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INTROBUCTION

In 1978, the State of Alaska
committed itself to the develop~
ment of a comprehensive master plan
for its corrections system:. The
planning process was initiated
when Moyer Associates, Incorporated,
along with the American Foundation
and the National Center for
Juvenile Justice, were invited by
the State to participate in the
development of a master plan.
Alaska faces, as do many .other
states, the prospect of a growing
offender population and
increasingly limited resourcesd/
with which to confine, reform, or
reintegrate them into the law-
abiding society. Development

of a formal statement of policies
and goals based on a comprehensive
analysis of available information,
i.e., a "master plan" for the
future of corrections, was seen

as crucial to the resolution

of this dilemma. Although this
plan cannot, and does not

purport to, provide ultimate
solutions to corrections problems,
it does constitute a framework
for action in its statement

of goals and policy alternatives.

The consultants and the State

have developed this document
through a collaborative planning
process, in which the consultants
have gathered and analyzed
information and representatives

of the State have developed policies
and goals based on the consultants'
analyses. It remains the
responglbility of those who work
in the corrections and criminal
justice system of Alaska, along
with the legislature and the
citizens of the State, to enact
these policies. The translation

of policy to action can only
occur in an atmosphere of
commitment to the plan's broad
goals and with a sufficient
investment of resources to ensure
that these goals can be at least
partially achieved.

Planning is a continuous process

of goal-setting, information-
gathering, evaluation and monitoring
and revision of action plans. in
light of new constraints, resources
or goals. This corrections master
plan thus is a statement of
policies which are considered to
be the most desirable and feasible
in the year 1979. ' Although it
projects needs and outlines

action options through the year
2000, constant refinement and
reanalysis of its recommendations
will be necessary as the consequences
of proposed actions become more
apparent. It should thus be
viewed net as an end, but rather
as a means to effect positive
changes in Alaska's corrections
system. It is in this spirit

that Alaska's Division of
Corrections has already begun to
develop action strategies based on
policies and goals developed in
this master plan.

This summary of recommendations /
is ol fercd as an overview of
correctional policy alternatives
for the State of Alaska. Some
recommendations require only
administrative policy changes

to enact, while others require
additional funding and/or
statutory changes as well. Proposals
for construction of new facilities
and renovation of existing ones
will of course require a
substantial amount of funding

to implement. Wherever possible,

)

i3




[ ST ST ————

the type of action necessary to
implement a given policy or
recommendation is indicated; the
underlying rationale for each
policy statement is to be found

in the body of the master plan,

to which the reader is referred for
detailed information presentations
in each topic area. At the
conclusion of this summary, a
prioritized time line for

enacting key recommendations is
presented, along with cost
implications where they can be
estimated.

PHILOSOPHY AND GOALS OF
ALASKA CORRECTIONS

The foundation of constructive
action to improve corrections
practice must be a clear
definition of the goals such
action 1s intended to achieve.
Policies and recommendations

in this master plan have been
formulated based on the philosophy
summarized below:

1. Incarceration of both pre-
sentence and post-sentence
offenders should be used as
a last resort, and then for as
short a period as possible,
only for offenders who present
a demonstrable risk to public
safety and/or who are convicted
of crimes for which society
demands punishment through
imprisonment.

2. In the interest of promoting
offender reform and reintegra-
tion while holding costs to a
minimum, community corrections
programs (including probation,
parole, work release and
restitution) should be utilized
for the maximum possible number
of offenders.

3. Resources and support should

4. Renovation or replacement of

be focused on community
corrections programs so that
all possible means of
maximizing diversion from
incarceration can be explored.

existing Alaska corrections
facilities as necessary to
provide normalized, humane and
secure environments for all

Alaska Inmates.

5. Provision of a broader spectrum
of work, training #and social
service opportunities for the
benefit of both inmates and
community corrections clients.

This philosophy is consistent with
the mandate of the Alaska
Constitution (Article 1, Section 12):
"Penal administration shall te
based upon the principle of refor-
mation and upon the need for
protecting the public.'" Protection
of the public can be accomplished
through focusing on rehabilitation
and reintegration of convicted
offenders as well as through an
emphasis on institutional sécuritys

ORGANIZATION AND MAMAGEMENT
OF CORRECTIONS

Both the style and the structure

of management of a corrections

system determine to a large extent
the type and quality of its services.
For the most part, changes in the
organization of corrections can be
accomplished administratively,
within the DHSS and the DOC;

specific management structures
should not be statutorily prescribed.
However, where new positions are
required in the revised
organizational structure, legislative

authorization and funding will be
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necessary; recommendations for
restructuring made in this plan
should require only a limited
number of additional staff
positions. ‘

Two elements of management style
which are vital to successful
corrections practice are the ability
to clearly define the agency's
objectives, and an emphasis on
participatory management.
Management-by-objectives (MBO) is v
4 system which can aid in setting
practical objectives and in
developing criteria to measure

the level of attainment of those
objectives. With staff at all
levels of the organization
participating in this process,
internal coordination and staff
commitment to achieving the
agency's goals and objectives is
likely to be enhanced.

To ensure that the organizational
structure of Alaska's Corrections

. Division is consistent with stated

philosophies and goals, the

master plan makes several structural
recommendations, It is recommended
that for the foreseeable future,

the Division be retained within

the Department of Health and Social
Services "umbrella." 1In additionm,

it is rocommended that responsibility
for all local jail contracts be
consolidated in the Division of
Corrections, and removed from the
Department of Public Safety. Within/
the Division, several changes in
Structure and scope of services are
proposed:

1. A Youth Services unit should be
created which is separate. from adult
probation and parole, but retained
within the DOC.

2. A1l staff services, management
services, and policy development

functions should be administratively
consolidated into a Techmical

‘Services unit, managed by one

administrator. Central management
of health services would also fall
within this unit, as would state-
wide facility standard-setting '
and inspection functions (which
are not now the responsibility
of any one agency).

3. The Adult Community Services
unit should have responsibility not
only for probation and parole,

but also for pretrial assessments
and supervision and for work
release and halfway house functions
(new responsibilities for this
unit).

4. Within Adult Institutional
Services, central policy-making

and coordination of three essential
functions can be enhanced through
designation of three central

office positions with policy-making
authority: a Classification
Coordinator, a Programs Coordinator,
and a Prison Industries Coordinator.
The Classification Coordinator
position is already in existence,

~ but this current Chief of Classifi-

cation has not had the central
policy-making authority which is
essential to an objective and
uniform classification process.

5. The Director's offlce should
be provided with sufficient staff
to develop a public information
function and to ensure that the
Division has adequate legal
services (through the Attorney
General's office).

The Division has already acted -

on a few of these proposals, but
their full implementation must
await funding of the few new staff
positions required. One
recommendaticn which should be

15

N

_/



resources, programs and services
available from non-correctional

Ly

AP The master plan advocates the

enacted immediately is the appoint- not be practical due to the £

ment of a five~member citizen
advisory board for the Division of
Corrections. Other advisory groups,
for prison industries and for each
corrections service area, may also
be desirable.

A long-range goal for Alaska's J
corrections system is the
regionalization of service delivery
for all corrections services,
including incarceration. This

must be a long-rangegoul, since it
will necessitate replacement of
several rural facilities as well

as requiring larger offender
populations than some areas of

the state now generate to justify
provision of a full spectrum

of services for each area. In
addition, both Youth Services and
prison industries, as newly
constituted functions within

the Division, will profit from
centralized administration for

some time to come. Eventually,
fully regionalized service delivery,
managed by regional coordinators
responsible for all corrections
services who report to the

Director of the Division, will, be
become more feasible and desirable.
For the interim, the current
three-region structure of Adult
Community Services and Youth
Services should be retained.

As the quality of adult institu-
tions available throughout the
state is gradually improved through
renovation and/or replacement, it
will become more feasible to

retain sentenced inmates closer

to their home communities, and

thus regionalize Adult Institutional
Services. This will of necessity
be a gradual process, and even with
a fully adequate system of

very small number of offenders
originating from many rural
areas.

ADULT COMMUNITY CORRECTIONS

In many ways, community corrections
services offer the brightest hope
for the future of corrections.
Probation and parole are
indisputably less costly than
Incarceration, and arc no less
effective in reforming offenders.
Work release, although perhaps
rniearly as expensive as
institutionalization in terms of
operating costs, may reduce the
need for institutional bed space,
which in turn can reduce the amount
of renovation or new construction
required. The capital cost

savings obtained through avoidance
of construction can be quite
substantial (see capital costs
forecasts section of plan). . There-
fore, improvement or expansion of
community corrections services

is likely to increase the overall
cost-effectiveness of the system.

Many of the community corrections
recommendations of the master

plan can be implemented through
administrative policy changes.
There are also several proposals
for expansion of services which
would require additional staff and/
or funds for contractual services,
but, as previously noted, the total
cost of expanding adult community
corrections to serve a larger
proportion of Alaska's offender
population would be substantially
less than the cost of imprisoning
offenders who could be safely

and successfully supervised in

development of more detailed
policy and procedure statements

by central office staff, to

ensure that community corrections
services are of uniform quality
throughout the state. Some revision
of the current policy manual will
be necessary to encowpass expanded
services and changing practices;
this presents the opportunity

to develop more detailed descrip-
tions of service objectives,
preferred methods and general
policies for community corrections
services.

Revisions in service delivery
procedures which are intended

to better utilize staff time

are recommended and illustrated

in the plan. A modified client
classification system, which
categorizes offenders according

to their relative levels of

need for supervision and services/
(intensive, regular or minimum)

is suggested. In addition,
revisions of the workload weighting
system to accommodate this new
tri-level supervision system are
proposed: this would permit a

more precise monitoring of actual
staff workloads, and thus more
e¥fective use of staff time for
clients with greater need for
supervision or services.

