pressures for public accountabil
ity, and the gr(jlwth of public sector unionism. 

e Substanti~ proportions of law enforcement or 
corrections executives have never received any spe
cialized training in such key functions as budget 
management, planning and evaluation or personnel 
management, even though these are given high 
priority by executives as essential areas of manage
ment training. 

122 

e Although a considerable variety of separate man
agement training and education courses are avail
able, many of these programs are too fragmented, 
too short and specialized or-when university 
sponsored-are often too theoretical in content and 
approach. An integrated approach to criminal justice 
management training, as part of a comprehensive 
career development program for managers and ex
ecutives, is generally lacking. 

To remedy these deficiencies, we recommend that 
LEAA place high priority on (1) planning and develop
ment of comprehensive management training and educa
tion programs for criminal justice executives, including 
development of model curricula and course sequences, 
suitable for each level from first-level supervisor to top 
executives, and (2) establishment of regional educational 
centers for criminal justice management personnel for 
conducting such programs. The planning should be con
ducted with active participation, in each region, of state 
planning and training agencies, of state operating agen
cies and of leading educators in the field of management 
development. We believe that a broad regional approach 
is needed to provide an adequate institutional base, in 
terms of highly qualified faculty, curriculum develop
ment, use of advanced training methods and an affiliated 
research program. Emphasis in curricula· should be 
placed on development of broad leadership and manage
rial skills, as well as on th~se functional areas where 
additional training is found to be most needed, by vari
ous categories of executives. 

The establishment of regional centers does not pre
clude the continuance of university-based management 
training programs. Academic credit arrangements should 
be made with universities to provide incentives for 
supervisors, mid-level managers, and executives to 
complete degree programs in public managem!'nt and 
administration, or in criminal justice with management 
emphasis. The intent of the centers should be to provide 
more accessible courses and to integrate courses to meet 
specific agency training needs. Special programs on a 
continuing basis should be established within the centers 
to include the senior level officials: state and local execu
tives, judicial and legislative officials, state planning 
executives, and other senior officials. In addition, each 
center should establish and maintain a personnel assess
ment facility to advise agencies on the selection and 
career development of supervisors, mid-level managers, 
and top executives. 

Existing management training centers operated under 
state auspices may be found to meet the needs of some 
areas for regional centers. Private executive training pro
grams furnishing training in certain subject matter could 
be integrated in the regional centers. Regional centers 



might be established in an academic setting, utilizing 
existing programs. 

Instructor training programs should be provided in 
conjunction with center programs, and should introduce 
knowledge of educational technology. Most instructors 
should have had experience within the criminal justice 
system. Rotating instructorships could be geared to 
agency manager development programs, with a stint at 
the center for 1-2 years being an integral part of career 
development. 

The urgent need for improved management training 
suggests that regional management development centers 
be established as soon as possible, if funding can be 
provided. In order to facilitate this action, a national 
advisory planning group should be established to develop 
program offerings and the administrative structure for 
these centers. 

In advancing this recommendation, as one of the high
est priority arer.s for educational and training assistance, 
we are fully cognizant of the costs entailed in establish
ing intensive management training programs, specially 
designed to meet the needs of the criminal jus,tice sys
tem. We are also aware that it may be difficult to attract 
to these courses, for periods as long as three months, the 
type of busy executives and upwardly-mobile mid
management personnel who can most benefit from such 

training, and who are or will be ina position to apply this 
training to the management process in thei'r own ageIl\
cies. We believe the latter obstacle can be overcome if 
emphasis is placed upon making the proposed training 
institutions truly "centers of excellence" in the field of 
management training and by gearing program content 
and methods to meeting the capabilities, interests and 
needs of the potential student body. With respect to 
costs, we can identify few other investments in the field 
of training and academic assj,stance which have higher 
potential returns, in terms of achieving neede9 improve
ments in orientation, organization and operatio':l."of our 
nation's law enforcement and crhninal justice agencies. 
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CHAPTER IX. PROFESSIONAL EDUCATION AND 
TRAINING FOR JUDICIAL PROCESS OCCUPATIONS 

This chapter reviews the specialized training needs of 
judges, prosecutors and indigent de.fense counsel and of 
professional court administra~ors, and assesses the 
adequacy of current programs in relation to these needs. 

In view of the pivotal role of the law school as the 
primary source of specialized professional education for 
most of these occupations, the initial section of this 
chapter includes data on the extent to which under
graduate law school programs provide adequate prepam
tion for future criminal justice practitioners and identifies 
those skill or knowledge needs which require supplemen
tal agency tmining. 

The following three sf;:ctions review, sepamtely, the 
current scope of entry-level and in-service training, for 
)staff attorneys in prosecution and indigent defense agen
cJes, for chief prosecutors and defenders, and for judges. 

The professional court administrator-his functions, 
characteristics and training needs-are discussed in the 
final section, based on the results of the NMS survey of 
incumbent state and local court administmtors. 

A. The Role of Law Schools 
in Preparation 
for Criminal Justice Careers 

Graduation from a law school is a requirement for 
admission into the bar in almost all states. As noted in 
Chapter V, most newly recmited attorneys in prosecu
tion and indigent defense agencies enter these positions 
shortly after law school graduation, with little or no 
previous trial experience. Similarly, a large proportion of 
newly elected or appointed judges are likely to have had 
limited experience in criminal justice pmctice. Thus, the 
extent to which undergraduate law school education pre
pares graduates for roles in the criminal justice field has 
important implications for their ability to perform effec
tively in these positions. 

The prevailing educational philosophy of the under
graduate law schools focuses on mastery of legal ana
lytical skills, combined with a broad overview of the 
substantive principles of law. Since formal accredited 
specialization-analogous to that in the medical field
has not yet emerged in the pmctice cf law, emphasis is 
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on introductory and broad survey courses, and on de
velopment of basic legal research and analytical skills, to 
develop the competence of "thinking as a lawyer. " This 
philosophy implies that the more practical legal skills, 
including pretrial and trial procedures, as well as special
ized expertise in particular fields of law, will be mainly 
acquired through a process of on-the-job "apprentice
ship" or practical experience, either as a law clerk or as a 
junior pmcticing attorney. 

An analysis of criminal law course offerings of ABA 
accredited law schools indiclltes that, in 1975, nearly all 
law schools had an established requirement for comple
tion of a course in either criminal law or criminal proce
dUres by first-year students and that, between 1966 and 
1975, there was a modest overall increase in the propor
tion of criminal justice courses in the total law school 
curriculum-from 4.3 percent in 1966 to 6.8 percent in 
1975. However, only one-third or fewer of the law 
schools offered advanced courses or seminars in criminal 
law or process or on related criminal justice subjects. 

A sample analysis of course contents and texts, 
moreover, indicated a number of significant limitations 
of these materials, from the standpoint of preparing law 
school graduates for criminal law pmctice. Thus, in most 
law school texts, procedural matters are presented in a 
manner that emphasizes constitutional issues rather than 
addressing the dynamics of criminal justice procedures, 
e.g., the role of plea bargaining and its relationship to 
prosecutor charging and judicial sentencing pmctices. 

In or.qer to compensate, in part, for the limited cover
age of procedural subjects and of related opemtional 
skills, a large and growing proportion of law schools 
offer clinical experience to advanced undergmduate law 
students, normally in theirthird year. In 1975, 124 of the 
163 ABA-accredited law schools offered clinical law 
programs. 1 Of these, 65 percent included a criminal 
justice component: defense, prosecution, or corrections. 
Such programs, in conjunction with summer internships 
in prosecution and defender agencies, provide day-to
day exposure to the realities of criminal justice opem
tions. 

The NMS executive surveys indicated that 55 percent 
of prosecutors and 59 percent of defenders gave hiring .-
preference to law students with clinical law experience . 



About 11 percent of the reporting prosecutors pennitted 
law students to prosecute felony cases under supervision. 
An additional 15 percent pem1itted misdemeanant pros
ecution by law students in their offices. 

At the same time, it must be recognized that only 
about 20 percent of all law graduates were found to have 
clinical law experience, and a much smaller percentage 
have criminal law experience. 2 Thus, clinical programs 
for criminal law are still more important for their potan
tial, than for their pl1esent, contributions. 

The limitations of undergraduate law school programs 
as a direct preparation for the positions of assistant pros
ecutor and assistant defender-suggested by the preced
ing analyses-are further confirmed by responses of 
chief prosecutors anell public defenders to the NMS sur
vey. As shown in Table IX-I, a large proportion of the 
respondents considered law school graduates as in
adequately prepared for such functions as trial advocacy, 
criminal trial procedure, and juvenile family law and 
court procedures, in contrast' to much more favorable 
assessments of their preparation on such subjects as sub
stantive criminal law,. constitutional law alld legal ethics. 

TABLE IX-I 
Assessment of Adequacy of Preparation of Law 

School Graduates by Heads of Prosecution/ 
D(ifense Offices a 

Functional Area 

Percent of Office Heads Assessing 
Preparation as Adequate 

of Preparation Prosecution Defense 

Juvenile family law and cd,urt 
procedure ______ • ____ .--_______ 36 18 

Criminal trial procedure ___________ 32 27 

Trial advocacy____________________ 32 26 
Law of evidence _.---_-'__________ 60 53 
Substantive criminal law ___________ 64 60 
Constitutional law .. _______________ 79 79 
Legal ethics __________ .__________ 85 74 

a Percentages adjusted for t'nQ ~~ponse." 
Source: National Manpow,\f Su",,~y. Prosecutors and Public Defenders. 1975. 

One of the results of inadequate pre:paration of most 
law school graduate~ for criminal justice-related posi
tions is to place a greirtcr",burden upon employing agen
cies to provide sUPP!lementary traininj~ to newly hired 
personnel, through /AiiJsely supervised :fon-the-job learn
ing experiences, a{wl~l1 as fOm1al cOUI'ses. The follow
ing summary, basid Olll the report of N]%[S field visits to a 
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number of large a(1d medium-Sized plinsecution and de-
fender offices, descdbes the pre\!ailin€i practice in these 
offices: i ' 

"Once hired, new attorneys are'11t(ergenl~nto 
the courtroom to ilink or swim. E1re):y office (of. 
those visited) has somle system fli~t'developing 

.\ 
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the attorney's skills without causing undue 
ham1 to the office, the public or the accused. In 
addition to fOm1al and infom1al orientation 
programs, the young attorney is. led through a 
series of assignments graduatetl in difficulty 
. . . The length of time spent in ea~~h of these 
training cycles varies witlJ the individual and 
the opportunities to move, but most offices feel 
that it takes a year to become a minimally 
competent trial attorney." 3 

It must be emphasized, however, that the above de
scription of practice in larger prosecution or public de
fender agencies clearly cannot apply to the situation of 
the large number of smaller offices often staffed by only 
one or two attorneys. The latter offices nOm1ally have 
little or no in-house training capabUities. Moreover, it is 
clear that, in view of the high turnover among these staff 
attorneys, a substantial prop6rtion have less than the 
rnini.mum length of experience needed to bec.Oine • 'min
imally competent" in the full range of required skills. 

From the standpoint of the law schools. the following 
improvements are therefore recommended: 

• Increased emphasis should be. placed on closely 
supervised clinical progranH, preferably in the set
ting of an opelrational agency. 

I) Curriculum offerings in criminal justice should be 
expanded with increased emphasis onpracticullegal 
skills . 

• Faculty and institutional improvement should also 
be encouraged by supporting such activities as· 
greater involveml~nt in criminaljustice research, in
ternships in criminal justice agencies'and develop
ment of better linkages between law faculty and 
operating crin11nal justice \~:;6'lO'ies. 

if 
.<~ 

B. Assistant Prosecutor 
and Defender Training 

1. Background. Since the publication of the Wicker
sham Commission repaits in 1931, there ha~ been grow
ing national recognition of the need to. hnprove the 
cOinpetencies of judicial process personnel for effective 
and equitable administration of justice. 4 This was 
reaffirmed by the President's Commission on Law En
fon~ement and Administration of Justice in 1967.1> Simi
larly, the American Bar Association Project on Criminal 
Justice Standaros called for in-house training J>f pro
SeC\ltors, supplementing earlier ABA standards which 
advocated defense training. 6 The most recent and fUllest 
expression of national concern for adequate traiflfng was 
that of the National Advisory Commission on Criminal 
Justice Standards and Goals (NAC) , which proposM;; 
fOm1.al entry-level training programs for aU newly ap
pointed assistant pr~secwors and defenders, as well as 
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provision of in-service training and continuing legal edu
cation programs on a systematic basis. 7 

The NAC report included a number of specific rec
ommendations on training content: 

• Prosecution training. Entry training for new assist
ant prosecutors should begin with orientation into 
office structure, procedure, and policies; the local 
court system; and the operation of the police agen
cies, lasting about one week. In-service training 
shfnl\d feature seminars on such subjects as law of 
search and seizure, confessions, substantive crimi
nal law, exercise of prosecutional discretion, and 
trial at rate gy . 

.• Defender training. Training content for defenders 
would vary according to its source. National training 
would emphasize entry-level skills in ,a two- to 
four-week,program on such topics as constitutional 
law, trial skills, criminal investigation, and appel
late advocacy. Local orientation programs should 
emphasize local court structure and procedure, bail 
practice, office procedure, plea negotiation practices 
of the prosecutor, and community resources avail
able to aid the defendant in formulating sentencing 
alternatives. Statewide training for new defenders 
should offer substantive criminal law procedure. and 
post-conviction remedies unique to the state. 

