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The Correctional Novagram

By Artiur Sriea
Diveetor of Tralning, Cook Connly Adult Probution Department, Chicago, Ilinets

of Tascinating concorn to the behavioral sei-

entist. However, theories in this field are rel-
atively new and studies pertaining to role funetion
ave sudly lacking. This is especially true in the
field of corrections. In past vears, the effeetiveness
ol correctional programs have been subject 1o
severe eritivism and intensive questioning, Aren-
ments are presented for each new program that
ix dvveloped and its effectiveness becomes a major
avea of study. Ravely, however, ig the role of the
personnet involved ever spelled out wnd it is in this
area that the real sueeess or fuilure of any pro-
gram lies,

Tm-: CONCEPT- of role theory has always bLeen

The need to be clear and definitive about specific

roles is obvious. Tluman behavior results in a
lurgre measnre from social peveeptions and the be-
huvior of others, In addition, our perceived voca-
tion shapes our self-coneept and the concepts of
others more than any other factor. Beeause of
this, the enormous importance of role identifica-
tion for probation and parole officers assumes new
strnifteance, Thiv role identification is based on
the basic philosophy of the correetional field, but
the svstem has not always agreed on any partie-
ular philosophy, Beeause of this, clear rules can
and have not been developed o dale, The absence
of a fermal system and elear cut goals is further
vesponsible for role conflict and role ambiguity for
corvectional workers, This problem, coupled with
the ditference between the tfraining of peonle in
the field and the specific demands made upon them
in their work further contributes to the deteriora-
tion in the area of role development,

Toput i another way, one of the great inhievent
needs of any workable organization is the depend-
ability of the vole performance by the individual,
T the interdependent process of organizational
prodiretion, each member must do his part and
contribate to the total picture of the organiza-
tienal woads, Bidt, hos the corvectiona] worker’s
rolv ever readiy heer delined? Ask o probation or
prerade officer how be views his Job and vou will
muny ditferent answers as the different
nvaived, Labels sueh as, “employment
*ocamateur pyschologist,” “legal inter-
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preter,” “rchabilitator,” and many others will ap-
pear in the literature. Over the past years, articles
and studies have heen conducted to illustrate the
many concepts.

In secking to meet the challenge of his job and
perceived role, the modern probation and parole
officer finds himself caught up in a peculiar double
bind. On one haud, he nust satisty the rules of
the court, the law enforecement agencies, the legal
profession, the community, and the standards of
the particulir ageney, On the other hand, the
needs of the offender, that is the psychological,
physical, soeial, developmental, and rehabilitative
needs must be recognized and met. ‘The two-sided
facet of this correctional process results from
evolutivnary changes in both the concept and
scope of the correctional field. Effective attempts
are always being made to discover humane and
realistic treatment of offenders.

The correctiona] Novagram is designed to in-
corporate and illustrate all of the aforementioned
data and provide some direction in the classifica-
tion and upplication of role definition. It is based
on the concepts developed in the field of corree-
tions and modified to meet the needs of practicing
probation and parole officers, The Novagram char-
acterizes the two major functions of probation
and parole supervision as working in different
directions but struggling to utilize the best of each
by consolidating their optimum suceess. The first
funetion is called the Bureancratie Fanetion sinee
its forus is on the philosophy and regulat s of
the extablished bureancracies that is the court, the
lasw enforeement agrencies, the logal profession, the
community, and the particular probation or parole
agencies, Each officer must satisly the require-
ments of these established levels if he is 1o fune-
tion. On the other side is the Helping Relationship
Funetion whose emphasis is the offender himself.
Dingmosix of the individual being processed,
understunding of his situation, a treatment pro-
gram, examination of services available, eounsel-
ing, weditation, and inderpretation of rules are
only a few of the items to be considered for the
oflfender,

If we were hf; illustrate this concept graphically
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The Correctional Novagram
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(see fipure 1) one would see the, Helping Rela-
tionship Tunction as moving horizontally on a
graph with a low, medium, high stress continmum.
Similtancously the Burreaweralic Tanetion would
he pictured ag moving vertieally with the same
low, medium and high stress conlinnum,

The degree of commitment and the amount of
stress on each or either of the two functions cre-
afex the Tollowing roles: the Problematic Type,
Moderate Enforeer, Discipdnarian, Maternal, Al-
traist, Resonree Integrator, Functioning Worker,
Burenweratie Kmphasis toward Resource Integra-
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tor, and Helping Relationship Emphasis toward
Resonrce Integrator. A hrief explanation of cach
tvpe follows, (Refer to figure 1)

(A4) Problemalic Type—Low emphasis on bolh
Bureaucratic and Helping Relalionship functions

The lower.Ieft Jocation refers to probation or
parvle oflicers who manifest minimal concern for
hoth funetions, No conscious or aystematic strat-
egy is followed because there is some ambiguity of
role functions, The Problematic type is typical
of the extremes of correctional personnel, At one
end is the new officer who has not vet perceived
the total picture of the field and its pariicular
commitments, On the other end is the “old timer”
who finds security in “noncommittal.” The Prob-
fematie type iy, in most cases, a lemporary slate.
' the new worker does not hecome passive or
threatened and, likewise, I the older worker can
be given recognition, attention, and direction,
movement in cither or both directions of the two
functions will result.