Other means of increasing the
level of services offered to needy
clients without necesgsarily
greatly increasing the total
community services budget are
proposed as well. Increased usev
of paraprofessionals and trained
volunteers should be encouraged.
Community services staff should

be strongly encouraged to function
as service '"brokers'" for their

sources. An increase in funds
available to the Division of
Corrections for contractual services
would allow community correctioms
staff to purchase services for their
clients as needed.

The Division should provide more /
appropriate training for community
services staff than is now
available, focusing less on a
lengthy orientation course and
more on periodic refresher
seminars in specialized topic areas.
Training needs for these staff
members are quite different from
those of institutiomnal security
staff due to differences both in
educational background and in

the demands of the job. It is
recommended that the Division

not allow the carrying of fire-
arms by community services staff,
since their role should not be as
law enforcers so much as service
brokers for their clients. Staff
also require adequate office space,
with sufficient privacy, space for
records storage, and accessibility
to their clients' communities.

A major expansion of community v
corrections services is advocated
in two areas: pretrial assessment
and supervision, and prerelease and
halfway house programs. - There
are no formal pretrial asscssment
and rclease programs now 1in
operation in Alaska, but given
their potential for decreasing
unnecessary pretrial detention,
they are critical to reducing the
institutional bed space needs.
Community services staff, who
already perform other offender
assessments for the courts, the
Parole Board and corrections,

less restrictive settings. clients, directing them to are best-equipped to assume this

~facilities, totally regionalized
housing of sentenced inmates may
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new function. Legislation
prescribing a uniform policy

and general procedures, as well
as funding for additional staff,
will be necessary to implement
pretrial release services state-
wide.

Expanded use of prerelease and half-
way house settings for selected
offenders is another promising
means of reducing unnecessary
incarceration. In this spirit,
it is recommended that such
settings be used only as
alternatives to incarceration, not
for offenders who would otherwise
be placed on probation. There
must be transitional programs
available to about-to-be-released
and released offenders through
community residential centers.
Approximately 18 percent (100
persons) of the present inmate
population were found to be

- eligible for prerelease program
status, which would have an obvious
impact on critical imnstitutional
space, particularly in Anchorage
(45) and Fairbanks (24). This
function is most logically sub-
sumed within community corrections'’
responsibilities.

Implementation of both pretrial and
prerelease programs will of course
require additional staff, and
probably additional monies for
contractual services (prerelease
and halfway houses). Therefore,
this expansion should be under-
taken on a gradual basis, through
pilot programs in one or two

urban areas which can be transferred
to other regions as more funds
become available. This is the
process which the Division's
existing New Start program has
followed; due to its demonstrated
success in Anchorage, it is
recommended that it be replicated

N

in other urban areas of the state.

Clearly, community corrections
services as here envisioned will
have contact with offenders at
many crucial decision points,

from their initial intake at
arrest to their final release
from community supervision

(either probation or parole).
Therefore, close coordination

of community corrections with

the other criminal justice system
components (law enforcement and
the courts) is essential. 1In
addition, community corrections
services must work closely with
institutional services to ensure
that of fenders receive consistent
treatment as they progress through
the system. Finally, community
corrections will of necessity be
closely affiliated with many other
non-correctional community agencies
which provide services to
correctional clients. With an
increased emphasis on diverting

as many offenders as possible’
from incarceration, community
corrections will assume an ever
more central role in the Division
of Corrections. :

ADULT INSTITUTIONAL SERVICES

The Division of Corrections is
responsible for the maintenance

nf control and good order within
its confinement facilities.
Although the Statés first priority
should be minimize the number of
offenders confined in corrections
facilities, there will continue

to be some for whom incarceration

is felt to be the only appropriate

disposition. For these offenders,
the provision of a secure and

humane setting which affords them
opportunities for, self~improvement
should be the primary goal of the

hY
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. Division and the State of Alaska.

Because many of the facilities
currently in use are seriously
deficient with regard to available
space, its arrangement and alloca-—-
tion, and even in some instances
significant physical deterioration
of the buildings, any major system-
wide improvements in institutional
programming must await renovation
or new construction. Thus,
although recommendations presented
here are applicable to the entire
institutional system, many will
probably be implemented on a
facility-by-facility basis, as
replacement facilities or renovations
are completed.

Facility Recommendations

Based on a decailed evaluation

of the adequacy of existing
institutions, the following course
of action is suggested:

1. Facilities whieh should be
abandoned and replaced by new
construction and/or alternative
facilities are:

a. Ketchikan CC*

b. Ridgeview CC

c. Anchorage Third Avenue CC

d. Nome CC

e. Bethel CC#*

f. Rural jails in Kotzebue,
Kodiak, Kenai and Barrow

2. Facilities which should be
renovated and/or expanded are:.

S a. Anchofage Annex* (for eventual
use only as a prerelease
center). '

b. Juneau CC#*

c¢. Fairbanks CC

d. Palmer CC

e. Eagle River CC (expansion)

The recent bond issue has provided
funds for the partial renovation
of the Juneau CC and the Anchorage
Annex, as well as for replacements
for the Annex's present pretrial
detention function, for the
Ketchikan CC, and for the Bethel J
CC. A new corrections facility
is planned to be constructed in
Barrow using local funds.

Of the remaining facilities,
obtaining a replacement for Ridge-
view is crucially important due to
the impending termination of

the state's lease on that building.*%*
Because of the very small number
of female inmates in Alaska, it

is strongly recommended that they
be housed in a larger institution
which also houses men, so that they
will have a range of program
opportunities not usually feasible
to offer in very small facilities.
Several alternatives for the housing
of female inmates are suggested,
including the addition of
residency at Eagle River, and
provision for a female unit

within the new sentenced inmate
facility at Anchorage (discussed
later). The latter solution will
only be viable in the long run,

of course, and given that a
short~range alternative must be
utilized, the Eagle River option
is the most appropriate of those
considered. The potential for
expansion of Eagle River was
provided for in the original
design. Although housing of

men and women in the same
institutional complex may present

* Indicates total or partial funding
through the 1978 G.0. bond issue.

**% A $2 million legislative appropria-
tion has been made for this
purpose.

_/
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management difficulties initially,
the benefits are felt to outweigh

L the disadvantages, particularly

if that institution's staff has

been adequately trained to cope

with the potential problems and

to make the most of the positive
aspects of co-corrections.

The plan strongly recommends that
in the long run, the State should
discontinue the practice of housing
Alaskan inmates in Federal Bureau of
Prisons facilities. Even with
maximal use of alternatives to
{ncarceration, thls sugpested
policy of retaining Alaskan inmates
in the state, along with the
deteriorated condition of the
Third Avenue CC, will require

the construction of a new facility
for sentenced inmates in the
Anchorage area. This facility
should not be a traditional
maximum sSecurity prison, but
rather should incorporate

the progressive design features

and building materials utilized

in model facilities elsewhere in
the nation which confine a wide
range of inmates. The capacity

of this facility should be
determined based oun maximal

use of alternatives to
incarceration, and on the level

of regionalization of confine-
ment which is felt to be feasible
and appropriate.

Ten potential institutional

service areas, each of which now
has at least one correctional
facility within it, are discussed
in the plan. These are viewed as
the smallest practical subdivisions
of the state for corrections
purposes; they could be combined
into fewer, larger service areas.
None of the existing rural
facilities (Bethel, Nome, Kotzebue,
Barrow, Kodiak, and Kenai),

G

- communities, it may not be

N

which are the primary correc-
tions facilities in six of the ten
service areas, are suitable to
house sentenced inmates, so

if any level of regionalization
is to be achieved, all or some

of these facilities must be
replaced. However, due to the
tremendous cost of such an endeav-
or and to the potential for
overuse. of such new rural
corrections facilities, replace-
ment of the existing rural jails
should assume a lower priority
than rccommended renovation or
expansion ol the more urban gtate
facilities and construction of a
sentenced inmate facility in
Anchorage.  Therefore, although
regionalized incarceration is
desirable in that it maintains
offenders closer to their home

practical in Alaska's areas to
any large extent for some ;
time to come.

In general, expansion of the

total institutional system's
bedspace capacity should not
outpace the Division's and the
State's efforts to maximize
diversion from incarceration

(both pre- and post-sentence).

The State of Alaska should not

make the costly mistake of over-
building to accommodate a temporary
"bulge" in the growth rate of the
inmate population. Immate
populations can be reduced Erom
projected current practice levels) i
in the future through more :
aggressive use of alternatives

to incarceration in combination

with effects of the changing age
composition of the general
population (there will be a. decrease
in the proportion of persons in the
high-risk, crime-prone age range).
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Inmate Population Projections

The average number of inmates in

a prison (or on probation or
parole) is directly. related to the
number of offenders admitted and
their average length of stay in

the facility or prograﬁ. In Alaska,
the average monthly inmate popula-
tion has grown from 440N in 1972

to approximately 720 at the end of
1978; this represents a nearly

65 percent increase in the size

of the inmate population. The
increase in inmate population is
apparently attributable to an
interaction between increased
admissions and increased length

of stay for at least a proportion
of these admissions. The probation/
parole average monthly caseload

has grown aporoximately 36 percent
in the same time period. Since the
Alaska inmate population ratio
(inmates per 100,000 population)

is currently very high in comparison
to other states, it is most likely
to fall moderately rapidly

towards the national average
(77:100,000). Any long term
projections for Alaska's prison
population should thus reflect a
gradually declining inmate
population ratio rather than a
rising ratio due to

"normalizing' of the age and

sex distribution of Alaskan
population. In addition, other
factors influencing prison
population size can be actively
manipulated to achieve an even
larger decrease in expected

inmate populations. A decrease

in prison admissions can be
accomplished through decriminaliza-
tion of selected victimless or
minor offenses, increased use

of diversion options prior to.
sentencing, more efficient
presentence release programs and .