Since the establishment of the Law Enforcement As
sista21ce Administration, substantial progress has been 
made in strengthening the institutional infrastructure for 
provision of judicial process training and education, in 
accordance with some of the key Commission recom
mendations. With the stimulus of LEA A assistance and 
growing state recognition of the need for judicial and 
legal continuing education, there now eXist national, 
state, and local training and continuing legal education 
(CLE) programs in far greater numbers than in the past. 
LEAA funding supports the two national colleges for 
defense and prosecution. A National Institute for Trial 
Advocacy assists both defense and prosecution in acquir
ing these crucial skills. Block grant funding by LEAA 
has supported the establishment of statewide prosecutor 
and defense training agencies and programs, and has 
enabled local agency personnel to be paid travel and 
other expenses to attend national training programs. In 
'addition to these direct training efforts, LEAA funding 
also supports a variety of technical assistance programs 
and provides limited management and planning training 
as well. 

2, O(:cupational analysis findings. Continnation of 
the importance of adequate entry-level training for 
assistant prosecutors and defenders was provided by the 
results of NMS field occupational analyses of prosecutor 
and defender tasks and training needs. 
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Prosecutors-Among the prosecutor tasks 
which ranked high in terms of time spent were 
development of evidence through interviews 
and other sources, negotiation with defense 
counsel and actual prosecution of cases in a 
criminal court. Substantial proportions of re
spondents indicated that they had insufficient 
training for these tasks, ranging from 19 per
cent for negotiation with defense counsel, to 
30 percent for court trial prosecution, and 40 
percent for development of evidence and re
lated screening activities. 

The level of proficiency of typical newly 
assigned prosecutors was reported to be below 
the level ne.eded for capable performance for 
all major aspects of task-related skills and 
knowledges including, particularly, knowl
edge of jurisdictional rules and procedures, 
knowledge of criminal law procedures, case 
preparation practices and conduct of trials. 
Defenders-The responses of public defender 
staff suggested even more pronounced 
deficiencies in prior training for key tasks than 
those for the prosecutors. An average of a,bout 
40 percent of those interviewed reported they 
had received insufficient training for such tasks 
as interviewing clients, review of evidence, 
negotiation with prosecutors or judges, and 
representation at clients' trials or sentencing. 
In all of these and in related practical legal 
tasks and knowledges, the defenders had relied 
primarily upon on-the-job learning, and
minimally-upon their law school education as 
the source of training. With limited excep
tions, the proficiency of typical newly assigned 
personnel was found to be much lower, on all 
of the applied skill and knowledge require
ments, than that considered needed for effec
tive job performance. 8 

The implications of this field assessment are clear. 
Significant proportions of the practitioners in both occu~ 
pations who were interviewed by the' NMS staff con
sidered themselves inadequately trained for some of their 
major tasks, and virtually all considered that newly re
cruited personnel were generally deficient in the practical 
skills and knowledges required for effe:ctive performance 
of these roles. 

It must be emphasized that the above findings were 
based on small and not necessarily representative sam
ples. They are, however, consistent both with the as
sessments of the limita.tions of existing legal education 
and training programs, made by the National Advisory 
Commission and other expert groups, and with related 
findings on the criminal justice content o{undergraduate 
law school programs, reviewed in the preceding section. 

3. Entry-level training programs. As indicated in the 
preceding section, the development of the needed profes
sional skills of attorneys-whether in. criminal or civil 
practice-relies upon a process of on-the-job experience 



and specialized training to supplement the broad founda
tions provided in undergraduate law school courses. Tra
ditionally this process-in common with that in many 
other professional and skilled occupations-has 
consisted primarily of progressive assignments under 
supervision of more senior personnel, Le.,infornal O!(l

the-job orientation and "learning by doing." Exclusive 
reliance upon this process has some obvious limitations, 
as previously noted, particularly in small organizations 
and in situations where workload pressures compel im
mediate assignment of junior attorneys to more comple~x 
and demanding tasks. These have resulted in develop
ment of more fornal entry-level training, or orientation, 
programs for both assistant prosecutors and defenders, 
nonnally provided shortly after their entry into employ
ment. 

Not all new entrants to assistant prosecutor or defendl~r 
positions have an equal need for such training. Based o.n 
responses to NMS surveys of chief prosecutors and de
fenders, we have estimated 111at about one-fifth of all 
assistant prosecutors, and about one-third of assistallt 
public defenders, hired in 1974-75 had prior trial exped
ence, while others may have become familiar with 
agency practices through prior experience with the 
agency as an intem, in a clinical program or as a laW 
clerk. Nevertheless, as suggested by the resUlts of the 
NMS field analyses, most entrants do need systematic 
orientation or entry-level training. 

The extent of such training is summarized in Tabl~s 
IX-2 and IX-3. Nearly one-half of all prosecutor and 
defender offices reported that their agency provided np 
formal entry-level training or that such training WaS 

limited to brief orientations of one day or less; abol~t 

one-tiourth, in each case reported that thege courses 
laste(i from two days up to onewe~~, while only is 

.- ---------- ------j(V---
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percent of all agencies offered entry courses lasting more 
than two weeks. 

Among prosecution agencies, the larger agencies were 
much more likely to have fonnal entry training programs 
than smaller offices. As a result, a weighted average, 
based on total employment in each agency size group, 
indicates that prosecution agencies employing about 
two-thirds of aU assistant prosecutors offered fornal 
entry training of two days or more to newly hired assist
ant prosecutors. The average length of training courses 
was also significanHy higher in the larger offices. Thus, 
about one-half of all agencies with 10 or more assistant 
prosecutors met the recommended NAC standard of 
courses of one week or longer, as compared to less than 
one-fourth of the smallest agencies;· 

A vaillible evidence suggests that there has been a 
Significant growth in both prosecutor and defendeitrain
jng programs since the late 1960's. A major factor-has 
been the growth of statewide training programs, particu
larly for prosecutors. Thus one recent study, by the 
National District Attorneys Association indicate;s that 29 
states had statewide tr~ining programs that providep 
training to hoth new assistant:> and new chief pros-
ecutors. 9 " 

4. In-seJ1lice training. The NMS survey also 
requested information on the prqvision of in-service 
training, or continuing legal education, to experienced 
attorneys. i. e., those without at least one year ,p) experi
ence within the agency. In the ease of prosecution agen
cies, about two-thirds of all agencies and about 90 per
cent of the larger agencies reported that they provided 
some assistance for external continuing education in the 
field of prosecution, whether in the form of administra
tive leave, tuition support or other means. Nearly three
fourths of all public defender agencies (74 percent) simi-

TABLE IX-2 

Percent of Prosecution Agencies Providing Form'al Entry-Level Training for Assistant Prosecutors and 
Length ofTrafnin&~, by Agency Size, J975 

(Percent distribution) 

A~ency Size-Number of Assislant Prosecutors 
Length of Training All 

Agencies 1-4 5-9_ 10-24 2S and Over 

No rannal training _______________ ~ ________________________ .• ______________ _ 38.1 45.1 31.4 15.9 10.2 
One day or less (basic orientation only) _______________________ .• ______________ _ 8.5 8.0 11.0 7.2 10.2 

Total, none or one day or less _____________________________ ,.--____________ _ 46.6 ·53.1 42.4 23.1 20.4 
Two days to one week _____________________________________ ,, ______________ _ 25.8 23.9 31.4 31.9 25.4 
One to two weeks ________________________________________ .. _______ ,, ______ _ 

19.4 16.6 21.2 27.5 32.2 
More than two w~ks ___________ . ___________________________ •. _______ ~ ______ _ 8.2 6.4 5.1 17.4 20.1 

Total _________________________________________________ ., ______________ _ 100.0 100,0 100.0 100.0 100.0 
Number of reports ______ ~ __________________________________ ,----_______ . ___ _ (811) (565) (118) ( 69) -, ( 59) 

Source: NMS Executive Survey. 1975. Covers Slate and county prosecution or IOWlI se~lces agencies. ReSPOrlseS ..... for agencies with one or more asslslant prosecutors. 
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TABLE IX-3 

Percent of Public Defender Agencies Providing Formal 
Entry-Level Training for Assistant Defenders and 

Length of Training, 1975 

Length of Training 

l\!one _" _________________________________ _ 

One day or less (orientation only) ___________ _ 
Total, none or one day or less ____________ _ 

TWI~ days to one week ____________________ _ 
One or ~wo weeks ________________________ _ 
More thWI two weeks _____________________ _ 

'fotru ___________________________ ~ _____ _ 

Source: NMS Executive Survey, 1975, Based on 191 responses. 

Percent 
of Agencies 

32 
15 
47 
24 
21 
8 

100 

~~ lady provided such assistance. However, only about 
, one-third, in each category, had established policies re
, quhing experienced assistant prosecutors to participate in 
: some type of job-related continuing education. Con
, siderably smaller percentages-28 percent of the de-
fender offices and 15 percent of the prosecution offices 
-reported that they provided in-house formal in-service 
training, and these consisted predominantly of the larger 

'agencies, i.e., those with 25 or more employees. A 
supplemental survey of 32 contract defender offices in 
larger cities also found that such training was limited to 
ag(ll1Cies with 25 or more staff attorneys. 

Some indication of the sources of external training is 
" provided by responses to a question requesting execu

tives to identify the agencies from which their office had 
received assistance for training, including training pro
vided to chief prosecutors or defenders as well as to staff 
attorneys. For prosecution offices, the major sources of 
training, as shown in Table IX-4, included two 
national-level organizations-the National District At
torneys Association and the National College of District 
Att()meys, followed by programs sponsored or ope~ted 
by' s,tate level prosecution or attorney general offices and 
by the state bar associations. Similarly, the correspond
ing national-level defender institutions-the National 
CoHege of Criminal Justice Lawyers and Public Defend
ers and the National Legal Aid and Defenders 
Association-were among the major providers of con
tinuing legal education forpubHc defenders, followed by 
the state defender office and state bar associations. 

Ipfomlation on training content was also obtained, for 
both t~ntry and in-service training, from those agencies 
which conducted in~house training programs. With 
limlled exceptions, general subject coverage of in
service programs was found to parallel those of the 
entrY,level courses. For prosecvtlon agencies, topics 
suc~~ as constitutional law, law of evidence and criminal 
tria), proce,g,9res were included by nearly all programs. 
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TABLE IX-4 

Sources of Training Assistance for Prosecution 
and Defender Offices 

Percent Receiving Assistance 

Source Prosecution Defender 
Offices Offices 

National District Attorneys 
Association ------------------- 38% 

l\! ational College of District 
Attorneys --------------------- 29 

National College of Criminal 
Defense Lawyers WId Public 
Defenders _____________________ 32 

National Legal Aid WId De-
fenders Association _____________ 17 

State Prosecutor Office ____________ 27 
State Defender Office ------------- 21 
State Bar Association ------------- 22 15 
State Attorney General ---_ .. _------ 20 
Accredited Law Schools ___________ 12 5 

Smace: NMS Executive Surveys, 1975. Percentages not additive since agencies may use 
multiple training sources, 

Certain procedural subjects, such as scre~ning policies 
and charging practices were more frequently covered in 
entry-level courses, while in-service programs more fre
quently included topics such as trial advocacy and sub
stantive criminal law developments. Subjects which 
were less frequently covered included juvenile and fam
ily law procedure, pretrial diversion and appellate advo
cacy, in part because many prosecution agencies and/or 
staffs do not have responsibility for these functions. 
Similar patterns were evident in the responses of defend
er agencies, with subjects such as constitutional law and 
criminal trial procedure ranking high in both entry and 
in-service courses, while procedural subjects such as 
case inves6gation, plea negotiation practices and pre
liminary hearing procedures received more emphasis in 
the entry-level courses. 

5. Adequacy of staff training programs. The above: 
survey findings have documented some of the positive 
aspects as well as quantitative limitations, of available 
training programs for prosecution and defender staffs. As 
compared to the situation in the late 1960's, substantial 
progress has been made in establishment of all infrastruc
ture for provision of training, including the combined 
resources of in~1(),ouse programs, statewide programs and 
national-levei'(~"grams. The most apparent deficiencies 
are the continued absence of entry level and/or in-service 
training opportunities for staff in many of the smaller 
agencies lind the very short duration of most of the 
available entry courses. This implies heavy reliance upon, 
on-the-job training and experience as the primary method 
of professional development. Unfortunately, heavy. 
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agency workload& and the limited availability of super
visory or senior personnel; for this purpose, afforcl 
limited opportunities for systematic "on-the-job" train
ing in many agencies. 

Confirmation for the above assessment was provided 
by responses of chief prosecutors and defenders to the 
following question: "On the whole, how satisfied are 
you with all aspects of training at your office?" The 
choices available, as shown in Table IX-5, ranged from 
"extremely satisfied" to "extremely dissatisfied." As in 
the case of responses by other categories of criminal 
justice administrators, summarized in Chapter VII, the 
most frequent response-indicated by nearly one-half of 
the prosecutors and defenders-was' 'satisfied. " A more 
sensitive index of degree of satisfaction is provided, 
however, by the ratio of those expressing varying de
grees of dissatisfaction, to those who indicated that they 
were "extremely" or "very" satisfied with their agen
cies' programs. These "dissatisfaction ratiosH exceeded 
four to one for both prosecutors and defenders, and were 
higher than for any other category of criminal justice 
executive surveyed, with the exception of heads of 
juvenile correctional agencies. 