() Maoderate Enforcer—Medium
emphasis on Bureaucratic function, low
emphasis on Helping Relationship function

This type is woving in the direction of Dureau-
cralice stress, bul still is low on the Helping Rela-
tion=hip enmphasis. He sees his task as more sur-
veillance than assistance and his allegiance leans
to the ageney rather than the offender. This model
is based move on establishment regulations rather
than individual neceds. The offender's conduet is
expected to he more generally conforming and
lnw abiding: hefore any examination of personal
need is made,

(C) Disciplinarian—High
emphasis on Bureaueratic function, low
emphasis on Helping Relationship function

The upper left-hand corner represents a maxi-
mal concern for Bureaucratic rules and regula-
tions and a minimal concern for the offender, as
such, The individaal is only ineidental to the law,
vontrol, and-obedience of the rules. The frame of
reference is based on the assumption that satis-
fuctory compl&tion of all rules results in success.
It is not suggested that this type has no interest
i the ofender, but rather that this interest Les
comes munifested only whew there ig control and
regulutions are met. This roly is formal, ofticial,
and shjcetive. Tt is based on behavior change and

through this bebavior change comes satisfactory
discharge, Conformity is synonymous with reha-
hilitation.

(1) Altruist—Low emphasis
on the Bureaucratic funclion, medium
emphasis on the Helping Relationship function

Here is a type that ig slightly more committed
than the Problematic Type but moving in the di-
rection of the Muternal Type, His main direetion
is on the ilelping Relationship function with the
needs of the offender as his main thyust, He is not
concerned with the agency, court, or legal pre-
geription as much ay the individual needs of his
charges. This isolated concern will eventually lead
to a “socind work” operation with minimal concern
for control of the offender. This model is based on
addressing personal needs before any conformity
is expected on the part of the offendeyr.

E) Functioning Worker—
Medium emphasis on both the Helping
Relalionship and Bureaucratic functions

The middle module ig characterized by a “mid-
dle of the road” concern for both the bureaueratic
polivies and the needs of the offender. Both func-
tions are seen as necessary hut full commitment
is not given to either or both. Thiy officer is func-
tioning in each direction and is doing his job but
is not ready for a positive thrust into either of the
Tunctions, The Functioning Worker establishes a
working relationship with the offender but only
to a point. e also is aware of the rules and pol-
icies of the bureaucratic structure, but does not
fully understand them, This type is characterized
as the “nice guy” or “regular Joe.”! He can move
in either direction, contingent upon his length of
service with an organization, promotion possihili-
{ies, and philosophy of the needs and desires of
the offender.

(F) Bureaucratic Emplhasis Type lean-
ing loward Resource Integrator—Medinm
emphasis on the Helping Relationship fune-
tion, high emphasis on the Bureaucralie function

This model is giniilar to Model H in philosophy,
but with a slight emphasis on one function in
favor of the other. The relationship of officer to
offender iz one of working together to follow the
rules and regulations, but the offender must de-
pend on the officer for interpretation of the rules.
This is slightly different from Model I (Helping
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Relationship Emphasis leaning to Resource Inte-
grator) in that the Model H type desires to work
with the offender regarding rules and regulations
but the offender’s needs and desives come first,
Both Madel I and H, however, more closely ap-
proach the Resource Integrator type and neced
only a alight shift or stress in their philosophy to
move toward the Resovrce Integraior,

() Maternal Type—High
emphasis on the Helping Relationship fune-
Lion, tow emphusis on the Bureaucratic function

The lower right-hand corner represents a max-
imal concern for the offender and a minimal con-
cern for bureaueratic rules and regulations {the
opposite of the Disciplinarian). The frame of ref-
erence is one of & warm, supportive, nonjudgmen-
tal relationship with the offender. This probation
or parole officer is characterized by a coneern for
“rehubilitation” and the “well-being” of  his
charge, bhut with small concern for controlling
him. This type of oflicer emerges primarily as a
“momism type” who clogely watches and super-
vises all of the actions of the offender. The Mater-
nal type, however, lends itself to manipulation
and could ecasily bhe “conned” by the offender.
There is o great deal of contact with the ulender
and interviews tend to move in the (direction of
diseussions and/or solutions of personal problems
of the offender. A “pyschotherapeutic approach”
is used and attempts ave made to foster self-under-
standing on the part of the offender. This model
type offen views its motives as the most henefieinl
without regard for the Bureancratic funection
which they see as humpering the offender’s pro-
LIO8M,