~

increased use of non-incarcerating
sentences. A decrease in the
average length of stay of prison

inmates can be achieved through
a reduction in the maximum
sentences imposed for crimes and

an increase in the release rate H
(parole rate, good-time rate,

and prerelease programs). Because
continued increases in Alaska's
prison population are placing
increasing pressure on many of the
state'’s older and more deteriorated
facilities, a decrease in the
inmate population, both current

and projected, is necessary so as
to minimize the need for new
construction.

Institutional Programs

The Division, despite present
facility limitations, is obligated
to provide secure housing and

at least minimal program
opportunities for its inmates.
Therefore, the plan proposes
several initiatives in the area

of institutional programming. One
of the most vital concerns is
classification of .inmates.
Utilizing an approach to custody
classification of sentenced inmates
developed by Moyer Associates as
applied to the 547 current

inmates surveyed, it was found
that 3% percent should be housed
in maximum security, 32 percent

in medium security, 17 percent in
minimum security and 18 percent

in work release statewide, a
finding which has obvious
implication for needed types of
programs.

The system used to arrive at these
conclusions and is only a
preliminary step toward developing
a comprehensive assessment and

J
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classification procedure for
Alaskan inmates. The Division
must develop an inmate classifica-
tion system which can be uniformly
applied across the system. The
designation of a Classification
Coordinator with central policy-
making authority to develop
classification criteria and
procedures is an essential step

in improving the Division's
classification system. Specific
definitions of inmate types

must he developed, based not only
on the type ol houslug and
supervision they require (security
considerations), but also on their
programming needs. Classification
committees within each institution
would have responsibility for
classifying each inmate at intake
and developing a program plan with
the individual; this plan, and

the inmates' custody level,

should be periodically reviewed
and revised as necessary. Pre-
release programming should be
included in the committee's
considerations. The Classification
Coordinator can-thus function as
advisor to the committees in

the application of criteria and
procedures developed by him or

her in consultation with
institutional administrators

and staff; the Coordinator would
not have line authority over any
institutional staff, but should
have policy-making and monitoring
responsibilities under the
direction of the Adult Institutional
Services Administrator. The
Coordinator should also hear appeals
of inmates regarding decisions of
the classification committees.

Despite the generally low level of
educational achievement, the lack

of vocational training and the high
levels of intake unemployment and
alcohol abuse among sentenced Alaskan

_/

inmates, reported in the master
plan survey, few were reported to
be participating in any self-
improvement programs during their
current incarceration. Fully 28
percent of the total state
sentenced inmate population did
not have a current work assignment
and were not participating in any
program. This represents nearly
one—-third of the total Alaskan
sentenced inmate population who
apparently had no productive way

to usce their time while
incarcerated. A full range of
services and program opportunities
should be available to all inmates
and particularly to sentenced inmates.
Facility limitations have not

been accepted by the courts as
sufficient rationale for inmate
idleness, a pervasive problem in
Alaska and elsewhere. Designa-
tion of a Program Coordinator at
the central office level, who,
under the authority of the Adult
Institutional Service Administrator,
would be delegated responsibility
to develop program concepts and
monitor their implementation, is
recommended. At each institution,
one staff member should be given
the responsibility of being
Program Director, coordinating
staff and program availability and.
working closely with classification
committees to ensure that inmates .
needs are being met. The central
Program Coordinator would not have
line authority over institutional
staff, but would have policy-
making and monitoring responsibilities.

The range of programs available

to inmates should include education
(which should be statutorily
specified as the responsibility

of the public school system through
the 12th grade level), vocational
training (to be developed in
conjunction with prison industries,
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discussed later), library services
and drug and alcoholism treatment
(through the State Office of
Alcoholism and Drug Abuse). The
latter is especially crucial in
light of a 1975 study of the
impact of alcoholism in Alaska
which points out that the cost of
alcohol-related crime to Alaska's
criminal justice system during
that year was $15.2 million.
study points that .''funds
spent on effective treatment
and rehabilitation for alcohol
offenders would ultimately
save the criminal justice system
money' by "contributing to the
prevention of future offenses

that would not occur without the
excessive consumption of alcohol."

The

In addition, leisure~time
activities, and indoor and outdoor
recreation, are essential components
of any institution, both for
security and for programmatic
reasons. Counseling, both

with regard to specific
institutional program opportunities
and in relation to more general
emotional problems, should be
available to all inmates, either
through in-house staff or contrac-
tual arrangements with other
public or private agencies.
Community-based programming,
particularly furloughs and work
and education release, .should be
fully developed and utilized for
appropriate inmatesg an a valuable
reintegrative tool. Prerelease
preparation is essential for
inmates making the diffdicult
transition from the institution

to their communities.

Prison Industries

Development of a system of prison
industries is a central recommenda-

. emphasizes a realistic work

tion of the master plan.

Industries, when efficiently

operated, can result in savings

to the State in terms of reduced

state agency purchasing expenditures,
reduced criminal justice costs,

and prison industry wages and

profits; benefits for the L
institutions in terms of reduced
numbers of disciplinary infractions
and a more normalized social
atmosphere; and benefits to the
inmate worker in terms of greater
abilities to provide family
support, participate in
vocational training, and obtain
jobs upon release. The prison
industries approach advocated
for adoption in Alaska is the
Free Venture model, which

0

environment (a full work day,
inmate wages based on work output,
and transferable training and

job skills) and self-supporting
or profit-making business opera-
tions.

Long-term, centralized facilities
seem to be most appropriate as
settings for medium or large

scale industrial shops while short-
term rural facilities are
appropriate as settings from which
to operate community service
and/or public works projects.
Major institutions recommended

as sites for industries are

those at Eagle River, Palmer,
Junean and Falrbanks. The
proposed new facility for sentenced
inmates should also provide space
for a full range of industrial
operations. Alaska offers a
unique setting for prison
industries, in that fthere are
several product areas in which
there is now no in-state, private
sector involvement. Thus, it is
recommended that prison industries
manufacture not only state-use
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goods, but goods to sell on the
open market as well. Development

of a prison industries system in
Alaska will require a substantial
initial funding commitment, as well
as statutory authorization. To
ensure that the system is developed
in a coordinated and planful fashion,
a Prison Industries Coordinator
should be designated as part of

the central office staff under the
authority of the Adult Institutional
Services Administrator. A Prison
Industries Advisory Board, with
representation from business and
labor interests, should be estab-
lished.

It is strongly recommended that

the legislature is not the appropri-
ate place to fix prisoner wages

for prison industries. However,

the specific purposes for which
prisoners' wages can be

disbursed should be spelled

out in prison industry legisla-
tion, including:

1. support of the prisoners'
dependents;

2. reimbursement to the state
for an award made for
violent crimes compensation;

3, payment of a court award;

4. reimbursement to the state for
room and board (the amount
should not exceed the average
daily cost of incarceration);

5. purchase of clothing and
commissary items;

6. enforced savings'to assure
that funds will be available
upon release.

Before an industrial operation
can be implemented in Alaska's
prisons, enabling legislation
should be passed by the state
legislature to give the Division
authority to market prison
industry products and services.
Fnabling statutes should address
the following issues:

1. Establishment of a Prison
Industry Advisory Board whose
members should be appointed
by the (overnor;

2. Establishment of a, Prison
Industry Revolving Fund;

3. Authority to sell prison
industry goods on the open
market;

4. Authority to lease prison
facilities and grounds to private
businesses which would employ
prisoner workers;

5. Exemption of prison industry
workers from the $3.00 per
day ceiling on wages established
in law by AS 33.30.225.

Health Care

Health care services are essential
to the operation of correctional
institutions. With the hiring of
a central office Health Care
Coordinator, the Division of
Corrections has taken a major step
in the improvement of its health
care systems. The master plan
endorses the development of
detailed, written policies,
standards and guidelines for
health care, a process in which
the Goordinator is now engaged.
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With the addition of more medical
staff, both in-house and contractual,
it 1s hoped that more consistent
treatment can be provided to all
inmates in areas such as intake
medical screening, drug and
alcoholism intervention, mental
health, dental services, and routine
medical care. Since the
Commissioner of Health and Social
Services has reporting to that
office the Director of Correctioms,
the Director of Mental Health,

the Director of Public Health and
the Director of Social Services,
all of which are under the
Commissioner's management, a
significant sharing of professional
talent could be realized. Funds
for alcohol and drug treatment
should be provided so that the
medical manager can cortract

with available drug and alcohol
intervention services to provide
treatment for offenders. This
treatment should not be limited

to only incarcerated offenders,

but should involve community
corrections clients (probationers,
parolees, work releases) 'as

well. In general, adequate space
and necessary equipment must be
provided so as to ensure that
medical staff can offer high
quality care to inmates.

Institutional Staffing

Fven within ideally designed and
equipped facilities, programs

and security will not be adequate
without sufficient numbers of
qualified staff to operate the
facilities. Four major factors
determine the number of staff
necessary for a given institution:
the number of inmates confined
there, their custody or security
requirements, the types of programs

and work opportunities available,
and the physical design of the
building. All of these factors
must be considered in determining
both the minimum number of staff
necessary to operate the
facility and the optimum number
of staff desired to develop a
full range of program and work
options in a secure environment.
Sufficient funds must be made
available to hire and train the
requisite number of staff; as
documented needs change, funding
levels should be adjusted. Use
of contractual agreements with
outside agencies and individuals
specializing in particular
program areas, as well as
encouragement of volunteer
involvement, are recommended
methods of stretching scarce
correctional resources to serve
the maximum number of inmates.
Corrections must be provided
with sufficient numbers of
trained staff for its institutions
in order to carry out its
statutory responsibilities to
ensure public safety and

promote positive changes in
offenders.