Executives were also queried as to the extent to which 
each of several factors was a limitation on the overall 
effectiveness of training in their offices. These included 
such constraints as inadequate training budgets, high 
workloads and lack of the necessary training responses in 
their areas. Although inadequate training budgets were 
most frequently cited as a serious limitation by both 
prosecutors and defenders, the effect of high agency 
workloads in limiting availability of staff for training 
purposes was also cited as a serious limitation by nearly 
one-half of the respondents. Hence provision of addi
tional training funds may not, alone, be sufficient to 
assure that personnel will be available for needed train
ing in many agencies. 

C. Training for Chief Prosecutors 
,and D(!fend~!'s 

The preceding section has focused on training pro
vided to staff attorneys-assistant prosecutors and 
defenders-rather 011 the training needs of heads of pro
secution and public defender agencies. The professional 
tasks performed by many chief prosecutors and defend
ers in small offices overlap with, and are frequently·· 
identical to, those performed by the staff attorneys in 
larger offices. Thus, among all chief prosecutors and 
defenders responding to the NMS survey, 69 percent of 
the prosecutors and 53 percent of the defenders identified 
the task of preparation, supervision and reviGw of legal 
cases among the three major responsibilities which were 

TABLE IX-5 

Overall Satisfaction of Chief Prosecutors and Defenders 
With Agency Training Program 

Percent Distributions 
Satisfaction Rating 

Prosecutors Defenders 

Ex.tremely satisfied __________ . ____ _ 3 3 
Very !:atisfied ___________________ _ 7 8 
Satisfied _______________________ _ 

47 44 
Dissatisfied _____________________ _ 37 35 
Very Dissatisfied ________________ _ 3 4 
Ex.tremely dissatisfied ____________ _ 3 6 Totru ________________________ _ 

100 100 
Ratio of rul • 'dissatisfied" to 

"highly" or "very" 
satisfied _____________________ _ 

4.3:1 4.1:1 
Number _______________________ _ 

(812) . (160) 

Source: NMS Exttutive Survey, 1975. 

most important in their position, as compared to much 
smaller proportions who indicated that their managerial 
or liaison duties were the most demanding. However, in 
larger jurisdictions, the role of the chief prosecutor and 
chief defender becomes that of a manager, who-in 
addition to direct participation in, or supervision of , the 
more important and difficult legal prosecution and de
fense cases-must als'o' establish office policies, serve as 
the official spokesman and representative of his agency 
with other governmental agencies and the community, 
and must conduct all the normal responsibilities of man
agement, including settling priorities, monitoring case 
.fiows, and fiscal and personnel administration. 
Moreover, although prosecutors and defenders may enter 
these positions-whether through election or 
appointment-with varying degrees of competency ,and 
experience in criminal law practice, they are, with few 
exceptions, lacking in professional preparation for many 
of their policy and managerial responsibilities. 
, For this reason, chief prose~utors and defenders were 

requested, nn the NMS survey;l to identify those special
ized training subjects, or courses, which they would 
recommend as being especially helpful for future incum
bents in their posmon, as well as to separately indicate 
which of these courses they themselves ha<ltaken. A 
total of 16 areas was listed, ranging from traditional legal 
subjects, such as constitutional law and trial advqcacy, 

. and more specialized technical subjects, such as f6rensic 
patpology, to non-legal subjects, including general man
agement tral,\Ung, huma~ relations and community rela
tions. Their responses are summarized in Tables IX-6" 
and IX-7. 

In response to the question concerning recommended 
specialized training courses for chief'prosecutors and 

r;:~ "~. 
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defenders, the types of course most frequently recom
mended by both categories were those related to profes
sional legal subjects: law of evidence, trial advocacy, 
constitutional law and substantive criminal law de
velopments. These were the only subjects 
recommended-in that order-by one-half or more of 
both the prosecutors and public defenders responding to 
the NMS survey. Since over three-fourths of the pro
secutors in this survey, and nearly 60 percent of the 
defenders, were in small agencies-those with fewer 
than 10 employees-this emphasis upon professional 
legal subjects is understandable. In the latter agencies, 
particularly, the principal tasks of the prosecutor or de
fender are directly related to actual handling of cases or 
to direct supervision or review of the work of staff 
attorneys. 

One method for identifying significant gaps in pro
secutor and defender training programs is to compare the 
proportions of respondents recommending particular 
training subjects with the proportions who have actually 
received training in these subjects. These differences are 
shown in the last columns of Tables IX-6 and IX-7. For 
prosecutors, these differences were 20 percent or higher 
in the following subjects: law of evidence (34 percent), 
trial advocacy (29 percent), community relations (23 
percent), constitutional law (21 percent), juvenile law 
(20 percent), and human relations (20 percent). For de
fenders, the "most needed" additional training courses, 
based on this criterion, were: human relations (27 per
cent), general management/administration (26 percent), 

psychiatry and the law (23 percent) and community rela
tions (20 percent). Thus, for both prosecutors and de
fenders, these comparisons indicate, that in addition 
to further specialized courses in legal subjects, there is a 
need for increased emphasis on certain subjects outside 
of the traditional CLE curricula and which provide need
ed perspectives to prosecutors and defenders in their' 
roles as criminal justice executives. The limited exposure 
to such training for prosecutors and defenders is illus
tm.ted by the fact that only about 5 percent of the 
respondents had taken any specialized courses in com
munity relations or human relations, afnd that only about 
one-fifth had taken a course in managemp.nt subjects. 

Chief prosecutors and defenders were also queried as 
to whether they had taken any comprehensive or l 'om
nibus'" prosecutor training courses, of the type offered 
by the National Colleges of District Attorneys or 
Defenders, or by state prosecutor or defenders training 
programs. A majority of the respondents-56 percent of 
the prosecutors and 61 percent of the defenders
reported that they had attendeq such courses. Based on 
responses to this and the preceding questions, it appears 
that a large proportion of all incumb-ent prosecutors and 
defenders have had some specialized post-law school 
training relevant to their cun't:nt position. However, in 
view of the brief duration of most of the available train
ing courses and of their primary focus upon professional 
legal content, there have been significant gaps in ade
qUl:icy of this training--particularly for the policy and 
managerial aspects of their positions. 

TABLE IX-6 

Recommended Specialized Courses and Actual Courses Taken by Chief Prosecutors, 1975 

Percent Percent 
Training Topic Recommending Who AUended Difference 

Course Cour"e (1HZ) 

(1) (2) (3) Law of evidence __ ~ ____ ~ _______ ~ __ ~ ______________________________________ _ 
73 39 34 

Trialadvocacy _______________________________________________ ------____ _ 
71 42 29 

Constitutional law developments ____________________________________________ _ 55 39 16 
Juvenile justice law ______________________________________________________ _ 37 17 20 
General management/Administration .. _______________________________________ _ 37 19 18 
Jury selection ___________________________________________________________ _ 36 21 15 
Scientific evidence identification ____________________________________________ _ 36 1..2 14 
Plea negotiation practices _________ , __________________________ .• _____________ _ 30 IS 15 

Community relations ------------------------------------------------------ 29 6 23 
Forensic pathology _______________________________________________________ _ 26 14 12 
Psychiatry and the law ------------------------------------•. ---------------- 25 13 12 
Human relations _______________________________________________________ --_ 

25 5 20 
Appellate advocacy ____________ ., _____ ~ ,. ____________ , _________________ ~ ____ _ 20 7 13 
Program management (e.g., pre·trial diversfon, defender p~osecution) _____________ _ 20 10 10 
POlygraph use __ "' ______________ , ____ -----------__________________ .:' ________ _ 13 9 4 

~~l ~---------------------------------------------------------------
Sourcef NMS E"~Ullve Survey. 1975 (No, 1344). 
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TABLE IX-7 

Recommended Specialized Courses and Actual Courses Taken by Chief Defenders, 1975 

Percent Pcn:;cnl 
Training Topic Re~ommending Who Attended Difference 

Course Course (1)-(2) 

(1) (2) (3) 
Law of evidence _____________________________________ .. ___________________ _ 62 <i4 18 Trim advocacy __________________________________________________________ _ 

61 46 15 
Constitutional law ____________________________________ .. __________________ _ S6 47 9 
Substantive criminal law developments ______________________________________ _ 51 41 lQ 
General management/Administration ________________________________________ _ 49 23 26 
Psychiatry and the law -------------------.. --------------------------------- 41 18 23 
Scientific evidence identification ____________________________________________ _ 37 29 8 
Jury selection ___________________________________________________________ _ 36 25 11 
Human relations _________________________________________________________ _ 33 6 27 
Plea negotiation practice.'> _________________________________________________ _ 31 19 12 
Appellate advocacy ______ --------________________________________________ _ 31 14 17 
Forensic pathology _______________________________________________________ _ 31 18 13 
Juvenile justice law ______________________________________________________ _ 30,'i 16 14 
Community relations -------~---------------------------------------------- 24 4 20 
Program management (e.g .• pre.trial diversion. defender prosecution) ____ ~ ________ _ 20 8 14 
Polygraph use ______________________________ ---_________________ ~---_____ _ 

19 16 3 

Source: NMS Executive Survey. 1975 (N=252). 

D. Judicial Training 

1. Judicial functions and training needs. The judicial 
role entails tasks and responsibilities distinctive frqm 
those required for general law practice. These include 
such basic duties as presiding over criminal trials and 
hearings, setting bond, issuing instructions to juries, 
imposing sentences and management of the court calen
dars. NMS field staff conducted interviews with about 40 
judges, most of whom presided over cot:\rts of general 
jurisdiction. Of those interviewed, 20 percent reported 
that they had received insufficient training for presiding 
over criminal trials, 24 percent were insufficiently 
trained for their sentencing roles, and 37 percent, for 
management of the criminal calendars. These and almost 
all other specialized judiCial tasks had been primarily 
learned "on-the-job." Formal training ranked 
second-but much lower-in order of importance, while 
law ~chool education waS consistently ["<inked last as a 
sourCe of training fOJ: judicial skills. 

Analysis of responses to the skill and knowledge 
checklist for judges revealed that in almost every cate
gory the level of proficiency of typical newly assigned 
judges was substantially below that considered necessary 
for capable performance. The gaps appeared to be par
ticularly critical in such areas as knowledge of criminal 
law rules and procedures, policy regarding exeJX:ise of 
discretion, conduct of trials and sentencing practices. 

Unlike many other countries, the United States does 
not provide any formal pre-servke education or training 

}"I 
'I",) 

i' 

to spec/~cally prepare individuals for serving~s judges. 
Since most judges are either elected or are appointed by 
political officials, selection criteria v-ary widely from 
state to state and by type of court. Even a law school 
education is not always, a requirement for selection in the 
ca.se of many limited jurisdiction cqurts. In view of these 
limitations, particular emphasis has been placed by the 
various national commission studies upon provision of, 
and improvement of, judicial training. 

Thus, the National Advisory Commission on Criminal 
Justice Standards and GOll.ls recommended that each state 
should maintain a comprehensive program of continuing 
judicial education, including establishment of its own 
~tate judicial college and a requirement that all new trial 
judges should attend both local and national orientation 
programs as well as one ofthe nationaljudicial education 
courses within three years of assuming judicial office. to 

2. Recent cMvelopments. Prior to the advent of the 
Law Enforcement Assistance Administration little spe
cialized training was available for judges other than that 
provided in a few nati~nal programs. One of the first of 
these programs, the Appellate Judges Seminar sponsored 
by the Institute for Jndicial Administration, was initiated 
in 1956. In the early 1960's, the National Colleges for 
State Trial Judges and Juvenile Justice were established. 
But no national training programs were yet av.\lilable for 
the great majority of the judiciary, particul.Wly those 
judges serving in courts of limited jurisdiction, .. 

Since the establishment of the LEAA, coi~siderable 
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progress in judicial training has been made. In addition 
to the three earlier programs, LEAA discretionary fund
ing /Jow supports judicial training through the American 
Academy for Judicial Education and the American Bar 
Association Appellate Judges' Conferences. LE.A..A as
sil,tance has also contributed to establishment of and 
strengthening of state judicial training programs, and a 
number of states have established training requirements 
for their judicial' personnel. 

The current status of these programs is reviewed in the 
following sections, based primarily on NMS field visits 
to selected court systems in ten states and on summary 
data from other recent sllrveys. 

3. 'Entry-level training. Table IX-·8 summarizes the 
extent to which states (including the District of Colum
bia) prgvide entry-level training for new judges. Despite 
the critical need for such training, only about one-half of 
the states provided such training for new judges in courts 
of general jurisdiction and only about two-fifths, in 
courts of limited jurisdictions. Of the 38 states still em
ploying lay justices of the peace, 26 provided entry 
training for these personnel. 

TABLE IX-8 

Number of States Providing Entry Training for New 
Judges, by Type of Court, 1975 

Number of states with 
specified type of court ____________ _ 

Number of states pro-
viding training ____ _ 

Geneml 
Court 

51 

24 

Limited 
Cot>/t" 

47 

19 

Lay Justice 
of Peace b 

38 

26 

• Excludes states with unified court systems thut have no lower court and no separate training 
for para judicial personnel. < 

b Stutes with lay joSH .. training provided lIy attorney general or a Judicial association are 
Included in this table. < 

Source: NMS Survey of State Court System Administrato", and National Center for State 
Courts data file. 

While entry training may be available, It is not neces·· 
saQly mandatory nor is it always utilized. Only seven 
states require entry training for all judges; one state 
l'equires entry training only for its general court judges, 
and two states require entry training only for limited 
court judges. Twenty-one states do not require~ntry 
training for any judges, but provide entry training with 
attendance voluntary for trial judges. In many instances, 
judges are "expected" to attend training, although it is 
vo,untary. 