(£}) Helping Relationship Emphasis Type
leaning loward Resource Inlegralor—3Med-
inm emphasis on the Bureaucralic funetion, high
emphasis on the Helping Relationship funcetion

This model ix similar to Model 1* in philosophy
but with a slight emphasis on one funection in
favor of the other. This model is characterized by
a working relationship between officer and offen-
der in elose harmony (as in Model 1¥), hut with
the stress leaning slightly toward the offender’s
needs, Both Models H and I are approaching the
Resource Integrator type. A more comprehensive
diseussion can he found in Bureaneratic Bmphasis
type. (See Model 1)

() Resource Integrator—
High emphasis on both the Helping
Relalionship and Bureaucralic funclions

The upper right hand corner represents a max-
imal concern Tor both the offender and the estab-
lished bureauveratic structures. A=stress on the
conditions of probation or parole is tempered with
a firm, but understanding, concern for the offen-
der. Here is the best of both worlds and is a true
integration of all the concerns of the correctional
process. Goals are of the upmost importance and
the offender is guided in such a way as to help
himself within the limits  of the conditions set
down for him. The Resource Integrator pursues
all avenues for the benefit of the offender and
what this officer cannot do himself, he will make
the necessary referrals for the best service for
the offender. Ie knows all the community re-
sources available to solve a common problem. By
assessing the individual needs of the offender and
examining the realistic conditions of the proba-
tion or parole orders, he will combine both, and
determine the best and most feasible plan of ac-
tion, In this module, the offender hus an oflicer
who i3 his advocate as well as a mediator, inter-
preter, and counselor. Policies are spelled ont and
the regulations on the offender are few in number,
but erystal clear.

While the nine correctional types have been de-
seribed separately, it is not to be understood that
these types exist totally independent of each other
at all times. In the real world of probation and
parole, people change and their values, commit-
ment, and perceptions change as well. Also, the
philosophy of a particular agency witl fluctuate
at times, All these factors contribute to the chang-
ing role of the correctional officer.

The need fo be clear about the particular vole
of the probation and parole officer is obvious, We
annot tell how one role is betler than the other
unless we arve cleay about the alternatives, The
only way to achieve this is to search out the alter-
native roles, define thom, clarify them, refine them,
and apply them, By doing this, it will become clear
as to which role we are adopting., In other words,
we must find what role is indiedtive of our par-
ticular correctional philosophy and fit it in per-
speetive within that syslem, always examining it
as 1o how it is related to the particular workings
of the probation and parole system. Having doune
thig, we must then study how consistently we
follow thiy particular role and compare it to the
other existing alternatives,
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Through edequate refiections of the desired role
ol the corrvectional oflicer and a betler understand-
ingr of the varieus exi=ing operating lypes, it may
be possible to provide sociely with relevant and

sighificant results, service the offender and his
needs in a satisfaclory manner, and provide the
agencies with a meaningfal and operative diree-
tion,

a News of the Future
RESEARCH AND DEVELOPMENT IN CORRECTIONS

By Joun . CoNRAD
Senlor Fellow, The Academy for Contemporary Problems, Columbus, Ohlo

I—‘\ VENTUALLY the American people must deeide how much
4 incarceration the country can afford and for whom it
~houtd be reserved. Criminal justice professionals are at
loast \;u,uul\ aware of the levitation of correctional costs
to ever-inereasing heights of absurdity, but it is uncertain
that taxpayers are well informed about the incongruities
of pricon budgets, Citizens who cannot coneeive of them-
sefvex as owners of $80,000 houses mutely pay for $50,000
cells for maximum seeuvity prisoners, Even though the
cost of keeping an offender in sueh a coll may execed the
tanpayer's adjusted gross income, this dispavity does noi
aronse vigorols protest,

Nevertheless, tax-collectors taink there will be a day of
rechoning, when changes must be made in the traditional
~tracture and components of federal and state budgets.
Zere-based budgeting and sunset laws have not become
popular convepts without goad reason, The guestiou as to
whether government is deing the right things with its
reventes must soon bear heavily on eriminal justice plan.
ners. This sense of unease eame carlier in California than
olsewhere in the Natien, By 1065 the State had buill eipht
new prisons and a0 Like number of new youth facilities
sinee World War I The end was nowhere in sipght, 1

existing sentencing policies conbinued, the State swould
hatve to build a new prison every 2 or 3 years, That was
iepractical and there had to be an allernative,