Youth Services

The Division of Corrections has
responsibility for both

community and Instltutional
corrections for juveniles. The
master plan makes several
organizational and policy
recommendations for youth
corrections services, the most far-
reaching of which is the
recommendation that a separate
Youth Services unit be created
within the Division's organizational
structure., This will focus
attention on services to juveniles,

_/
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which is not now as feasible
with one administrator having
responsibility for both adult
probation and parole and youth
services.

Alaska, unlike the majority of
states, has taken a strong
leadership role in developing
statutes and Rules of Procecdure
which emphasize the objectives

of reforming the child and
protecting society and require
that these objectives be equally
weighed. The Rules further
require that the medium used to
achieve these objectives be

that of "providing care equivalent
to that which should have been
provided by the child's parents."
However,; at the moment,
institutions are the major medium
of service for children

who are removed from their
family's custody. Foster care is
used sparingly, group foster

care is not used at all, and basic
care group home services are

used infrequently. As with adult
corrections, this plan emphasizes
the need to focus resources on the
development of a range of
alternatives to incarceration

for youths. It is strongly
recommended that Alaska discontinue
the practice of housing youths in
out-of-state facilities.
Expansion of foster and group
homes through contractual
arrangements 1is proposed as

a primary means of diverting
youths from secure detention

and as an alternative to be

used for adjudicated juveniles

as well.

The plan strongly recommends that
all youth intake functions be
operated by the Division of
Corrections rather than being

shared.with the court system.
It is also suggested that all

juvenile petitions should be

written and filed by the Department
of Law rather than by youth
services caseworkers. These steps
are essential if maximum use is

to be made of altermatives to
secure detention. If the State
does not actively pursuc such
alternatives, approximately 120
secure detention beds will be
needed by 1980; there are now 35
@t MYC). Thercfore, a very

costly building program will be
required if alternatives to secure
detention for youths are not
developed.

Because it is anticipated that
very few youths actually require
secure detention while awaiting
court processing if a range of
alternatives are available, it is
not recommended. that Alaska
construct any new secure
detention facilities for youths.
In areas where no specialized
juvenile facilities are available,
the occasional child who requires
secure detention can be held in
anadult correctional facility,
provided they are separated by
sight and sound from confined
adults. Juneau and Fairbanks
have both had bond issues passed
approving the construction of
juvenile detention facilities;
Juneau clearly does not need a
secure detention facility for
children, nor should Fairbanks
construct a secure juvenile
detention facility. Fairbanks might
develop as an alternative a generic
multi~purpose facility with
intensive community-based
programming, not to exceed 20
beds in capacity (this should not
be a maximum security facility).
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The McLaughlin Youth Center's
operations and programs for

both adjudicated and non-adjudicated
youths are exemplary, and should
continue to be supported. Current
efforts are implementing and
evaluating new intervention
strategies for institutionalized
Alaska youths should also be
encouraged and supported.

Staff needs, particularly for
community services functions
(intake, predisposition studies,
community resource development
and monitoring, and probation
supervision) are likely to grow
over the next two decades. Even
in 1978, to offer all of the
suggested services would have
required 60 community services
staff, or 50 percent more than
were available for such functions.
Therefore, additional funding
for staff is a prerequisite to
expansion of services to Alaskan
youths.

It is recommended that reorganiza—
tion of youth services within the
Division of Corrections and the
staffing of community services
functions be the first priority.
Once that step is accomplished,
development of alternatives

to detention and incarceration
should receive top priority,
followed by expanded services

for institutionalized children.
Expenditires of funds for youth
services are well-justified,
particularly if it can enhance
the effectiveness of
rehabilitative and preventive
efforts, since this will keep
more youths from becoming adult
criminals (thus avoiding the costs
of their criminal activity to the

state and the general public.)

‘met.

Rural Corrections

Although a relatively small
percentage of the offenders for
whom the Division is responsible
originate in the rural areas of
Alaska, the equitable provision
of corrections services to rural
and urban sectors of the state

is a central concern. Because

of the cultural diversity, sparse
population, and unique nature of
Alaska's bush country, development
of corrections services for this
part of Alaska presents a
substantial challenge. However,
solutions must be attempted, so
that residents of rural Alaska
will receive the services to which
they are entitled as ciiizens of
the state.

Perhaps because of the remoteness
of rural Alaska coupled with a
greater community tolerance of
deviant behavior, diversion from
incarceration (or "community
corrections") is practiced with
greater frequency in rural Alaska.
This is consistent with the
philosophy advocated in this plan,
and should be supported through
the provision of more adequate
probation and parole services.

The "social justice team" concept
which is being evolved through the
collaborative efforts of several
state agencies providing services
to rural areas, could be the
primary means of assuring that
rural communities' social
service/criminal justice needs are

Another crucial need in Alaska's
rural areas is for adequate
alcoholism treatment. Alcohol

abuse is a primary cause of criminal

behavior, particularly in rural




Alaska, so provision of adequate
alcoholism treatment, both through
the corrections system and in the
communities, should be a high
priority. Sleep-off centers,

which exist now in some communities,
should be more widely available.

Jails in rural Alaska are at present
generally inadequate, even for
short-term detention. However,
total replacement of these
facilities is neither economically
feasible nor philosophically
desirable. One less costly means
of improving the quality of
institutional corrections in
rural Alaska is the statutory
consolidation of responsibility
of all local jail contracts under
the Division of Corrections.
Responsibility for standard—
setting and periodic inspection
of these facilities should
also be vested in the Divisiomn.
A much more long-range goal is
the regional incarceration of
sentenced inmates in rural
facilities. This practice could
preserve family and cultural ties,
and is quite consistent both with
modern correctional practice and
with rural Alaskan heritage and
tradition. However,full
implementation would be
prohibitively expensive, and in
some instances perhaps not
feasible at any price, bectise
inmates confined for lengthy
sentences require services and
programs which cannot be readily
provided in very small facilities.
Ten service areas are proposed
in the plan, six of which are
rural; these areas are the smallest
pragmatic divisions of the state
in terms of corrections' workload,
and could be consolidated into
fewer, larger service regions as
economics and cultural boundaries

dictate. However, until
corrections facilities in the

hub communities of each rural
service area are replaced with

new buildings adequats for the
housing of sentenced inmates,
regional incarceration of Alaskan
offenders cannot take place. An
interim measure which may alleviate
some of the problems faced by
offenders returning to rural
communities is the development

of a network of prerelease housing
across the rural areas of Alaska.
Returning offenders could be
housed closer to their home
communities for the last few
months of their sentences, in
order to ease their transition
back to community living.

Fxisting corrections facilities
could be utilized for this purpose
on a limited basis.

In general, local involvement in
the corrections process should

be encouraged by the state.
Enforcement of local ordimnances,
and even selected state laws,

with non-criminal sanctions such
as- community service work, should
be allowed and reinforced through
legislative and judicial sanction.
The appointment of local advisory
bodies (called "regional guidance
committees"” by the University of
Alaska Criminal Justice Center's
March 1970 report on criminal
justice in rural Alaska) is also a
vital means of ensuring that

the corrections system will be
responsive to local and cultural .
priorities.

Technical Services

Along with the three major direct
service components proposed for
the Division of Corrections (Adult
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Community Services, Adult Institu-
tional Services, and Youth Services),
a fourth component is recommended
to provide support for the
management of the Division.
Although several of the functions
proposed to be subsumed within

the rubric of Technical Services
are already being performed, they
are not as coordinated or
extensive as they must be to
ensure the attainment of the
IMivision's correctional goals.

The Technical Services unit should
be administered by one person,
reporting to the Directer of the
Division. Within this adminis-
trative unit, Management Services
is an essential element. This
includes both fiscal management
and personnel functions. 1In

order to cope with the increasing
complexity of tudgeting and
financial management, the addition
of at least one accountant to the
present central office staff will
be vitally necessary. The
development of a prison industries
system may well require an
additional full-time accountant
devoted only to that function.

A Policy Development unit, with
responsibility for all the
planning, evaluative research

and data-gathering functions
essential to modern management,
should be developed within
Technical Services. Facility
standard-setting and inspection for
both state and local facilities
should also be the responsibility
of this unit. Development of a
full-scale Policy Development

unit will require greater

emphasis on the refinement of

the current corrections information
systems (especially with

regard to offender profiles),

as well as the addition of at

—‘\\

least one full-time researcher-
planner to the current staff.

Staff services, including

training and career ladder
development, are another very
important component of Technical
Services. The Division, with its
current staff trainers, has a
solid foundation upon which to
build a training strategy which
will reinforce the overall service
philosophy of the Division of
Corrections. The master plan makes
several suggestions for the future
of Staff Services, many of which
involve simply policy changes,

but some of which will depend

upon increased funding.

To ensure that corrections staff
are adequately prepared for the
changing demands of their
positions, training should focus
on human behavior and communica-
tions skills as well as the more
traditional security and law-
enforcement considerations.
Although all new staff should
continue to receive some type

of orientation, it may be
appropriate to shorten the length
of the training sessions now
provided for correctional off cer
trainees (the Division provide:x
240 hours of orientation
training, while ACA standards
require only 160). In this way,
resources now cxpended on ’
lengthier orientation sessions
could be redirected at providing
periodic refresher and -in-service
training sessions to experienced
staff members. It is also
suggested that in-service or on-
the-job training is more

" appropriate for orienting new

community services staff than
is the current three-week
orientation course offered
through the Training Academy.