Several of the states listed as providing entry training 
for trial judges in Table IX-8 do not provide the training 
themselves, but use one or more LEAA-funded national 
jUdicial training programs. A few other states send 

132 

judges for entry training to the National Coileges in 
Reno, Nevada; Denver, Colorado; or Boulder, Colorado. 

In addition to formal training programs, in at least 13 
states an "advisory," or experienced, judge volunteers 
to assist new tdal judges. 11 In many of these states, the 
judicial education office has prepared guides to assist the. 
advisory judge. It is often suggested that new judges first 
sit as observers on the bench beside the advisor judge, 
before taking cases. 

Other orientation programs in various jurisdictions are 
offered during the course of the incumbent's first year 
and concentrate on problems identified by the new judges 
as well as selected substantive law and procedural issues. 
Some judges prefer this type of orientation program to 
preserVice training because it offers judges time to gain 
practical experience prior to classroom training. The 
teaching techniques utilized in orientation programs are 
similar to other in-service sessions and may include: 
lecture, seminars; workshops, film, and video tape pre
sentations. The tL'TIe set aside for orientation training 
may range from a lo.ng weekend session to a two week 
course totaling over f.;4 hours of instruction. In the latter 
case, instructional materials developed by the training 
coordinators have filled five volumes consisting of over 
2,500 pages. 

4. In-service judicial education. As shown in Table 
IX-9, all but a few states report that they have some 

< on-going state-coordinated program for continuing edu
cation of their judicial personnel in, 1976. In-service 
training programs were reported as provided for general 
court judges in 46 states and the District of ColumBIa, 
and in 44 jurisdictions, for limited court judges. (In two 
states, there are no limited courts). A smaller number-
31 stare~reported such programs for state appellate 
court judges . 

A majority of states offering judicial training programs 
use a combination of in-state and national training re
sources. However, a number of states-typically those 
with smaller numbers of judges-relied solely upon na
tional judicial training programs. These data were based 
upon reports submitted to NMS by state cOllrt administm
tive officials, supplemented by data available from the 
National Center for State Courts. However, a review of 
LEAA. block grants for 1975 indicated that three of the 
four states which did not report a state-wide judicial 
training program qad received 1975 LEAA funding for 
sending some local trial judg~s to national programs. 
Thus, virtually all states now appear to have some provi
sion for continuing education of their judicial personnel. 

a. State programs. Based c'n NMS field visits to 10 
states, the state-level training pco\grams offered to sitting 
judges are very diverse in theii.' st~1Jcture and content. In 
some states, format and subject matter is modified from 



TABLE IX-9 

Number of States Providing In-Service Judicial 
Education by Type 0/ Judge, and by Source a/Training, 

1976 a 

Category of Judge 
Souree of 
Training General Limited Juris· 

Appella!e Tri.l Court diction CoUrt b 

Total, all sources __ ~ __ 31 47 44 
In-stat€) only _______ 11 6 11 
In-state and national 8 32 27 
National only ______ 12 9 6 

• Including \he Dls.trict of Columbia. 
b Two Jurisdictions do not have limited cou,ts nOr parajudicial officials with criminal law 

responsibilities. 
Sources: NMS Survey of Slllt. Court Administtnlor Offices, 1916 lind National Celller for 

State CourlS dalll file, 1976. 

year to year, whereas other states have established more 
standardized structures. The' types of state in-service 
training seem to be organized into four different models, 
in the jurisdictions visited, including: (1) an "adjunct" 
program; (2) a weekend training session; (3) a special 
training ,resslon or institute; and (4) a more comprehen
sive "omnibus" training course. 

• The adjunct program is so identified because it is 
usually oflered as part of some other judicial activ
ity, usually the annual or-semi-annual meeting of the 
judicial conference made up of either all or specific 
classes of judges within a state. tTsually held on a 
weekend at a hotel or cortference center, these ses
sions provide lectures and workshops on p):'eselected 
topics such as evidence, recent decisions, rules 
changes or sentencing. This training model was con
sidered of limited value by some respondents be
cause it is mixed with other business and social 
events; hence training' 'may get lost in the shuffle." 

• The second model is a two or three day session
traditionally held on weekends-which is devoted 
exclusively to training and held once or twice a year. 
Normally the agenda will include five) ot six topics 
of general interest to all jUdges such as evidence, 
recent developments in the law, tecent appellate 
court actions, sentencing, and one or two special 
topics such as taking guilty pleas, OI judicial rela
tionships with the press. A number of states now 
mandate that all judges receive some continuing 
legal education each year, and this type of program 
or model usually provides a way to meet such re
quirements. One alternative approach to th,s model 
was to offer two programs, one in the sprinfand one 
in the fall, making attendance at one mandatory and 
attendance at the other optional. 

• The third model is the special session; it is usually 

directed at a special group of jt.1.dges and deals with 
one special topiC fora <;hort period of time. For 
example, one state visited has a.n annual sentencing 
institute; only issues related to this topic will be on 
the agenda. A program at one of these sessions. 
might inchr.de presentations by members of various 
post adjicatory agencies such as the parole board, 
community-based treatment programs, and drug and 
alcoholic diversion programs. In addition to lec
tures, workshops are often used as are video taped 
mock sentencing proceedings, so judges may ob
serve their behavior and be critiqued. As with molt;, 
other training session, key speakers from national"" 
organizations or other court systems make presenta
tions on timely topics. Another type ·of special ses
sion is directed at special classes of judges and even 
non-judicial personnel. For exa!mpll~, many states 
have annual sessilons for traffic cOlllrt or juvenile 
court judges. State training offices are also provid
ing programs for COUlt clerks, reporters an~ even 
bailiffs or court officers at special seminars held 
annually. 

r. The final model is a longer tenn training program 
lasting up to two weeks and just beginning in a 
number of larger states, including California, 
Florida, Indiana, Michigan, Texas llnd Ohio. 'rhese 
extended in-state programs, like s!ome of the na
tional judicial training efforts, are often calleo j~di
cial colleges. TllUS, in addition to orientatioll,and 
training programs fOji new jUdges, the California 
Center for judicial I'~;~~a~on and Research conducts 
three institutes for justfe'e, rtnmicipal, superior, and 
juvenil~ court judges and referees. 

In addition to sp.onsorship of these formal sessiolls or 
courses, a number of state judicial tmining offices offer 
various specialized training services to assist judges. The 
service most often cited is the provision of printed and 
recorded materials, including deskbooks and bench 
books, that allow judges to have easy access to vital 
information, such as instruGtion and advice to defendants 
who choose to plead gUilty. The bench 'book can prov,tde 
a script to insure that the judge asks rul appropriate 
questions of defendants and can give guidance fotfurther 
action according to the responsesx€Qaiv:~"These b~ks 
are regularly updated with the most CUrfeht rule changes 
and procedures for implementing appellate COUlt flntlings 
and decisions. By outlining step-by~step procedures, the 
bench book can be of benefit not only to the new judge 
but also to' the more experienced jurist who finds that 
after trying civil matters for over 1)ix months; 'he must 
suddenly preside in juvenile hearings. Audio cassettes 
have illso become very popular among judges as a quick 
way to receive essential' infonnati.Qn ':abo'Ut specific 
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topics. Even video tapes are presently being utilized by 
some states to supplement their training programs. 

The final aspect of special services may include the 
preparaHon and distribution of printed materials, news
letters, and reporter services including the most recent 
decisions of state and federal trial and appellate courts. 
These services may be the only way for some judges 
. to keep current on a regular basis. 

b. National programs. Despite the recent growth of 
state-level training activities, a number of national-level 
organizations continue to be the major providers of sys
tematic training for various categories of judicial person
nel. These include five LEAA-funded programs: The 
National Cpllege for State Trial Judges, the American 
Academy fdr Judicial Administration, the National Col
lege for Juvenile Justice, the Institute for Judicial Admin
istration Appellate Judge Services, and the American Bar 
Association Appellate Judges' Conference. In addition, 
the Institute for Court Management offers educational 
programs for court administrators and juveffile court per
sonnel, both 'of which may include judges. Some na
tional training p;;6grams are also offered by other 
national professional organizations, such as the National 
Conference of Metropolitan Court Judges, the American 
Judicature Society and the National Center for State 
Courts. Short descriptions of three of these programs are 
presented below . 

• The largest of these programs is that of the National 
College of State Trial Judges. Every jurisdiction 
visited by the NMS field survey had sent judges to 
the College; a number of participants had returned 
two or three times. The National College, located in 
R'rno,<Nevada, primarily offers two residential pro
gtams: 3· fvJJ.r,week summer program for general 
jurisdi6tion judg~s, and a two week program for 
special court judges. In addition, a variety of 
graduate programs, lasting one or two weeks, is 

. offered for more experienced judges who have com
ple~ed the initial core program. In 1975, the Na
tional College conducted 23 resident sessions, 29 
judicial seminars and 6 special programs, which 
were completed by a total of 1,071 judges. 
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Courses provided in the resident sessions in
cluded such subjects as criminal law, evidence, 
search and seizure, family law, sentencing, traffic 
law, probat.q law, alcohol and drugs, the judge and 
the judge and the jury, and COt}rt administration. 
Exter;·sion programs on similar topics were offered 
~n 29 locations to 2,552 participants. About 18 of 
these courses included or were directed solely at 
judges of limited jurisdiction COUltS. 

In the 11 years of its existence, the college has 
graduated 2,638 judges of general jurisdiction 

courts (over 50 percent of such judges), and 585 
judges of limited court jurisdiction. Its 239 regional 
seminars have had 14,208 attendees-judges of 
both general and limited jurisdiction courts. 

A series of evaluations of the National College 
conducted by outside evaluators found no major 
problem with the content or quality of the program. 
What caveats appeared were related primarily to 
class size. Also noted by the evaluators were the 
unsatisfactory relationships between national and 
state training programs. In several instances, the 
estahlis~ent of a state judicial college has had the 
effect of precluding that state's judiciary from at
tendance at national programs. 

• The American Academy of Judicial Education di
rects the vast majority of its national and in-state 
programs to judges of limited jurisdiction courts. In 
1974; it sponsored 11 national programs attended by 
420 judg0S. Two week orientation programs are 
offered to newer judges and advanced one week 
graduate courses are also provided. 

Unlike the National College, however, the 
Academy focuses on the development and pro
gramming of in-state training conferences. In 1974, 
31 of these conferences were held and attended by 
almost 2,500 judges. These conferences are always 
initiated by the states themselves with the Academy 
providing support in such areas as program de
velopment, planning, faculty selection, and mate
rials. The Academy assists the states in procuring 
funds (primarily from LEAA) for financing these 
sessions. The Academy also uses video tapes, cas
sette instructor's guides and outlines in specific sub
stance and procedural areas as individualized 
training materials for each state. Like the National 
College, the Academy conducts research for the 
purpose of uprJating and developing new materials 
as well as publishing its own journals and newslet
ters. 

States visited that have taken advantage of these 
cooperatively developed training programs have 
found them to be beneficial and well received. 
However, the future of the Academy is uncertain 
for several reasons. Unlike the National College, 
the Academy relies on the LEAA for most of its 
financial support; this support may not always be 
forthcoming. Some problems have also developed 
between the College and the Academy over possible 
conflicts or overlapping in the training of limited 
court judges. Finally, there may come a time in the 
near future when many jurisdictions possess the 
in-state capability to provide the services and train
ing the Academy now offers. 



• The LEAA-fundedNational College of Juvenile Jus
tice sponsors four two-week residential programs for 
judges and other juveniie justice personnel each year 
and joins with other organizations in presenting re
gional programs, which are often t.!topermive efforts 
with state agencies. The curriculum is interdiscipli
nary, with an emphasis upon the behavioral and 
social sciences. In 1975, the College participated in 
a number of such programs. Many of these were, 
however, for corrections and probation personnel, 
rather than for the judiciary. Only four training pro
grams were held in 1975 for judicial personnel in 
conjunction with the state courts. 

It should be noted that the organizational locus of 
juvenile courts varies from state to state, and that in 
many jurisdictions, there are no specialized judges 
whose responsibilities are limited to juvenile cases. 
Such cases may be handled by a division of a 
general or limited jurisdiction court, by an element 
of a probate or family court or by a separate juvenile 
court. Nevertheless, the special status of juveniles 
under the law and the need for close linkages with 
probation agencies and with a variety of community 
resources and programs, requires specialized 
knowledge and training not adequately provided 
either in undergraduate law school, prograrns or in 

'non-specialized CLE progrl!ms for judges or other 
adjudicative personnel. 

5. Training for lay judges. The use of lay judges in 
criminal proceedings occurs under three conditions. A 
lay judge may act as a judicial officer in: (1) preliminary 
hearings and issuances of warrants; (2) criminal trials 
including instances of defendants' waiver of a right to a 
judge trained in the law; and (3) sent.encing hearings" 
through waiver of a right to trial, plea of guilty, and rigb!! 
to a law-trained judge. . ' 

The use or'lay judges in criminal proceedings is au
thorized in 38 states, ih all but one of which the judges 
may se!l~ence defendant.s to incarceration after trial. 
Most of these lay judge courts have general misdemeanQr 
jurisdiction and may therefore sentence defendants for up 
to one year in jail. In 14 states, howe.ver, they have 
limited sentencing authority, ranging from 30 days to 6 
months. 