The innovation was the DProbation Subsidy Act of 1965,
which authorized =ubsidies to counties that redueed coms-
mitments to state institutions, The reductions were meas-
dred byoa formula which need not detain us here. The
proree has survived, in spite of attacks by libertarians
vho think that it unecessarily and deceptively exterds the
~pan of social control,? snd in the face of opposition from

o ad Lermnn, Comwmwnity Treetment and Sorial Control. Chivago:
The Pniversity of Chiciro Presg, 1075,

: ( cfornia Youth Aathority, Calfernia’s Prolation Subuuda Pre.
v A Progress Repmit to the Lesizlature, Report No. 3. Sacramento:
'ih( (.1 ornin Youth Anthority, June 1876, See abo Robert L, Smith,
A Qe Reroiat’un. Washinston: ULS, HEW Publieation No. 7226011,

a

Tt
Californis Department of Finnnee, Report on State Aid for Pros
Lot o Sorer, Siweramentor Department of Finanee, 1970,

CCenres oon Asimipistration of  Criminal  Justice, University  of
Califor e at Daviee An Kealuntion of the Califorvin I'rulm(,m. Nub-
S Precwgar, Davis: Senter on Administration of Jastiee, 1977, The
report eons sty of ks velnmes as followss
Vidutae 1 'l‘xmh Hirsehizand David I{\ulmll. Commitme nt Reduction
ced Pt Sabsedy: A stammary of A radable Dita,

\« Mime Hs b.vhnn M., Lemert and !-o'ﬂ t Dill, Offenders in the Cont-

e g The Operation of Probation Subsady i the Countivs.

\vw e THE: STunice Holve, JAn Evaluation of the Elicets on State and
fond Casty of the Californa P'robution Sabacdy Program,

Velame [V -l.xmn- Holve aml Sheiln Smith, fmpact of the Culifornia
Froett on Nuloaty Prugram on the State Corvectinanl Sguten.

Volame Vi Floyd Feeney and Travis Hieschi, Impact of Cownctiment
eduet on on the Reeidredsm of (Oftenders,

Valume Vi 0 Summary.

the law enforcement community, led by the voluble Chief
Fdward Davis of the Los Angeles police, who takes the
view thut by inereasing lenieney to offenders, the Proba-
tion Subxidy has inercased erine.

Controversy asbont the consequiences of this program has
heen heightened by conflieting interpretation of inadeguate
data, The Californin Youth Authority, which administers
the program, is understandably satisfied with its results?
Dr. Paul Lerman, who worries asbout the inereasing power
of the State aver its citizens, believes that he has shown
the Youth Authority’s caleulations to be wrong, The Cali-
fornin Stale Department of Tinance was also sceptical
abeut the asswniptions on which the Youth Authority bascd
its euphorie evaluation, but wuas uwnable to refute them.b
The more one knew about the program, ity data and their
interpretation, the more confused one would be concerning
its value and consequenves,

Nov: we have a »ivevolume evaluation from the Center
un Adninistration of Criminal Justice of the University
of Califvrnia at Davis, ! 1t settles those debates that can
be settled, and identifies those which must forever remain
in a limbo of uncertainty, [ shall come to the findings
which seenmt to be of most signilicance to the correctional
administrator and researcher, but before I do, the genoral
structure of the research should be outlined,

Briefly, there were five areas of invegtigation: N

(1) The estend to awhich the program hns actually
acliiveed u reduetion in local commitments to slute agen-
eies. (The Youth Authority reports a reduction in youth
conmitments in thie order of 35,745 betwoen 1966 and 19756,
The study is more conservative with an estimate of com-
mitment veduetion of a4 maximum of 16,000 cases between
1966 and 1072,)

(2) The changes brought about by the program in
connty probation departments, (The genere] conclusion ix
that innoevation languished and that the “gpecial super-
vision” units which were intended to justify the substitu-
tion of probation for prison commitment tended to becanie
nominal and unspecialized,)

(3 The eeonomde Dnpel of the program on the countics
apd the Stute, (Conelusion: The State saved over $63,000,-
000 in the fivst six program years, but the counties lost, in
unreimbursed local costs, $18,000,000, for a net to the tax-
payers of about $15,000,000, This figure does not take intoe
account the savings incurred by correctional facilities
which were not built during that period.)

(4) The chasyes brouyght about in the Stute carrvectiond!
agencies, {These were considerable, and will be discussed
here in more detail presently,)
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