_/
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CONCLUSION 5. The long-range goal to return
all Alaskan inmates from federal

v
4

recommends several organizational 9. The goals and philosophy of

and procedural changes to enhance
the Board's decision-making
capabilities:

1. The Parole Board should be
composed of- three full-time
members.

2. The staff of the Board should
be reorganized and augmented.

3. The Board should prepare and
keep up-to-date i detailed
manual of policies and
procedures.

4. Hearing procedures should be
modified, and as soon as the
on-going study of options is
complete, a matrix criteria
system should be adopted.

5. A formal appeals process sheuld
be established.

6. Prisoners with maximum Sentences
of five years or less should be
considered for parole eligibility
and a tentative release date set
within four months of their
commitment. 7Prisoners with
maximum terms of more than five
years should be heard at least
one month prior to the completion
of their minimum terms.

7. Tt Board should be statutorily
authorized to give sentence time
credit for time served on
parole to selected inmates whose
paroles have been revoked.

8. The Board should be statutorily
authorized to discharge parolees
from parole status after two

the Board should be closely
coordinated with those of the
Division of Corrections, to
ensure that offenders are
treated consistently and
equitably.

All of the proposals made
regarding pretrial release,
sentencing and parole decisions
will require actions by agencies
outside of the Division of

Corrections.  Timely and equitable

decision-making about offenders,
both by the Division and by
other agencies (the courts, the
NDepartment of Law, the Parole
Board, and the Department of
Public Safety, as well as other
non-criminal justice agenciesj,
can have a profoundly beneficial
impact on Alaska's corrections
system.

S

Cost Considerations

e

A fundamental goal of recommenda-—
tions of this master plan has is
the provision of the most adequate
corrections system for Alaska

at the least possible cost. The
single most effective means of
accomplishing this is to avoid
unnecessary incarceration. of
offenders, thereby avoiding the
capital cost of constructing new
facilities to accommodate

growing inmate populations.
Avoidance of unnecessary incarcera-
tion in turn requires develop-
ment of a full range of
community~based corrections
programs, including pretrial
release, probation, prerelease
and parole supervision. This is
the basic strategy advocated
throughout : the plan.

Alaska will not be able to avoid
a certain level of capital
expenditures to improve its
corrections facility system,

due to several factors:

1. The badly deteriorated
condition of several existing
facilities.

2. Overcrowding of a few key
facilities even at current
inmate population levels.

3. Inadequate space for programs
and prison industries at nearly
all existing facilities.

4. Court actions, both actuai and
potential, which will mandate
that Alaska provide

institutions to state facilities
(some of these inmates have very
lengthy sentences and could not
be adequately accommodated in
any existing Alaskan facility).

6. Expressed interest in regionalized
incarceration of sentenced
inmates, which would require
replacement of existing rural
corrections facilities, which
are now totally inadequate to
house long-term inmates.

However, capital expenditures can
be minimized through development of
a full complement of community
corrections alternatives to
incarceration, and the delaying of
all but the most essential construc-
tion or renovation until the full
impact of diversion efforts can

be achieved.

On the cost-effectiveness balance
sheet, there are two types of
expenditures which must be weighed:
operating costs (primarily staff
salaries) and capital costs (for
construction). The improvement
and expansion of. adult community
corrections services will require
additional personnel as well as
increased funds for the Division
of Corrections' use in contracting
for services for offenders. To
offer statewide pretrial assess-
ment and supervision scrvices, pre-
release programs and improved
probation and parole supnervision
(using n tri-level caseload
classification) would require an
estimated 15 to 24 additional

1ine staff positions in adult
community corrections with today's
workload levels. If workloads

constitutional housing for all
; inmates.

years of successful performance

under supervision. continuce to grow at rates observed

over the past eight years, staff

e
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needs could increase by as much as
4N percent by 1990, requiring
creating of an additional 17 to
20 line staff positions. Staff
requirements can be minimized
through more concerted use of
volunteers, but it is likely
that over the next ten years,

a full-fledged adult community
corrections effort will require
the addition of at least 30
full-time line staff. If the
salaries and associated. cost

of cach new position is cstimated
to average $38,00N annually over
this same time period, this
would represent an increase in
the annual operating budget of
about $1.15 million by 1990. Or,
from another perspective,
assuming that five new staff

are added in each of the next
three years and two every year
for the next seven years, the
estimated total additional staff
cost over the next ten years
would be $7.3 million. If
additional funds are made
available for contractual
services averaging $200,000
annually, the total operating cost
increase could be mnearly $10
million over the next ten years.

Similar estimates of the cost of
improving youth-services are made
in that section of the plan,
which concludes that the current
budget of approximately $2.3
million now spent on probation
and contractual services for
youths would grow to a total
estimated annual budget of $9.5
million in 1990. This would
represent a cost of about $7.2
million over the ten-year period
to improve and expand community
corrections alternatives for
delinquent youths.

These increases in overatine
costs must be compared to the
cost of constructing additional
bedspace capacity to accommodate
inmates who could be diverted to
community services if they are
available and adequate. If the
cost of an Alaskan prison construc-—
tion project is estimated to
average $107,000 per bedspace

(see facility recommendations
section of plan), then Alaska

must avoid building only 94 adult
bedspaces over ihe nrxt ten

years to offset the total cost

of improved community corrections
services in that same period

(810 million -+ $107,000 = 94).

In fact, construction cost

savings over the next 20 years
which could be attributed to
improved ROR and prerelease
programs total over $36 million
(the bedspace savings would total
about 345), more than four

times the additional ten-year

cost of improved adult community
corrections services (and
approximately twice the 20-year
cost). On the youth services
side, if just the current out-
of-state placement cost of about
$600,000 could be avoided through
improved community-based programs
for youths, the entire cost of such
improvements would be offset. Tt
is logical to assume that other
operating cost savings would also
accrue over the ten years due

to decreased rates of preadjudica-
tion detention and post—adjudica-
tion commitment of youths (this

is true of adult corrections as
well).

Therefore, although it might seem
like a large increase in funding,
increased expenditures on improved
community corrections services can
actually result in an overall
budgetary savings over time through
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avoidance of massive capital The time line differentiates
(construction) expenditures and between recommendations requiring
decreages in institutional only policy change to implement,
operating costs. If cost- those requiring statutory change,
effectiveness is of paramount and those requiring additional
importance, the course of action operating or capital funding.
which Alaska must follow is )
clear. Community programs must
:Zfi;;lziizzgeihzn:a§§:££Ed to here summarized charts a course
possible mumber of offenders From .for the'future of the Division of

oo Corrections which will influence
vnnecessary pretrial and post- its practices f
trial incarceration. P sos LOL mamy years ro

come. Although many important

tasks remain to be accomplished,
the Nivision has already demonstrated
its capability to respond to

‘The time line here presented outlines ;he c?al%enges which cgn?ront it.
the order in which the recommenda- drans atlo? of Fhe poll?les
tions of this plan can most logically eveloped in this planning

e implemented. Recommendations gr?i§§S into prograws, procedures,
are presented within each major uildings and staffing patterns

topic area, in conformity with the Wlél be ? tlme—FonS?m%ng and massive
organization of the plan. A gn ertaglng. The Division of .
planning horizon of 20 years has orrections alone cannot accomplish

' .
Leen utilized in developing Alaska's correctional goals; the

projections of inmate populations, flrm‘support ?f other criminal
tut most of the actions suggested justice agencies, of the Department

in this plan could be accomplished gi H;al?h and Social Services, of
virhin the next ten years, given .i. eglsléture and'o§ private
tufficient funds and aggressive citizens will be critical to the

1] s
policy initiatives. Therefore, the sucsess.of AlaSk? S corrections
time line here presented extends system in reforming offenders and

only through 1990. protecting the public.

The corrections master plan

l1ime Line for Pecommendations

“he achievement of several of
these goals is interdependent,
“e., one or several actions must
be taken to enable the further
#ccomplishment of other objectives.
‘0 the extent possible, this is
represented by the time '
hierarchy and/or by special notes.
fiome recommendations can be
immediately accomplished, others
will require effort over a period
of time, and still others will
continue to be system goals
throughout the ensuing years.
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1979 | 1980

1981

1982

1983

1985

1986

1987

1988

1989

1990

———

I. Philosophy and Goals

-~ Adopt clearly defined
goals for corrections

II. Organization of Corrections

-~ Adopt participatory manage-
ment style

~ Consolidate jail contracts
responsibility within DOC

- Create Youth Services unit
within DOC

~ Congolidate Technical Services
unit within DOC

- Create Adult Community Services
unit with expanded responsi-
bilities (pretrial and work
release programs)

= Within Adult Institutional
Services, designate Classifica-
tion Coordinator, Programs
Coordinator and Prison Industries
Coordinator with central policy-
making powers

B L

- Appoint Prison Industries and DOC
Advisory Boards

@ Corrections policy change
*Fﬁﬁdi‘n’g required

i?~8tatutory change required
ot

it € S SR 5t 8 s S e oy o e b bt o

T YR S T e



T pe———

&

1979 | 1980 | 1981} 1982

1983

1984

1985

1986

1987

1988

1990

ITI, Adult Community Corrections

- Revise and detail policy manual

- Develop modified client classifica-
tion and workload system

e L 4T

~ Utilize "service hroker' workload
management style

- Increase use of paraprofessionals
and trained volunteers

- Provide appropriate staff training

- Providc adequate office space

—~ Develop formal pretrial assess-
ment and supervision capabilities

N
e T
o e,

— Develop expanded prerelease
programming and housing

— Expand New Start program

- Coordinate closely with rest of
DOC and criminal justice/sccial
service agencies