In all of these states there are· upwards of 11,000 
judicial/positions for which lay judges are apthorized. In 
the absence of legal training, the only manner in which 
these judges can be qualified fot' such. positions is 
through entry training. In 27 states, entry training is 
available for lay judges, including the one state where 
lay j~~ges h~ve no incarceration sentellcing authority. 
This includes also the state of West Vir(:~nia, which hal§. 
mandated training for new magistratecr, beginning in 

1977. Excluding West Virginia, 22 states have mandated 
training for lay judges, and 4 have voluntary training 
for their lay judges. 

It should be noted that not all "mandatory" programs 
are equally stringent. For example, in New York, pro
gram attendance is required of the lay judges for only 80 
percent of the classes. The length of the training pro~ 
grams for lay judges also appears inadequate. In New 
York, the program lasts six days, and only half of that 
time is directed at criminal law, evidence, and relate~ 
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topics. Such qualitative limitations are particularly in .. ! 
pottant because there commonly are no educational qual
ifications for the lay judge position. For nexample, in 
Mississippi, the legislature recently acted to place on the 
ballot a constitutional amendment requiring a high 
school degree for lay judges. This minimal qualification 
is typical of states with lay judges ar~ permitted. 

In about one-third of the state~, with lay judges, bench 
manuals are available for their use. The unavailability pf 
such manuals in the remainder of the states with lay 
judges is a major concern. Clearly entry training is not 
sufficient for their legal training., As a result of the 
absence of adequate training or bench book~, lay judges 
are reported to depend often upon the prosecutor (if one 
is available) for legal advice. But such reliance does not 
comply with the requirements that the judicial officerbe 
a neutral, unbiased decision maker. . 

The prevaUing practices in the United States may be 
contrasted with that in the United'Kingdom. The English 
lay judges receive pre service training before sitting in 
court, through attendance as observers at court proceed~ 
ings and through lectures, discussion, and self-learning 
(books). New magistrates visit pemu. institutions and 
attend meetings of their .. bench. Two booklets are 

,yrovided: a general manual and one on sentencing. Con
tinuing education is also stressed through conferences, 
meetings, and seminars. But even with all this training, 
lay judges in England also have clerks with legal training 
on whom to rely. This suggests that if non-legally trained 
judges continue to be authorized here·, a combination of 
more illten:sive trainit1g and of legal support ~er'lli.celij,~ 
required for these key personnel. 

6. Current status of judicial education and training. 
The materials presented above support the follOWing 

. conclusions concerning the need for, and adequacy of, 
existing programs: 

a. Our survey and occupati9nal analysis findings 
have confirmed the need for formalized programs of train
ing, continUing legal education and related supporting servic
es, to prepare new entrants into judicial positions for 
their crltiGal av,d un!que sesponsibilities and to assure 
mainten/lJ1ce and enhancem~l1t of their professional 
competencies. Neither undergraduate law school educa· 
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tion, nor the typical experience acquired in the private 
practice of la\lf, adequately equip most new judges for 
such new duties as presiding at trials, setting bail, sen
tencing or supervision of court calendars. Yet, these and 
related functions-all entailing large elements of 
discretion-have a critical bearing on the functioning of 
the courts and of the criminal justice system as a whole. 

b. Substantial progress has been made in the past 
decade in developing and improving the institutional 
base for training and education of judicial personnel, 
due-in large measure-to the availability of LEAA 
funding, either in the form of support for national level 
colleges or programs or through the use by states of 
LEAA block grant funds for state training and continuing 
legal education activities. This is illustrated both by the 
growth of the national-level pmgrams over the decade 
and by the fact· that most states now have state
coordinated programs for judicial training and education. 

c. Nevertheless, progress has been uneven. The 
most critical deficiency appears to be in the availability 
of adequate entry-level training for new judges. Based on 
available information, less than one-half of the states 
systematically provide formal training programs for new 
judges prior to, or shortly after, their' assumption of 
judicial duties. In addition, 12 of the 38 states utilizing 
lay judges apparently have no formal programs for their 
officials. The use of alternative training procedures, such 
as advisory judges, is preferable to no training at all; 
nevertheless it has clear limitations. 

d. The apparent availability of some form of con
tinuing judicial education in nearly all states, indicated 
by our summary data, provides a very inadequate basis 
for assessing the adequacy of such training, in terms of 
the proportion of judges actually attending such pro
grams, the length and types of training provided, and its 
usefulness. In contrast to the recent establishment in 
some states of judicial colleges, with comprehensive 
resident training programs and supporting services, 
many other state-level programs are still limited to short 
two or three-day training sessions often in conjunction 
with other activities. 

e. Since availability of judges for longer training 
prograills is often a critical limitation in provision of such 
training, supporting services such as bench books, man
uals, and evidence guides are an important adjunct, or 
complement, to formal training sessions. A number of 
states, such as California, provide models in this respect; 
however, only a few states have distributed even a single 
bench book to their judges. 

f. Finally, there is a need for improved articulation 
between state and national-level CLE programs for 
judges-as well as for prosecutors and defenders-and 
among the vario~s national programs. Since the LEAA 
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plays a major role in funding many of these programs
either directly or through block-grants-it should assume 
the initiative in establishing, or encouraging, more effec
tive oordination among these programs and institutions. 

E. Court Administration Ti"aining 

1. The court administrator's role. Although the need 
for more efficient administration of the courts has long 
been recognized,12 this function had typically been 
performed-and continues to be performed in many 
courts-as an added responsibility of a judge of the 
court, in conjunction with an elected clerk of the court 
and with supporting clerical or secretarial staff. The 
specialized position of professional court administrator is 
of quite recent origin. The first state court administrator 
position was established in New Jersey, by statute, in 
1948}3 Rapid growth in the number of court adminis
trator positions ensued in the 1960' s and early 1970' s, as 
a result vf increased emphasis on the need for improve
ments in court organization and management. A total of 
455 state and local court administrators were identified in 
1975 in a NMS survey of state offices responsible for 
court administration in each state. 

Court administrator positions now exist to varying 
degrees at all levels of the court system. At the state 
level, there has been at least partial establishment of a 
state court administrator's office, under the authority of 
the highest state court, in 47 states. (In at least eight of 
these, however, the state COUIt administrator has limited 
duties only.) An additional 20 court administrator offices 
assist statewide trial systems or appellate courts. The 
large majority of court administrators, however, are at
tached to lower level courts-primarily trial courts of 
general jurisdiction. Of 334 court administrators re
sponding to the NMS survey of this profession, 76 per
cent were responsible for administration of trial courts of 
general jurisdiction, of whom more than half also had 
responsibilities for limited or special jurisdiction courts. 
About 15 percent were attached only to limited or special 
jurisdiction courts and 9 percent were not responsible for 
either type of trial court. 

The roles and functions of court administrators vary 
significantly depending upon the types of courts which 
they serve and the organizational structure of the state 
court system. At the state level, there are two general 
types of court administrator offices. The most common is 
a court administrator office responsible for the entire 
state court system. In some states, the state office may be 
responsible to the state supreme court, either for the 
administrative needs of the entire state court system or 
for some part of that system, i.e .• that court or the 
general or limited trial courts. In some states, both types 



of state administration offices exist, a state court system 
office and one in which the highest court will have a 
separate office of the clerk, who acts as the administrator 
for that court. 

The se'::ond type of state administrator office is the 
specialized court administrator, who is responsible for 
providing services to a state court other than the highest 
court of the state, either a statewide trial court or an 
intermediate court of appeals, and. who is responsible 
either to the judges of that court or the state court system 
office. Where different levels of courts are organized 
statewide but remain independent of each other, multiple 
state court administrators to serve each court are re
quired. 

The scope of responsibility of state court administrator 
offices is suggested, in part, by the relative size of their 
professional staffs. Among the 42 state court adminis
trator offices covered hy the NMS survey, the number of 
professional staff members -ranged from none in 3 
states to 52 in Michigan. The overall average was 12.6 
professional staff members per office. 

The range of staff size was found to be even greater in 
the case of the' trial court administrators responding to the 
NMS. Of the 270 trial court administrators induded in 
the survey, over one-half (146) reported havin8 no pro
fessional staff assistants, even though at least one-third 
served more than one court. On the other hand, an 
additional 124 trial court administrator offices reported a 
total of 1,002 professional staff members. Of this total, 
one large metropolitan city reported 374 employees, 
while no other office reported as many as 50 staffmem
bers. The average number of professional staff members, 
excluding this one city office, was about five per office, 

for those offices reporting at least one such employee, 
-other than the court administrator, 

Responses to the NMS survey indicated considerable 
variation between the responsibilities of the state and of 
the trial court administrators-and,- among the latter 
group, between those who had professional assistants 
and those who did not (Table IX-lO). Virtually all state 
court administrators included statistical management. 
fiscal management and evaluation and planning amQng 
their major functions. About 8 out of 10 also reported 
responsibility for personnel management and for space 
and equipment management. Relatively small propor
tions, at the state level, had responsibility for such opera
tional functions as court calendar management, court 
services management (e.g., probation services) or for 
jury management. The latter duties are normallyper~ 
formed by the trial courts, whereas the state court system 
administrator is primarily concerned with oversight, 
coordination, planning and research as well as the provi
sion of general assistance to the courts. Other statewide 
administrative functions may include judicial education 
services, legislative drafting or testimony, and responsi
bility for the state defender system. 

The data on functions performed by trial court 
administrators indicate a higher frequency of responsibil
ities for operational functions such as calendar manage
ment and jury management, but lower frequencies for 
such functions as fiscal management or evaluation and 
planning. Trial court administrators without professional 
staff are much less likely to have certain management 
functions than those with staff assistants. The most fre
quent responsibilities of those witbout staff are for calen
dar management and statistics, whereas more than 80 

TABLE IX-10 

Responsibilities of Court Administrators, by Level and Type of Court Served and by 
Presence of Professional Staff 
(Percent perfonning selected functions) 

Funcllon 

Statistical management _______________________________________________________ _ 
Fiscal management ____________ .. _____________________________________________ _ 

Evaluation and planning ----------------~-------------------------------------Criminal management _______________________________________________________ _ 
Space and equipment management _____________________________________________ _ 
Calendar manageIIlent _______________________________________________________ _ 
Court services management _______________________ ---_________________________ _ 
Jury management ______________________________________________________ ----__ 
~urnberofreports ______________________________________________________ -----

• Also includes administrator.; for statewide tr~,l and appellate courlS and for limiied Qr special jurisdiction Co,,,IS. 
50=: NMS Court Administrator Survey, 1976. 

Total' 

89 
76 
69 
72 
75 
78 
40 
53 

332 

Sta:. 
Court System 

100 
98 
95 
80 
77 
34 
25 
11 
44 

Trial Courts 

With Without 
Staff ,) Staff 

90 81 
84 54 
72 59 
88 60 
83 60 
86 82 
51 36 
70 51 

124 96 

137 



percent of trial court administrators with staff also report . 
fiscal, personnel and space management, among their 
key functions. On a composite basis, 42 percent of all 
trial court administrators with staff performed all of the 
itemized management and administrative functions, 
other than management of court services, compared to 
only 19 percent of those without professional staff assist
ants. 

The above responses thus suggest that the manage
ment scope of many incumbent trial court administrators 
is much more limited than that normally implied in the 
rol~ of a professional court administrator. Further insight 
on this point was obtained from the following assessment 
based on NMS field visits to 15 trial courts, 13 of which 
were served by personnel bearing the titles of court 
administrator or courts coordinator. 

"of these 13 individuals, six were performing 
a wide range of duties related to court adminis
tration and management, while the remaining 
seven performed duties more typically limited 
to the functions of a court clerk and may sim
ply have had their job titles changed during the 
past few years." 14 

As suggested by the above description, the title of 
court administrator is currently used to describe positions 
which vary considerably in responsibility and scope, 
ranging from those requiring broad management and 
legal skills, to others with closely circumscribed ad
ministrative and clerical duties. These differences in job 
fUnctions are reflected in the selection standards for court 
administrators and in the diverse educational back
grounds, and work experience, of current incumbents, as 
described in the following section. 

2. ProfiLe of court administrators. 
a. EducationaL background. The educational at

tainment of incumbents of court administrators provides 

a useful indicator of both the nature of their positions and 
of the extent to which these incumbents have the basic 
educational background for assuming the full range of 
responsibilities assol::iated with that of the professional 
court administrator. As shown in Table IX-l1, respon
dents to the NMS court administrator survey have a very 
diverse range of educational backgrounds. At one ex
treme, 12 percent of the respondents reported only a high 
school level of educational attainment and an additional 
24 percent had some college, but less than a four-year 
college degree. At the other extreme, 29 percent were 
law school graduates and an additional 12 percent had a 
master! s degree or higher. The educational background 
of the state court system administrators was substantially 
higher than those in trial courts. Thus, over 80 percent of 
the former held law degrees, as contrasted with only 
about 30 percent of the trial court administrators. 

b. Experience. In view of the recency of most court 
administrator positions, a large proportion of all incum
bent court administrators had been in their current posi
tions for only a few years. About one-fourth of all 
respondents had less than 2 years of service in their 
current positions, and oyer 70 percent, less than 5 
years of service. 

A sub:;tantial proportion of court administrators had, 
however, held prior positions in the field of court admin
istration. Thus, whereas the mean length of :service of 
court admini~tors in their current position ~ was less 
than 4 years, their total experience'in the fifild of court 
administration averaged 8 years, and nearly 30 per
cent reported ,I 0 or more years of total expe~ience in this 
field. 

c. Prior positions. Almost one-half (48 percent) of 
all incumbent court administrators had held prior court 
positions, mainly as administrators or as Clerks or De
puty Clerks of courts. Included in this category too, were 

TABLE IX-ll 

Educational Attainment of Court Administrators by Level and Type of Court Served 
and by Presence of Professional Staff 

(Percent distribution by specified level of educational attainment) 

Educational 
AUainment Total' 

No college _____________________________________ -, _____________ .______________ 12 
Some college ________________________________ ."_ "___________________________ 24 
College degree _________________________________ .... ___________________________ ~3 

Master' 5 degree _____________________________________________________________ 12 
Law degree ____ ~____________________________________________________________ 29 

Totw ____________________________________________________________________ 100 
NUlllberofreports ___________________________ ~_______________________________ 331 

• Also Includes administrators for statewide trial and appellale courts, and for limited or special jurisdiction courts. 
SOllNe: NMS Survey of Coun Administrators, 1976. 
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5 22 
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14 14 
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a small number o.f fo.nnel: judges, mainly serving as 
state-level Co.urt administra1tors. An additio.nal 24 percent 
o.f Co.urt administrato.rs had held o.ther managerial o.r 
administrative Po.sit~ons iln non-court agencies or func
tions, while 14 percemt ha,d previo.usly bet~n emplo.yed as 
atto.rneys or law clerks. The remaining 14 percent had 
last been emplo.yed in a number of other' non-co.urt
related positio.ns. 

These variations in prior work experiencl~ are closely 
related to the differences in CQurt administration func
tio.ns in different types o.f Co.urts. Thus, based on field 
visit reports, the hiatl Co.urt administrators who.se func
tiQns were mo.re cledcally-o.riented were likely to. have 
been employees Qf the judicial system or Qf the local 
gQvernment fo.r SQme, time. PriQr emplQyment, usually in 
the clerk's o.ffice, had provided the practical experience 
and qualificatio.ns for the court administrato.r positio.n, 
rather than specialized educationol training. The profes
sional management-oriented co.ur~administrato.rs, Qn the 
o.ther hand, were likely to. be yori~ger and better edu
cated, with diverse backgrounds in law and business 
administratio.n, as well as in other 'professional ,court 
administrators positicms. Such individuals were likely to. 
be more mobile, and with co.nsiderable interest in Co.urt 
management as a ca~)er field, as well as in o.ther areas of 
public administratio.n. 15 

3. Professional education and training for court ad" 
ministrators 

a. Extent of spel.ialized programs. As illustrated by 
the diverse educati(>nal and wo.rk experience back
grounds o.f current court administrators, the fieid of court 
administration has n9t yet established cQmmQnly reCQg
nized standards fo.r ql~alificatiQn fQr these PQsitiQns. This 
is due, in part, to. the fact that specialized co.urses Qr 
programs fo.r CQurt administratio.n are o.f quite recent 
o.rigin. Prio.r to. the 1950's, only a few law schQQls and 
PQlitical science pro¥rams included CQutse cQmpQnents 
relating to. judicial a~fministratiQn. Most of these earlier 
prQgrams were direcl~ed at lawyers Qr judges. The first 
majQrprQgram desigI~ed specifically for training o.f court 
administratQrs was that Qf the Institute fQr Co.urt Man
agement, establishe~' in 1970 as a six-mQnth certificate 
program Qn the campus Qfthe University of Denver Law 
SchQo.l. This prQglilm, supPQrted by LEAA funds, 
graduated nearly 2513 certificate holders in its first 6 
years of Qperation ~nd has provided a mQdel judicial 
administratio.n prQgnlPt for other educational institutior.$,. , .. 
in this field. '. . 

The recent growt~1 Qf interest in educatiQn for court 
administration is inOl(cated by the fact that, by 1976, a 
tQtal Qf 48 educatiol~al institutions Qffered CQurses or 
programs in judicial administratiQn f including under
graduate law schQQI~, other cQlleges and universities, 

and specialized institutes. Of these only 15 Qffer d6grees 
lOr certificates in the field o.f court administration, 
whereas Qther institutiQns o.ffer cOUrses withQut special
ized degrees in this field. 16 

LEAA funding provides a limited emount Qf institu
tional SUPPQrt fQr these programs, including an annual 
grant of $225,000 to. I.C.M. and smaller amo.unts to 
certain o.ther national programs. An analysis of state 
block grant allocations in Fiscal Year 1975 indicates that 
an additional $180,000 was allocated fQr travel expenses 
and l'I;llated costs, for attendance of Co.urt administrato.r 
staff at th~se natio.nal prQgrams. 

b. Recommended educatio~ and training pro
grams. CQurt administrato.rs responding to. the NMS sur
vey were requested to. identify bQth the general academic 
fields and the mo.re sp\~cializecl training subjects con
sidered most useful for Co.urt administratioI,l. The 
academic fields preferred by the largest number o.f re-!I 
spDndents, among all categories of CQurt adrtlinistratQrs,l~ 
were management, law and public administration, in that \\ 
o.rder. All of these fields were included among the top 
three choices by about Qne-half o.r mQre o.f all respDnd
ents. In contrast, criminal justice specializatiQn-o.r 
more technical specializatio.n in co.mputer sciences o.r 
acco.unting-was recommended by much smallerprQPQr
tions Qf administrators. 

Academic field prefhrences Qf Co.urt administratQrs 
tended tD be cQrrelated with the functio.nal n.eeds of their 
Qwn o.ffices Qr Po.sitiQns, as well as with their o.wn 
educatiQnal backgrDunds. Thus, amo.ng state CQurt 
administratQrs-Qf whQm abQut 801i percent were 
lawyers-an undergraduate law degree ranked first in 
p'~ference, by a wide margin, fo.llQwed by public admin
i~:tratiQn and management SUbjects. Among trial court 
administrators, who.se duties include much greater em~ 
phasis UPQn administrative and operatio.nal tasks, the 
management field was mo.st frequently recommended, 
follo.wed by law', public administratio.n and business 
administration. Criminal justice specializatio.n was con
sidl~rably mo.re popular amo.ng the. trial Co.urt adminis
trators than amo.ng the state court administratQrs, but 
nevertheless was recQmmended bY'Qnly abQut one-third 
of all trial court administrators. 

Similar differences in emphasis, in terms Qf training 
CQur,.,e cQntent, were indicated by the resPo.nses .Qf dif~ 
ferent categQries of co.urt administratQrs(Table IX-12). 
Co.urses.Qn court info.rmatiQn systems ranked first jn 
preferenqes among state court administratQts;'1 follo.wed 
by course\s Qn methQds Qf pro.gram planning and eva! ua
tion. Tria;lcQurt administratQrs gave first priDrity to. 
co.urses Qn case flow management, follQwed by Co.Urses 
o.n court int,o.nnation systems, but gave less emphasis to 
program phtp.ning and evaluatiQn co.urses-reflecting the 
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TABLE IX-I2 

Recommendations of Court Administrators on Training Courses Especially Useful for Court Administrators 
(Percent recommending) 

Trial Court 

Subject Total State Court Willi Without 
System Professional Professional 

Staff Staff 

Casefiow management ______________________________________________ _ 85 66 85 98 
Court information systems and record keeping __________________________ _ 82 91 77 85 
Personnel administration ________________ . ___________ . _________________ _ 70 70 71 65 
Budget and fiscal management _______________________________________ _ 69 66 68 53 
Program planning and evaluation ___________ -----_____________________ _ 67 75 65 70 
Computer applications ______________________________________________ _ 62 68 65 56 

Source: NMS Court Administrator Survey, 1976. 

lesser frequency of broad management responsibilIties 
among trial court administrators. 

c. Specialized ttaining received by court adminis
trators. Court administrators were also queried on the 
extynt of their own specialized training in the field of 
court administration. Only about one-fourth (26 percent) 
had completed a special program of study in judicial 
administration before entering their current position. Of 
the latter, nearly one-half had attended the Institute fo~ 
Court Management, while others had attended a number 
of other university programs or those of other national 
coUeges, such as the National College of the State 
Judiciary. In view of the fact that significant numbers of 
incumbent court administrators had had prior experience 
in court administration in such roles as deputy court 
administrator or clerks of court, it is likely that very few 
had in fact completed these programs prior to entering 
this field. Thus, educational credentials in the form of 
completion of specialized programs in judicial adminis
tration have not yet apparently been required as a condi
tion of qualificb),tion for the large majority of court 
administrator positions. 

In contrast, a la'l;ge proportion of court administrators' 
have participated ill specialized training or educational 
programs since enteling the field of court administration 
(Table IX-13). A totil:l of 261 court administrators, or 79 
percent of all respondet)ts, reported that they had attended 
workshops or other spedial training sessions subsequent to 
entering court administra)tion work. As shown below, the 
major sources of this trai\ling were the Institute of Court 
Management and the trainlhg programs sponsored by state 
agencies such as the State "Court Administrator's or the 
Stllte Judicial Conference. Other major providers of such 
training were the National Association of Trial Court 
Administrators and university-related centers for continu
ing education. 
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TABLE IX-13 

Percent of Court Administrators Attending Training 
Programs, by Source 

Source 

Institute for Court Management ____ _ 
State Court Administrator's 

Office ______ ~ ________________ _ 

State Judicial Cojiference _________ _ 

National Assor,iation of Trial 
Court A<iministrators ___________ _ 

Universi!'/~i-elated Centers for 
Conti,i(uing Education __________ _ 

Natior,ru College of the State 
Judiciary _____________________ _ 

Institute for Judicial Adminis-
tration _______________________ _ 

Other _________________________ _ 

Number of Reports ______________ _ 

Percent of Percent of Court 
Total Court Administrators 

Administrators 4 With Training· 

43 

33 
22 

22 

19 

7 

4 
16 

(330) 

55 

42 
28 

28 

25 

8 

5 
20 

(261) 

• Percentages do not add to 100 since respondents may have auendod more than one 
program. 

Source: NMS Court Administrators Survey. 1976. 

LEAA funding, including block grants, was the most 
important sOilrce of financial assistance for attendance at 
these programs. Over three-fourths (77 percent) of the 

,administrators who had received in-service training, re
ported this had been financed by LEAA funds at least in 
part. Nearly one-half also had received financial assist

. anceirom their own agency for such training. A rela-
'tively small proportion (16 percent) reported that they 
had financed their own attendance. It is likely, moreover, 
that these responses understate, to some extent, the rela
tive contribution of LEAA to support of court administra
tion training since they do not take into account indirect 
LEAA financial support through institutional grants or 

\ 
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through funding assistance to court administnltion 
offices. 

4. Findings on court administrator training. The 
adequacy of the training and education of court adminis
trators can only be assessed in the context of their roles 
and responsibilities. From our summary of functions 
performed by court administrators, it is evident that at 
least two-and probably more-distinct categories of 
positions are included within the scope of the "(:ourt 
admini~trator" position. The first category, typified by 
many s~ate court systems administrators and by some 
administrators of large trial courts or groups of COll1rts, 
exercises a broad range of managerial responsibilities, 
under the general policy supervision of the chief judicial 
officer of the court or court system. These can include 
such functions as planning, organizing, staffing, dUrect
ing, controlling and coordinating the court and its lllon
judicial personnel. The second category of administrators 
has more restricted responsibiUties for such functioI.ls as 
calendaring, record keeping and statistical reportin~l, as 
well as for staff functions, including supervision of 11on
judicial personnel, accounting, space and equipmerlt or 
data processing. The key distinction between the two 
positions is the degree of control over resources and 
personnel, and the ability to initiate or implement nilajor 
changes. 

The lack of sufficient delegated authority for a broilder 
managerial role has been identified as one of the impor
tant limitations of the current court administrator posiition 
in many courts. When court administrators were quelried 
by NMS as to whether there were any specific area$ in 
which insufficient authority was delegated to effecti,iely 
administer the qourts under their supervision, 30 peJ\l\ent 
of all respondents reported that this was a problem for 
them, and identified a range of difficulties, generl~ly 
associated with lack of clearly defined authority Qver 
certain categories of non-judicial personnel or functioj)s. 

The educational qualifications for the court admi\llis
trator position, and the amount and type of in-serJ\ice 
training required, will clearly vary, depending upon the 
scope of his authority and responsibilities. Althollgh 
these responsibilities will always be broader for the slate 
court system administrators than those at the trial c<liurt 
level, there appears to be wide variation among the la~!ter 
category, as illustrated by the results of our surveys l~d 
field visits. Those courts which have assigned a limr~ed 
role to their court administrators may have done so f<ilr a 
vatiety of reasons, including reluctance of the judicii~ry 
to relinquish some of their own authority andcon(~ol 
over court management. In part, however, it may ::be 
assumed that lack of professional qualifications of ~~r
sonnel appointed to court administrator positions l~as 
been a contributing factor. To this extent, a strength1~n-

ing of existing training and education programs-as well 
as of court administrator selection criteria-can contri
bute to enhancement of the court management function. 