IV. Adult Institutional Services

Discontinue housing Alaskan
inmates in federal institutions

Develop refined and uniform inmate
classification system

Develop full range of program
opportunities for inmates

- Develop a system of prison
industries based on the Free
Venture model :

N

— Develop an improved health care

system for inmates

W
~
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1979 | 1980 | 1981 | 1982 | 1983 | 1984 | 1985 | 1986 | 1987 1988v 1989 | 1990

IV. (continued)

- Provide appropriate staff training ¥ () ’ 2]
~ . Provide adequate numbers of

trained staff for all institutions *‘H‘
- Increase use of trained volunteers| @ [ )

- Develop s system of well-designed
and udequate correctional facilitigs

. Replace Ketchikan CC ¥’ ®
. Replace Ridgeview CC rer 1
. Replace Bethel CC 4. ®

. Renovate Anchorage Annex 4 ‘”‘

. Construct pretrial detention || | I
facility in Anchorage *‘ ®

. Renovate/expand Palmer CC :
(to accommodate industries) ¥QF‘
. Replace Nome CC ¥ ] @
. Replace Third Avenue CC with
sentenced inmate facility in ‘ ¥ o ®
Anchorage : |
. Replace rural jaills
Barrow ¥. .
Kodiak Mo e
Kotzebue * o S
Kenai ¥ ‘ '

~ Develop fully regional housing * ®
e e T W
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1979 | 19807 | 1981 | 1982 | 1983 | 1984 | 1985 | 1986 | 1987 | 1988 | 1989 | 1990

V. Youth Services ' - A

~ Create Youth Services o ‘
unit within DOC

~ Place authority for all - o
juvenile intake with the DOC s

= Require all juvenile petitions - ®
to be filed by Department of Law

-~ Develop range of alternatives
to detention and incarceration ¥ ‘_‘
(especially foster and group
homes)

- Discontinue practice of housing |3 e EEEEEEESTGE—GCEEEESTN G
youths out-of-state :

- Expand range of programs for
institutionalized youths

VI. Rural Corrections

-~ Provide equitably for rural
communities' corrections needs

~ Investigate "social justice system

team'" concept to provide social @ ®
service/criminal justice programs
in integrated manner

-~ Provide full range of alcohol I
abuse programs and treatment ¥‘ . ®

services to ruridl communities N
- Develop prerelease programs and :

housing for returning rural A'L .“.

inmates : :

~ Replace "hub village" corrections .
facilities (Kodiak, Kotzebue, 4 Sde time|line £qr Adulf Instifutional Servides

Bethel, Barrow, Nome, Kenai) : ’ : ]
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1979

1980

1981

1982

1983 | 1984

1985

1986

1987

1988

1989

1990

VI.. (continued)

Develop capablility to reglonally
house rural sentenced inmates

line foy

s Adult

Institgtional

Servic

8

Consolidate rural jail contracts
and inspection responsibilities
within the DOC

,¥. Seq timé |

Be

Encourage local involvement in
corrections/criminal justice
process through local advisory
bodies

VII.

Technical Services

Consolidate these management
support services into a single
administrative unit within

the DOC '

Management Services
. Add at least one agcountant
to staff

Policy Development Services

» give this unit responsibility
for all facility standard-
setting and inspections, and
add at least one imspector to
staff

. add one researcher-planner
to staff

. refine corrections informa-
tion system

. conduct evaluative research
and on-going planning for DOC

— Staff Services

« focus training on human
behavior topics as well as

S(: rity
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T——, 1979 | 1980 | 1981 {3982 1 1983 1 1984 { 1985 | 1986 | 1987 | 1988 | 1989 | 1990
;f VII. (continued) '

. shorten required orientation
course for new staff

. Institute periodic refresher
and in-service training for ¥ ‘m‘
all staff

. relocate Corrections Training

Academy to Anchorage and make o
it non-residential

. develop Advisory Training "
Committee

. hire an additional number of
staff equivalent to ten percent
of authorized line positions
to cover absences during
training

. provide state funding for
contractual instructors
for training

develop career ladders for
all types of employees to
ensure fair and equitable
promotion for qualified
staff

Y
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1979 | 1980 | 1981 | 1982 | 1983 | 1984 | 1985 | 1986 | 1987 | 1988 | 1989 1990

VIII. Criminal Justice Decisionmaking

(policy changes here are not only
within the DOC, but may involve
other agencies)

e SR SRR e

- Develop uniform pretrial assessment &
and release procedures, and assign j?L
responsibility to DOC

See tine line for AdTlt Comgunity (orrectLons

- Provide 24~hour "on call" magis-
trates for all urban areas

SRR D). A R
o Lo

- Monitor impact of new Criminal |
Code on offender population : e ‘
sizes

~ Institute sentencing seminars
for judges

- Implement a three-member, full- i
time Parole Board, and reorganize ¥Qm.

and augment its staff

O

~ Adopt a matrix criteria system ‘.
for parole decisions

~ Authorize Parole Board to give

|
i
sentence time credit to revoked [ q
parolees !
- Authorize Board to discharge ?
parolees from supervision after Il 3
two years |

~ Coordinate Parole Board and DOC
operations very closely
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‘PHILOSOPHY, GOALS AND OBJECTIVES

OF ALASKA CORRECTIONS

The foundation of any plans for
the future of Alaska's corrections
system must be firmly rooted in a
statement of philosophy regarding
the necessary and proper functioms
of corrections. Out of an under-
standing of the purpose to be
served by corrections can come a
functional corrections organiza-
tional structure which can facili-
tate accomplishment of these goals.

The mandate of the Alaska constitu~
tion (Article 1, Section 12) seems
clear enough: ...."Penal adminis-—
tration shall be based on the
principle of reformation and upon
the need for protecting the public"
<+ +ess However, in practice, these
two objectives are often seen as
difficult to reconcile, if not
directly contradictory, and the
Constitution gives no guidance as
to which should be sacrificed for
the other. On the contrary, it
seems to imply that both goals
should be considered. equally im-
pdrtant. A closer examination of
the reformation objective can in
fact lead to the realization that
protection of the public can be
accomplished . through focusing on
rehabilitation of convicted
offenders as well as through an
emphasis on institutiomal
security. At best, incarceration
of offenders protects the public
from their potential criminal

“acts only temporarily, during the

period of their statutorily and
judicially prescribed imprison-
ment. Successful reformation of
an offender is almost certainly
a more long-lasting guarantee of
public safety,. and many correc-—
tions authorities feel strongly

‘opening of Eagle River: "It is

that incarceration is inimical to
reformation.

In Alaska, however, there is wide-
spread concensus that the Division
of Corrections has in recent years
focused almost exclusively upon pro-
tection of the public, as embodied
in a focus on security and surveil-
lance, with reformation being
relegated to second priority.

There are several reasons for this
current focus on security at the
expense of rehabilitation, some of
which have orginated in Alaska and
others of which can be observed as
national trends in corrections phi-
losophy. At the beginning of this
decade, '"the Division of Corrections
and the State of Alaska embarked on
a bold adventure.....an experi-
ment.'"* This "experiment' was a
new philosophy, embodied in the
then new correctional institution
at Eagle River. This new institu-
tion was to "'endeavor to create
trust among staff and inmates;
evoke commitment to a rehabilita-
tive philosopy; and be accountable
not only to the law and society,
but also to an ideal of personal
change . "%

The stated philosophy and goal of
the Division of Corrections in the
1972 edition of {ts Adult Correc-
tional Institutions manual swama-
rizes well the impetus for the

the philosophy of the Division of
Corrections of the State of Alaska,
that all persons are worthwhile.

%% Tbid.

* Marshall Kaplan, Gans, and ¥ahn.
"An Evaluation of the Eagle River

Report," April 30, 1978.

Correctional Center: Final
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and their behavior is understand-
able and can change. It is the
goal of the Division of Corrections
to develop and provide programs de-
signed to change the offender in
order that he may function within
the riorms and laws of the community
in which he chooses to live.
Community protection will be rein-
forced by the implementation of
these programs."

The development of Eagle River coin-
cided with, and perhaps even antici-
pated, a growing emphasis on both
community-based corrections and on
offender rehabilitation which was
occurring in corrections nationally.
Alaska was one of the first states
to commit itself to this approach,
and thus came under close public
scrutiny as the Eagle River facility
and programs took shape.

When two inmates escaped from the
Division's custoedy and committed
violent acts within a period of a
year, public reaction was extremely
negative. The Division of Correc-
tions, which like most corrections
agencies found itself in a reactive
rather than proactive stance, re-
sponded to the pubuiic and official
outery by instituting extremely
strict security and classification
procedures designed to ensure that
such unfortunate incidents would
not happen again. This rapid swing
of the pendulum of corrections'!
purpose and goals meant that by the
end of 1975, the 'bold experiment"”
of community-based, rehabilitative
corrections had been almost totally
abandoned by the Alaska Division of
Corrections.

The vehemence of public and official
reaction to these incidents grew out
of several forces, some of which are

less relevant to corrections in 1978
and beyond than they were in 1975.
From 1973 to 1976, the violent
crime rate in Alaska (based on
reported crimes, not arrests) grew
23 percent, while the property
crime rate went up to 12 percent.
Thus, even though Aldska's 1975
violent crime rate was four percent
less than that of the United States
as a whole, Alaska citizens still
faced a dramatic increase in the
incidence of violent crimes during
a three~year period beginning just
prior to the opening of Eagle River.
In fact, the steepest increases in
crime rate were observed from 1974
to 1975, the same time period in
which the two widely publicized
escapes from the Division's

custody occurred. It was thus.
perhaps natural that the Alaska
public, feeling besieged by the
increasing frequency of both
violent and property crime, reacted

‘with a punitive and security-domi-

nated attitude toward corrections

in the wake of these highly visible
incidents.* ' i
Reinforcing these trends away from
reformation as the focus for correc-
tions in Alaska was the growing
disenchantment, on a national level,
with the rehabilitative approach to
corrections. Critics such as

Robert Martinson gained a wide
audience with their many statements
that no conclusive proof exists of
the effectiveness of any form of
correctional treatment. Parelleling
this questioning of the feasibility
of rehabilitation was the growing-
concern for equity of punishment
within the criminal justice system,

* Crime rate statistics taken from
the Alaska SCJPA 1978 Criminal
Justice Plan.