Based on the premise that the desirable goal is to 
"professionalize" the court administration function, by 
providing current and future administrators with a brOad 
range of managerial, as well as technical or administra
tive skills, the fQ,lowing priorities for training and 
academic assistance are suggested. 

a. Pre-service court administrator programs. Our 
survey findings have indicated that current court adminis
trators have very diverse educational and work experi
ence backgrounds and have equally varied preferences 
concerning the most desirable academic preparation for 
future entrants into this occupation. The major prefer
ences are, however, for either a law school degree or for 
a major in public administration. In either case, existing 
undergraduate programs provide little scope for speciali
zation in the field of judicial administration. Incumbents
in court administratiOn positions have mainly acquired 
their specialized knowledge and skills through on-the-jOb 
experience and in-service training programs. On-the-jOb 
training, however, is clearly insufficient if the objective 
of training is to promotl(jlt'lplementation of new policies 
and procedures, rather than to perpetuate existing prac
tice. Reliance upon in-servic~ training, alone, implies a 
substantial loss of time betwei~) assumption of responsi
bilities and acquisition of needed knowledge aud skills. 
Moreover, workload constraints often limit availability 
of key personnel for courses lasting more than a few 
days, particularly in small agencies. 

These considerations point to the need for support of 
graduate level residential judicial administration pro
grams for personnel planning to enter court administra
tion careers as well as for those employed in more 
junior-level court positions. In view of the diversified 
undergraduate background of prospective entrants into 
such programs, course offerings and curricula should be 
adapted to individual needs. Thus,lawyers will probably 
require greater emphasis upon basic management 
courses, whereas public administrat~on majors will re" 
quire more intensive study in such subjects as COUtt 

jurisdiction or administrative law. 

b. In-service court administrator training. The tra
ditional objectives of in-service training programs are to 
enable practitioners to maintain professionlll compcter.ce 
in their field by keeping them informed of new methods 
and approaches: as well ali to remedy any deficiencies in 
their basic skills. The latter objective has understanda
bly, been given greater emphasis, in view of the limited 
academic preparation of most incumbents in the field of 
judicial administration. 
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One of the critical needs, suggested by our survey 
findings, is to upgrade the technical skills of many trial 
court administrators for perfonnance of their most urgent 
operational responsibilities. These include such tasks as 
the development of improved methods of identifying 
backlog 01' delayed cases, improvements in court statis
tics, and records, and improved methods of 
calerldaring-all of which were cited by 40 percent or 
more of court administrators as in need of change in their 
courts, or court systems. In addition, our review of the 
contents of existing residential programs, such as these 
offered by the Institute for Court Management, suggests 
the need for increased emphasis on certain managerial 
skills, notably in the techniques for program review and 
evaluation. The process of "change'making" requires a 
better appreciation of research and evaluation m~thodol
ogy than is common today. The/latter may not be im
mediately required by many administrators with limited 

, c,;!rrent management responsibilities, but can help to 
qualify them for a broader management role in the fu
ture. 

In addition, the resource limitations of any com
prehensive residential program indicate the need for 
supplementation, through expanded regional training 
services, on more advanc!~d management topics than are 
offered in the basic residential program. The present 
ICM regional programs are largely aimed at those ad-

ii ministrators who do not~ or cannot, attend the residential 
program. While these are needed, they should be 
supplemented by efforts to provide more advanced train
ing for ICM graduates. 

c. Judicial training and orientation on court ad
ministrator roles. The preceding recommendations have 
focused on the training needs of the professional court 
administrator. There is an equally important requirement 
for training of judicial personnel who are responsible for 
selection and policy supervision of court administrators. 
One of the major barriers to more effective utilization of 
professional court administrators in many jurisdictions is 
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the lack of familiarity by the judiciary with their poten
tial. We therefore recommend that judicial training pro
grams include orientations on the court administrator 
function, to assist judges in properly selecting and super
vising professional court administrators in their courts. 
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CHAPTER X. PRIORITIES FOR TRAINING AND EDUCATIONAL 
ASSISTANCE PROGRAMS AND FOR CRIMINAL JUSTiCE 

MANPOWER PLANNING 

A central objective of the assessments of personnel 
needs, and of training and education needs, presented in 
the preceding chapters, has been to provide an informed 
basis for establishment of' 'need!: priorities" for training 
and academic assistance programs in the criminal justice 
field, as required under existing legislation. 

The opening section of this chapter discusses the con
cept of "needs priorities," in the context of the respec
tive roles of LEAA and of the state planning agencies. It 
differentiates between the desirability for relatively 
broad statements of such priorities, at the national level, 
and the need for more specific determinations of such 
priorities for operational use at the state or local levels. 

Tht1 second section presents the major national-level 
priorities for assistance identified by the National Man
power Survey. 

The third section discusses the manpower data needs 
for a continuing ma.npower planning function, at both the 
national and the state levels, and suggests approaches to 
meeting these needs in a cost-effective manner. 

A. 'Priority Concepts 

Although the concept of "priorities" has been widely 
used, it has often lacked a clear-cut ope:1ational defini
tion. In certain contexts, priorities refer to an absolute 
ranking of various claimants for resources, under which 
all of the needs of claimants in the highest categories, in 
sequence, must be filled, before any funds or other re
sources are allocated to those in lower-ranking 
categories. The guidelines for student eligibility for 
LEEP assistance illustrate thi,s use of the priority con
cept. Educational institutions 'are required to give first 
priority to all returning LEEP recipients before other 
categories of students can be provided LEEP assistance. 

Alternatively, priorities can be defined in relative, 
rather than absolute terms to govern the shares of re
sources among different categories of training or 
academic assistance. To mustrate, if graduate level pro
grams had received 10 percent of all LEEP 'assistance, an 
increased priodty for such programs might raise their 
allocation to 20 percent with a corresponding reduction 

in the share going to undergraduate programs. 
Our assessments have identified some quantitative and 

qualitative deficiencies in ex).sting training or educational 
programs in virtually all sectors of the criminal justice 
system, and for all major categories of personnel sur
veyed. For this reason, establishment of absolute 
priorities among sectors or among training program 
categories is not generally deRirable. At the same time, 
considerable evidence has been developed indicating that 
the relative extent of training deficiencies varies widely 
among the major categories of personnel and agencies. 
Such information, as well as our assessments of proj
ected manpower trends, provide a basis for establish.'llent 
of relative priorities, which can guide shifts in fund 
allocations among various training and education pro
grams and recipient groups. 

A second consideration in establishment of priorities is 
the need to clearly define the respective roles of the. 
federal and state agencies responsible for administration 
of training and academic assistance programs for law 
enforcement and criminal justice personnel. Certain 
educational assistance programs, such as LEEP, the 
Educational Development Program and the Section 402 
Training Programs are directly administered by the na
tional office and the regional offices of the LEAA. Vari
ous national colleges or institutes are also directly funded 
by these offices. The LEAA is therefore in a position to 
establish more specific policies and guidelines for the 
allocation of reSOl)roes among such programs. In con
trast, federal finanqial assistance to state and local train
ing activities of all \\ypes is mainly administered by state 
criminal justice pl~\Dning agencies from block grant 
funds, subject to sub~lpission ~md approval of state plans. 
Thus, the degree of tl0ntrol which can be exercised by 
LEAl\. over specifii? i\I'Qjects of the latter type is cou
siderably more Iimited\', 

The decentralizatiol'l ~f authority for administration of 
a major portion of LEi\A funding to the ~~tes is, of 
course, an integral feature of the current law. It (o;ecog
nizes the great diversity in neegs of criminal justice 
agencies in the 50 states, lnclu&tfig needs for training 
and educational assistance. A corollary of this approach 
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is that only relatively broad Or general guidelines for 
state-administered training assistance grants ap-'pear ap- , 
propriate at the national level. 

The priority recommendations in the following section 
therefore differentiate between those applicable to LEEP 
and other directly administered educational or training 
ass~stance programs, and more general recommendations 
applicable to those categories of training assistance 
primarily administered by the state agencies. 

B. Priority Recmnmendations 

1. Educational assistance programs. Our assessment 
of the relationship between education and job perform
ance requirements in the basic line law enforcement and 
correctional occupations has failed to provide: convincing 
evidence for an underlying premise of the LEEP pro
grams as presently constituted, i.e., that higher educa
tion li:lading to college degrees is required for all basic 
line personnel in law enforcement or conectional ac
tivities. Although the LEEP program has probably con
tributed to the recent sharp increases in the proportion of 
police and correctional officers with some college educa
tion, it (8 likely that this proportion wiIl continue to 
grow, eve,n in the absence of the; LEEP program, because 
of the risit,lg educational attainment of new entrants into 
these posi\:ions. These findings, illl combination with 
serious qu~\itative d~ficiencies of many of the LEEP
funded pro~rams, pomt to the need for a major shift in 
orientation ,~'f LEAA academic assistance from em
phasis on qul~ntity, to a more selective qu~ity-oriented 
program. \ 

At the same time, our surveys have identified serious 
deficiencies in; the educational preparation, as well as 
training, of large proportions of mid-level and manage
rial level personnel, in law enforcement and criminal 
justice agencies. Concurrently, the key agency personnel 
who are or will be in a position to effect needed im
provements in the criminal justice system in the coming 
decade will have groW~ng demands upon them for in
creased management expertise in such areas as budget 
formulation, planning and labor relations, for develop
ment of new managerial styles and for increased sophis
tication generally, with respect to the systems- and 
community-wide implications of their agencies' ac
tivities. These deficiencies are I1lOst apparent in the case 
of 11l}V enforcement executives, reflecting the educational 
"generation gap" between senior officers and more re
cent entrants. In addition, there appear to be shortages of 
academically qualified personnel, with advanced degrees 
and specialized competencies in criminal justice plan
ning, research and evaluation, and as full-time faculty in 
criminal justice education programs. 

These findings suggest the need for major changes in 
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priorities in LEAA educational assistance programs, as 
outlined below: 

• Priority in assistance to criminal justice education 
programs should be given to those institutions which 
fully qualify under existing LEEP qualitative stand
ards or under such additional standards which may 
be established by appropriate academic accreditation 
agencies such as the Academy of Criminal Justice 
Science. After a short transition period, institutions 
which do not fully meet such standards should be 
precluded from eligibility. 

• Among qualified institutions, priority should be 
given to students in advanced undergraduate pro
grdtlls and to those in graduate programs, in crime
related studies and in the management sciertces, as a 
means of improving the qualifications of present 
incumbents or prospective entrants into the super
visory and managerial ranks of these agencies. In 
view of the growing proportion of personnel who 
have already completed one or two years of college 
work, financial support for students in the first two 
years of undergraduate study should be progres
sively phased out. 

• In order to provide equitable opportuniti~s for rele
vant educational assistance to potenticHly eligible 
personnel in all sectors of the criminal justice sys
tem, priority should be given-among otherwise 
qualified programs-to those which provide broader 
and more balanced curriculum offerings, including 
corrections and court-related subjects in addition to 
those in police science, in communities where a 
need for such courses has been established. The 
more rapid projected employment growth in the cor
rec!ions and court sectors reinforces this recom
mendation. 

• Special programs of direct grants for full-time 
graduate study in crime-related and in management 
studies should be established, with particular em
phasis on (a) top level executives and adminis
trators, (b) mid-level managerial personnel, and (c) 
students preparing for careers in criminal justice 
planning, research or teaching. 

• Although there is no apparent manpower need to 
provide LEEP assistance to undergraduate law 
school students, assistance should be provided to 
selected undergraduate law schools to develop 
model law school curricula, texts and educational 
methods· in the field of applied criminal law practice, 
to better prepare graduates for careers in the criminal 
justice system. 

2. Training assistance programs. NMS research find
ings, presented in Chapters VII-IX of this report, have 
documented the need for more and better fonnal entry-



level and 'rt-servJce training programs in all of the major 
law enforcement and criminal justice occupations. A 
number of general indicators of the qualitative adequacy 
of this training have been used for this analysis including 
data on course lengths, cOurSe contents, faculty composi
tion and training methods used. Additional insights have 
been provided by the information provided by agency 
executives on their own training and on the adequacy of 
their agency's programs. These assessments, 
supplemented by the results of our manpower proj
ections, suggest the following major priority categories 
for training assistance programs. 

• A major deficiency, in aU agency categories, is the 
absence of any integrated program of management 
training for law enforcement and criminal justice 
personnel, which provides opportunities for acquisi
tion of needed supervisory and mar.·agement skills as 
part of an overall career development plan. The FBI 
Academy programs and certain other national-level 
programs only partially meet this need in the law 
enforcement sector, and management training re
sources in other sectors are even less adequate. The 
NMS has therefore recommended that high priority 
be given to development offully integrated regional 
management training centers, or institutes, adapted 
to the specialized needs for management training of 
criminal justice executives and manageri~l level 
staffs. 

• In all major sectors of the criminal justice system, 
the smaller-more isolated-agencies have been 
found to be the most deficient in their current staff 
training programs. They are typically not equipped 
to provide in-house training to their personnel, ex
cept on ari infonnal basis, and cost and workload 
constraints often limit their capability to send per
sonnel to external programs. Progress has been 
made in meeting these needs through state level 
programs, often assisted by LEAA grants. How
ever, the latter p7:0grams vary considerably in scope 
and quality, and need additional support in many 
states. 

• Among the major categories of climinal justice 
agencies, juvenile corrections and court-related 
agencies appear to be'-the most in need of additional 
training assistance, as evidenced by Rhe continued 
absence of any formal entry-level training for line 
staff in many of these agencies and by the greater 
degree of dissatisfaction with existing training ex
pressed by executives of these agencies. 

• In sectors where some entry-training is now gener
ally provided to new line personnel, priority should 
be given to qualitative improvements in training 
contents and methodology, of both entry-level and 

in-service programs. Training programs for line law' 
enforcement and correctional personnel should plaCe 
increased emphasis on human relations subjects, and 
should be adjusted to meet the needs and capaQUiUes 
of the better-educated personnel currently being re
cruited for these positions. The recent reductions in 
personnel recruitment-and, hence, in,centry-Ievel 
training requirements-should enable many agen
cies to enrich existing programs without any sub
stantial increase in total training outlays. 

The above generalizations are based on national-level 
data and will not be equally applicable to the 50 states, in 
view of wide interstate variations in existing personnel 
resources, training capabilities and training standards. 
One of the most critical needs, therefore, is to improve 
the information base and the manpower planning 
capabilities of state-criminal justice planning agencies to 
enable them to establish more specific' 'needs-oriented" 
priorities for their own j~risdictions as discussed below. 

C:. The Role of 
Criminal Justice Planning 

Manpower planning can be defined as a process for i, 

systematically detennining the numbers and kinds of 
personnel required to achieve program objectives and for 
development of programs for personnel recruitment, 
training and utilization, to assure that these manpower 
needs are met. This prQcess can be applied to an indi
vidual firm or government agency, to an industry or 
functional area (such as the criminal justice system), or 
to the nation's economy as a wliole. The need for man
power planning, its scope and frequency, will depend 
upon the role and responsibilities of the planning organi-
zation. . 

The role of the state planning agencies in manpower 
plallning derives from their responsibilities for adminis
tration of the LEAA block grants for their states and from 
their overall responsibility for development, of com
prehensive statewide plans, as prescribed by the LEAA. 
In addition, the state planning agencies, to varying de
grees, are utilized for broader state level program plan
ning, budgeting and legislative functions, with respect to 
their states' criminal justice system. c:, 

One of the collateral responsibilities of the National 
Manpower Survey project was to "enhance law ena 

forcement and criminal justice personnel development 
planning at federal, state and local levels. " As a point of 
departure, the following major categories of data needs 
were identified: 

• Employment and personnel turnover data 
• Agency workload data 
• Job characteristics data 
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• Personnel characteristics data 
• Training and education programs data 
• Opinions of executives on agency manpower needs, 

training and education needs and related personnel 
issues 

• Employee opinions on the usefulness of the training 
and education received and on desirable changes in 
training or other personnel development programs 

Such data were generally needed for each of the major 
types of criminal justice agencies and occupations, usu
ally further classified by agency size and location. 
M~reover, for purposes of projecting future manpowe.\r 
training and education needs, reliable data on past trends 
in employment, personnel training, workloads and other 
key variables were also required. 

A systematic review of all available national-level 
criminal justice data sources indicated that-despite con
siderable progress in development of comprehensive 
statistics on overall criminal justice employment since 
th(; 1960's-many categories of needed personnel data 
were still incomplete or lacking. These included, for 
example, statistics Ort employment and personnel turn
over in the major criminal justice occupations, data on 
characteristics of personnel in those occupations and on 
the various criminal jllstice training and educational pro
grams. Many, although not all, of these manpower data 
needs were met by special surveys conducted for the 
present report, supplemented by the concurrent LEAA
funded Census surv(~y of employees of state and local 
criminal justice agencies. These, however, were very 
costly, "one-time" survey efforts, designed primarily to 
meet national-level data needs. 

Our review of the data resources and capabilities for 
systematic manpower planning at the state agency level 
indicated that these resources were deficient, in many 
states. LEAA guidelines in effect in 1975 had required 
inclusion of a considerable amount of relevant data on 
agency personnel ,and training in the state annual plan 
submissions. However, an analysis of a sample of state 
plans for 1976 indicated that none of these state plans 
had complied with all of the pertinent guidelines. There 
was even less evidence of any program for systematic 
analysis of the available data, for use in arriving at 
decisions concerning allocations of funds for criminal 
justice manpower development or related purposes. 

In addition to the lack of adequate state level man
power data, these deficiencies ~ppeared to be due to a 
lack of staff resources in many of the SPA's for mll,p
power analysis and planning, the inadequate training for 
manpower analysis and planning of many of those as
signed to this function, and-more fundamentally-to 
the limited role of many of the SPA's in decision-making 
with respect to the programs, policies and training 
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activities of the criminal justice agencies in their jurisdic
tions. At the state level, the latter responsibilities con
tinue to be vested in the various state operating agencies 
or in separate agencies responsible for setting standards 
and/or conducting training for law enforcement or other 
criminal justice personnel. Hence, in the absence of 
authority to coordinate the relevant manpower develop
ment policies and programs for the criminal justice sys
tem as a whole, the development of comprehensive 
statistics on personnel and workloads has lacked a pro
grammatic context in many state planning agencies. 

Despite these limitations, it was evident that both 
LEAA national-office staff and a number of state crimi
nal justice planning agencies were actively interested in 
strengthening their manpower analysis and planning 
capabilities. To assist in development of a manpower 
analysis and planning function at the national level, de
tailed technical specifications for updating of the NMS 
manpower projections model have been included in Vol
ume VI of this report. In order to provide current and 
reliable data for this purpose, We recommend that-to 
the maximum extent practicable-emphasis be placed 
upon use of existing established federal statistical pro
grams, with appropriate modifications to meet the needs 
of LEAA and the state planning agencies. These include, 
for example: 

• Inclusion of more specific classifications and codes 
on criminal justice agency functions and occupa
tions in the Census of Population, which will be 
conducted at 5-year, rather than IO-year, inter
vals in the future, under recent legislation. 

ill Use of the Census Bureau's Current Population 
Survey for annual updating of occupational em
ployment data, for major criminal justice occupa
tions, at the national level. 

o. Modification of the annual statistical reports of the 
Equal Employment Opportunity Commission for 
state and local governments, to provide improved 
current data on personnel ~urnover and racial/ethnic 
characteristics, by agency and major occupation 
group . 

• Modification of the Bureau of Labor Statistics occu
pational employment statistics reports to provide for 
more detailed occupational employment data, by 
state, for criminal justice agencies. 

There will, in addition, be a need for initiation of new 
or expanded data collection programs for certain 
categories of essential data', particularly on training and 
education programs for criminal justice employees and 
on the extent of training received by employees. Particu
larly essential, in our judgment, is a program of evalua
tion of such training, including progrdms for systematici 
follow-up surveys of recent students. Since such pro-
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grams are costly, priority should be given to those sec
tors where training and education needs appear to be 
most critical and where available data is most deficient. 

The above recommendations-and tfu,~ niore specific 
technical recommendations for conduct lof state-level 
criminal justice manpower surveys included in Volume 
VI-presume a policy commitment to a manpower plan
ning process as a useful management tool, at both the 
national and state levels. Tills implies, also, provision of 
sufficient resources for professional staff, for adequate 
training of such staff, and for the essential data collection 
and processing activities needed to implement this pro
gram. Specific recommendations for LEAA and for state 
agencies, to imp3ement a manpower planninl~ activity 
are: 

• A Manpower Analysis and Planning Office, or unit, 
should be established within LEAA. which will be 
responsib~e for maintaining a continuing as(leSsment 
of current and projected personnel needs and re
sources for the criminal justice system, for de
velopment of national-level priority gUidelines for 
training and academic assistance and for provision 
of technical assistance to state agencies in their 
manpower planning activities-including funding of 
prototype or model state planning projects. 

• A specialized unit should be established wltb~n the 

appropriate LEAA or Department of Justice statisti
cal office, to plan, coordinate and execute statistical 
programs in the field of criminal justice manpower; 
and to effectivelY represent the Department of Jus
tice in assuring that its needs are conmderedin 
overall Jederal statistical planning, such as that re
lated to the Censuses of Population and Govern
ments. This unit should maintain close liaison with 
the proposed Manpower Analysis and Plahning 
Office. 

• State planning agencies should be encouraged to 
estabI1sh parallel functions as ongoing activities in 
their agencies, to include at least one PrQfessionally 
qualified full-time staff member. 

• LEAA annual plan guidelines should be revised to 
require incluskwl at stated intervals-but not neces
sarily annually-of a comprehensive assessment of 
state criminal justice manpower training and educ<l
tional assistance needs. (This should replace the 
current requirement for submission of routine mart-
powet' data in the annual plan.) .. 

• A national clearinghouse of planned and ongoing 
annual criminal justice manpower surveys should be 
established in cooperation with state agencies, to 
avoid possible duplication of effort and to facilitate a 
systematic pooling of a:vailable data and research . 
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APPENDIX A 
NATIONAL MANPOWER SURVEY ORGANIZATION 

The National Manpower SUlvey of the Crimjnal Jus
tice System was conducted by a consortium of three 
non-profit research institutions: The National Planning 
Association, The American Institutes for Research and 

, the Bureau of Social Science Research, all based in 
Washington, D.C. The National Planning Association, 
as prime contractor, was responsible for overall project 
direction, for the conduct of manpower assessments and 
projections, for the studies of criminal justice training 
and education programs, and for the preparation of all 
final report volumes, except Volumes VII and VIII. The 
American Institutes for Research conducted the field 
analyses of occupational requirements and personnel sys
tems, and related quali!ative assessments, whose find
ings are reported in Votume VIn of this report. The 
Bureau of Social Science Resea.rch executed the mail 

questionnaire surveys ef law enfo.rcement and criminal 
justice executives and of courts, and designed the pro
totype surveys of North Carolina law enforcement and 

. criminal justice agencies as described in Volume vn, 
and in Appendix C, Volume VI. 

Harold Wool of the National Planning Association 
served as Project Director. Frank McKernan, also of' 
NPA, was Deputy Project Director, with special respon
sibilities for coordination of the NPA training and educa
tional program studies and of the occ,l,Ipational analysis, 
and personnel systems studies of the American Institutef) 
for Research. The full list of professional staff of the, 
Project, other than short-term personnel or ad hoc con· 
sultants, appears in Exhi1;>it A-I. 

A list of the members of the NMS Advisory Board 
appears in Exhibit A-2. 
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EXHIBIT A-l 

PROFESSIONAL STAFF OF THE NATIONAL MANPIOWER SURVEY 
OF THE CRIMINAL JUSTICE SYSTEM 

National Planning Association (NPA) 
Office of Project Director 

Harold Wool, NMS Project Director 
Frank McKernan, NMS Deputy Director 
James Stinchcomb, ConsultlUlt 
Loraine Halsey, Research Administrator 
Elizabeth McGovern, Librarian 

Manpower Analysis and Projections Group 
Mark Kendall, Senior Eco'uomist 
Harry Greenspan, Senior Economist 
Linda Harris, Senior Research Associate 
Bernard Gilman, Social Scientist 
Albert Gillespie, Research Assistant 
Robert Kramer, Research Assistant 

Training and Education Program Group 
Robert Rafuse, Senior Economist 
Neal Miller, Senior Research Associate 
Michael Genz, Research Associate 
Paul Radtke, Research Associate 
Rigney Hill, Research Assistant 

Bureau of Social Science Research (BSSR) 
Shirley A. Star, BSSR Project Director, July 1974-

June 1975 
James Kretz, BSSR Project Director, July 1975-

September 1976 
Gloria Hamilton, Director of Field Operations 
Carol Kalish, Special Assistant to the Project Director 

(Temporary) 
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____ , ________________ -J. ____________ . ____________ __ 

Barry Feinberg, Research Associate 
Celia Pavis, Assistant Director of Research Operations 
Mary Dixon, Research Analyst 
Carol Sosdian, Research Analyst 
Gary Nordlinger, Research Analyst 
Neil Bomberg, Research Analyst 
Ellen Stern, Research Assistant 
Paula Freedman, Research Assistant 
Andrea Golden, Research Assistant 

American Institutes for Research CA.I.R.) 
Albert S. Glickman, Senior A.I.R. Project Director 
Robert W. Stephenson, Associate A.I.R. Project 

Director 
Daniel Felkner, Research Scientist * 
Dorothy S. Edwards, Principal Research Scientist 
Gary B. Brumback, Senior Research Scientist 
Robert Frey, Research Scientist 
Barry Goodstadt, Research Scientist 
Louis O. Richardson, Program Specialist 
William M. Trencher, Associate Program Specialist 
R. Dennis Ostennan, Associate Program Specialist 
Marian Fox, Administrative Associate/Project 

Librarian 
Tania Romashko, Associate Research Scientist 
Clifford P. Hahn, Staff Consultant 
Harry I. Hadley, Consultant 

* Mr. Felkner served as A. I. R. Project D ireetor in the final phases of 
the study and supervised preparation of the final A.I. R. Report (Vol. 
VIII). 
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EXHIBIT A-2 

ADVISORY BOARD TO THE NATIONAL MANPOWER SURVEY 
OF THE CRIMINAL JUSTICE SYSTEM 

Donald H. Riddle, Chairman 
Chancellor, University of lllinois 
Chicago Circle 

Shennan Day 
Director, Nation'll Institute for Corrections 
U.S. Bureau of Prisons 

Edward B. McConnell 
Executive Director 
National Center for State Courts 

Norval Morris 
Dean, Law School 
University of Chicago 

Patrick Murphy 
President 
Police Foundation 

Vincent O'Leary 
Professor, School of Criminal Justice 
State U. of New York at Albany 

Albert Reiss 
Professor, Department of Sociology 
Yale University 

Gerald Somers 
Professor, Department of Economics 
University of Wisconsin 

Anthony Travisono 
Executive Director 
American Correctional Association 

Richard Wertz 
Executive Director 
Governor's Commissiori on Administration of Justice 
Maryland 

l . * u,s. GO)/ERNMENT PRINTING OFFICE: 1978 0-25~02 
i: 
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