_/
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The Parole Board's continuing
interest in developing parole
guidelines is yet another indica-
tion that Alaska's criminal
justice system is attempting to
limit discretion in sentencing
and parole. The commissioning of
this corrections master plan is
further evidence of a commitment
to systematic consideration of
alternative futures for correc-
tions.

Given the precedents already set
in Alaska, and all of the national
and Alaskan trends which are in
support of the corrections phil-
osophy here outlined, this master

. plan recommends that the State of

Alaska adopt this approach to
corrections services. In order

to fully implement this philosophy,
several objectives must be accom-
plished, including:

1. The development of an organi-
zational structure for correc-—
tions which is compatible with
this pragmatic model of correc-~
tions practice.

2. [The initiation of a staff train-

ing approach which will pre-
pare corrections staff to work
toward attaining the goals of
this corrections model.

3. A focusing of resources and
support upon community correc-—
tions programs, and explora-
tion of means to maximize
‘diversion from incarceration.

4. Renovation or replacement of
existing corrections facili-
ties so as to provide a
normalized, humane and secure
environment for all Alaska
inmates, sentenced and un-
sentenced.

\

o
.

Providing a broader spectrum
of program and work opportun-
ities for the benefit of in-
mates and community corrections
clients.

It is the aim of this plan to de-
velop strategies which will enable
the Division of Corrections, the
Department of Health and Social
Services, and the State of Alaska
to attain these objectives in the
most cost—effective manner possible,
without detracting from the overall
goal of protecting the public.

51




CORRECTIONS MANAGEMENT IN ALASKA 2. Functions which are similar
and/or require extremely close
Management of any system is com- coordination should be grouped
prised of two basic elements; style within the same administrative
and structure. Consideration of unit. This consolidation re-
both is equally important in an duces unnecessary duplication
analysis of Alaska's corrections of efforts and enhances the
system. Management structures consistency and quality of
delineate lines of authority and service delivery. .
the functions and responsibilities
of each component of the organiza- 3. Lines of authority must be
tion, while management style clearly delineated; so that
determines the means by which staff members are aware of
decigions are made and communication . their responsibilities and
is accomplished. roles within the context of
the entire Division.
The choice of both structure and _
style depends to a large extent on 4. The organization should be
the goals which the corrections structured so as to equitably
system is intended to achieve. distribute available resources
The National Council of State to all sectors of the system,
Governments has concluded that: consistent with defined organi~
i . . . ives. Clarify—
"The structure selected will affect %atlonal objectiv Llar1f¥
. ing the placement of each unit
priorities among programs, the re-~ e ‘s .
' or division within the organi-
sources available, and the account- X .
. - zational hierarchy can serve to
ability of administrators. 1In . ] A
. operationalize priorities by
other words, the choice of structure . . X
emphasizing or de-emphasizing

~dnvolves a major decision about the

. . certain functions.
future concept of corrections in the

state." : . i .
5. ‘An administrator functions at
Commitment of administrators to-a . zeiz sgfzglizgi Z:enoglz/her
particular style of management also . tzxed' thlE the nuzbe Z;rin_
has a.significant impact upon the divid;alOLEirectl e grti o
ability of the corrections system to A ¥ P ne
attain its chosen goals an individual adminstrator
should be minimized to facili-
In developing an organizational frame- tate more effective manag-mat.

work for corrections in.Alaska,  the 6. A ; . 1
following basic management principles - f4n organlzationa struc?u?e .
should be observed: should encourage a part%c1p§tory
management style, wherein the
1. The objectives, responsibilities integration of staff into an
and functions of the Division of effective work team and dis-
Corrections must be explicitly persion of authority and re-

defined. sponsibility across all

e i A /
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organizational levels is encour-—
aged.,*

MANAGEMENT STYLE

Although management as a science
has emerged as a central activity
in private industry, managerial
sophistication in the publiec

sector has lagged far behind. Be-
cause of the high visibility and
potential volatility of corrections
agencies' responsibilites, they are
even more likely than most public
agenciles to operate on a ''manage-
ment-by-crisis" basis. Until quite
recently, few state corrections agen-
cies have been organized in a sys-
tematic or planmed fashion; instead
most have grown on an ad hoc basis,
responding to external pressures
rather than to dinternally generated
purposes. Alaska's correctitns sys-
tem has in the past been no excep-
tion. However, this practice of
management~by-crisis is inefficient
and costly (both in human and in
monetary terms), and correction
agencies, confronted by increasing
scarcity of resources to deal with
growing populations of offenders,
can ill~afford to continue this
haphazard approach.

This does not obviate the need for
corrections agencies to be respon-
sive to public concerns and to ac—
commodate changing correctional pol-
icies and goals, but it dces suggest
that a more systematic approach to
organizing a corrections agency must
be explored.

Unless the objectives of corrections
agencies are clearly defined and
mutually agreed upon by all partici-
pants, the "net profit" accruing to
the agency cannot be reliably meas-
ured, predicted or modified. This
has in many jurisdictions resulted
in warehousing of individuals, lit-
tle or no reduction in recidivism,
overpopulation of correctional fa-
cilities, and maintenance of miscon-
ceptions about corrections on the
part of the general public. One
management strategy designed to re-
place management by crisis, which
has been increasingly advocated for
use in public agencies,. is manage-
ment by objectives, or MBO.#**' The
purpose of MBO is '"(1) to develop a
mutually understood statement re-
garding the organization's direction

and (2) to provide criteria for meas-

uring organization and individual
performance, ' *#*%

* This contrasts with more commonly prevalent management styles, described
succinetly by the National Advisory Commission on Criminal Justice Standards
and Goals (NACCJSG): 1. Bureaucratic, which is "rule-oriented, position—
focused, and downward oriented in communications flow"; 2. Idiosyncratic,
where administrators "manage by force of personality, relying solely on per-
sonal interest, information, and judgements for decision-making, and co-opt-
ing subordinates' roles'"; 3. Technocratic, which "involves managing profes-
sionals rather than professional managers, and disdaims formal lines of auth-

ority in favor of management by virtue of personal expertise and professional

status."

*% For a detailed discussion, see Mark L. McConkie's Management by Object—

ives: A Corrections Perspective.

U.S. Department of Justice, LEAA, 1975.

—
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The Alaska Department of Health and
Social Services has begun to im-
plement this approach to management,
and has included the Division of
Corrections in its Fiscal Year 1979
statement of '"Mission, Goals and

' Objectives." Tlowever, the Division's
stated objectives in this document
are relatively few in number (in com-
parison to the other Departmental
Divisions) and do not wholly satisfy
standards which state that management
objectives should:*

1. Be expressed as public benefits
whersersy possible and be readily
unde”. .. tTndable to the public as
well as to those who will be con-
tributing to their attainment.

2. Specify a single key result to be
accomplished.

3. Specify a target date for accom-
plishment.

4. Specify maximum cost factors.

5. Be realistic, attainable, and
challenging (i.e., they should
be consistent with the resources
available or anticipated),

6. Be as specific and quantitative
as is possible, i.e., measurable
and verifiable,

7. Avoid or minimize dual account-
ability for achievement when
joint effort is required,

8. Be consistent with basic organi-
zational policies and practices,

9. Be willingly agreed to by both
superior and subordinate without
undue pressure or coercion,  and,

\

10. . Be written, with a copy kept
and periodically referred to
by both superior and sub-
ordinate, and be communicated
in face-to-face discussions

" between the accountable
management and those sub-
ordinates who will be con-
tributing to its attainment.

Deficiencies in the Division's ob-
jectives as stated in the DHSS
document can be traced in large
part to the absence of a partici-
patory management approach within
the Division, an approach which
forms the foundation for successful
implementation of MBO.

Along with the Division's increased
focus on institutional security
which occurred in 1975 came a high
degree of centralization of manage-
ment authority and decision-making.
Thus, in order to set the stage for
reorganization and reworking of
goals and priorities**, it is
essential that the Division adopt a
participatory management style, in-
volving managers, staff, and offend-
ers in indentifying problems, find-
ing mutually agreeable solutions,
setting goals and objectives, de-
fining new roles for participants
and evaluating the effectiveness of
these processes, This will in

time create in the Division a more
open, problem-solving atmosphere
which ## vital for the successful
acceptance of MBO.

% MBO-McConkie.

*% Participatory management is not
incompatible, however, with a
continued concern for institu-
tional security.

_/

*%% NACCJSG, Corrections, 1973. “"}
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Effective communications between
all components of the Division,
and with all agencies external to
the Division which impact upon it,
is an essential ingredient of
sound management. Although im-
plementing an MBO system is likely
to further improve both vertical
and horizontal communication
within the Division, staff train-
ing in principles and methods of
effective communication is also .
essential to increase the
effectiveness of. any MBO system.
Participatory management thus
encompasses the M'O concept,; and
both in turn necessitate an em-
phasis on clear and open communi-
cation among all staff members.
Adoption of such a management
style will immeasurably improve
the ability of Alaska's correc-
tions system to achieve compre-
hensive, integrated and flexible
programming and service delivery.

MANAGEMENT STRUCTURE

Alaska's corrections services
have been unified within the
Department of Health and Social
Services since 1959, longer
than almost all other state
corrections agencies. In fact,
Alaska is ome of only seven
states which "can claim in-
tegrated departments which

have brought together all

or substantially all recognized
correctional functions (gen-
erally grouped into nine
cateogories of activity: adult
institutions; juvenile institu-—
tions; -adult probation; juve-
nile probation; misdemeanant
probation; local jails; juve-
nile detention; parcle; and
juvenile aftercare)".* Adminis-
trative unification has been

advocated "in the mname of greater
efficiency, clearer accountzbility,
higher performance standards, more
flexible programming and better
allocation of resources." Although
all of these advantages do not
automatically occur upon consolida-
tion of correctional functiomns,
Alaska is much closer to achieving
these goals because of its unified
corrections organizational struc-—
ture.

Organizational analysis of correc-
tions in Alaska can thus proceed
from this atrong foundation of a
unified management structure to ex-—
amine more closely questions re-
lating to:

—~ the proper "umbrella' agency
under which corrections func-
tions should be placed.

~ the explicit definition of func-
tions which should be performed
by the Diwvision of Corrections,
as dictated by the prevailing
correctional philosophy and
goals.

- the appropfﬁhte alignment of
these Ffunctions within the
Division.

~ the relative emphasis to be
placed on each of the functions.

* Daniel L. Skoler, Criminal
Justice Organization, Financing,
and Structure: Essays and Explor-
ations, NILECJ, U. S. Dept. of
Justice, June, 1978. (The other
six states are Rhode Island,
Vermont, Delaware, Maine,
Virginia and Tennessee, with the
latter three lacking control
over local jails and juvenile
detention.)

/
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- the balance between centraliza-
tion and regionalization of
service delivery.

- organizational methods of enhanc-
ing public awareness of and con-
structive input into corrections.

- means of ensuring coordination
between corrections and other
human snrvices, as well as
between corrections and other
criminal justice agencies.

In designing alternative organiza-
tional structures for Alaska's
corrections sytem, the logical
starting point is an examination
of its current structure.

Although it is nominally function-
ally organized, some seemingly
related functions (e.g. adminis-
trative services and research,

or the security officer and adult
correctional services) are organi-
zationally fragmented. The
current organizational structure
thus does not seem to be facili-
tative of a systematic approach

to management, nor does it wholly
reflect a commitment to the re-
habilitative and reintegrative
goals of corrections as outlined
in the previous section.

"Umbrella' Agency Placement

The first question which must be
asked concerns the placement of
the Division of Corrections with-
in the Department of Health and
Social Services (DHSS). The two
major alternatives to this group-
ing are the creation of a Depart-
ment of Corrections with cabinet
status equivalent to that of the
DHSS, or placement of the Division

of Corrections within a Depart-

ment of Justice (including all the
other executive branch criminal
justice functions, i.e. law en-
forcement, prosecution, defense,
and criminal justice planning).
Based on the experiences of

other states, it is unlikely that
a single function such as correc-
tions will be granted independent
cabinet status once consolidation
of state agencies along functional
lines has been accomplished. Des-
pite arguments that corrections’
political velatility may require
its more direct linkage to the
Governor's office and the legis-
lature, considerations of economy,
efficiency and accountability
which originally prompted state
government modernization are
likely to keep corrections
"administratively located in a
larger complex of government ser-
vice functions." (Skoler).

The question of which complex of
functions may be the proper one is,
however, not so easily answered.
Alaska is not unique in its human
services placement of corrections,
since by 1975, over two-fifths of
all adult corrections departments
and nearly two-thirds of all juve-
nile corrections departments weere
so placed (Skoler). This tends to
strengthen corrections' identifica-
tion with state welfare, mental
health and social service agencies,
an association which is certainly
consistent with corrections' re-
sponsibilities for reformation and
reintegration of offenders. How-
ever, with the recently increasing
emphasis on equity in sentencing
and punishment of offenders, and

_/
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the accompanying disillusionment
with the efficacy of correctional
reformation efforts, some states
have chosen to place at least
some components of corrections
within a unified criminal justice
agency.* In almost every
instance, this was part of an
overall executive reorganization
of state government. Beyond the
increased identification of
corrections with a "justicc¢ model"
approach, this criminal justice
umbrella offers in some states a
means of avoiding the creation
of a human services umbrella
department which is unmanageably

large.**

In Alaska, although the number of
functions subsumed under the DHSS
is large, the size of the state's
population is reflected in the
relatively smaller and more manage-
able scale of these administrative
divisions. Tﬁus, removal of
corrections from DHSS is not
necessary to promote manageability
of human services in Alaska. In
addition, prevailing correctional
philosophies do not dictate that
corrections should be more closely
allied with justice agencies as
opposed to human service agencies.
The moderate or pragmatic approach
to corrections outlined in the
previous section contains elements
of both the "justice model"” and
the rehabilitative or reintegrative

model. Therefore, the massive state

government reorganization which
would be necessary to create a
Department of Justice in Alaska,
embracing the Departments of Public
Safety and Law as well as the Divi-
sion of Corrections,; cannot be
justified based on either correc-—
tions! or the DHSS' needs at this

time.

Aligpment of Correctional Functions:

The nine major functions of correc-
tions listed previously are, of
course, the basic corrections
functions performed by the Alaska
Division of Corrections.  Pres-
ently, adult institutions and
local jails are grouped as "Adult
Correctional Services' administered
by an Assistant Director. Adult
probation and parole, juvenile
probation and aftercare, and juve-
nile institutions and detention
are all the responsibility of the
Assistant Director of 'Probation/
Parole-Juvenile Services.'" The
various. administrative support
functions necessary for effective
management of the Division are
fragmented into several separate
offices: '"staff development and
training" and "divisional research"
are depicted on the current table
of organization (TO) as being on
the same organizational level as
‘the two service-providing units
(reporting to the Deputy Director)
while "administrative services"
and "health services" are depicted
as adjuncts to the Director’'s
office. In addition, "institutional
security" is split from adult in-~
stitutional services.

* These states are Kentucky,
Maryland, New Mexico, Pennsyl-
vania and Virginia.

*% Two states, Florida and Dela-
ware, have in fact removed t@eir
adult corrections furctions from
their human services.depart-
ments only a few years after
they were placed there.
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In realigning these basic func-
tions, it will be helpful to spec-—
ify more precisely lines of author-
ity and distinctions between
administrative units. In most
modern corrections agenicies, there
is commonly an administrative split
between community and institutional
programs. Additionally, it has be~-
come accepted practice to consoli-
date all administrative support
services into a third major organi-
zational unit, often labelled
"Technical Services". If this were
done in Alaska, then the Division's

TO would resemble the following
(placement within the DHSS, and

therefore under the DHSS Commis~-
sioner's Office, will be assumed
throughout this discussion):

[DIRECTOR, DOC]
I i _ i
Community| |Technical| [Institutional
Servicas Services Sexvices

Note that this arrangement does not
provide for a separation of adult
and juvenile corrections services,
although it would separate McLaugh~
lin Youth Center from all juvenile
community programs. Issues con~
cerning the separation of juvenile
from adult services are more
thoroughly discussed in the section
dealing with Youth Services, but
will be summarized here.

Adult-Juvenile Separation

Although dividing adult and juvenile
functions "has been the least and
most hesitantly challenged separa-
tion of corrections functions"
(Skoler), Alaska has long operated
under a unified approach. Nation-
ally, there has been a growing

trend toward unification, stemming

from the perception that the due
process revolution in juvenile
justice and the concurrent increas-
ing treatment emphasis in adult
corrections have removed the
philosophical differences often
used to justify continued sepa-
ration of juvenile from adult
services. However, there are

also many advocates of separate
juvenile and adult corrections
units who argue that unification
brings 'reduced visibility for
juvenile corrections, financial
disadvantages in allocating scarce
resources, and the dominance of a
kind of 'backward', custody-
oriented and non-progressive think-
ing; (or, indeed, preoccupation
with adult corrections problems)
that has in the past characterized
adult systems." (Skoler) The Coun-
cil of State Governments confirms
in a recent study* that, although
separate juvenile services have
traditionally enjoyed a greater
measure of public support, juvenile
corrections programs which have
been subsumed within adult systems
are in greater danger of fiscal
cutbacks in "hard times.' All

of the disadvantages of juvenile-
adult unification mentioned above
have been observed in Alaska, so
for these reasons (and others dis-—
cussed in the Youth Services sec-
tion), the creation of separate
Youth Services administrative unit
is strongly advocated.

The advantanges and disadvantages
of leaving this Youth Services
component within the Division of
Corrections or removing it and

* Reorganization of State Correc-—
tions Agencies: A Decade of
Experience, 1977.

Y,
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granting it Division status within
DHSS are discussed in the Youth
Services section. Assuming that
youth services is retained in the
DOC, the resulting organizational
structure is depicted below:

Director, DOC

| i - | 1
Technical Youth Adult Adult
Services| |Services Communf{ty| |Institutional
Services Services

Each of these units would be headed
by an Administrator; this arrange-
ment  eliminates the existing '
position of Deputy Director of the
Division in favor of a direct line
of authority from the Director to
each of the major unit heads. The
Director may designate any of the
four Administrators to function as
head of the Division in the
Director's absence; the Adult
Community Services Administrator
would function well in this role,
due to the central importance of
the Community Services unit within
the Division.

Centralization vs. Decentraliza-—
tion in Management

-3

An issue of crucial concern in any
unified corrections system is
attainment of the proper balance
of centralized authority and de-
centralized responsibility. Many
trends in both corrections phil-
osophy and management practice
would suggest that maximal
decentralization of corrections

functions, through division into
regional units, should be a goal
of most unified corrections

agencies. These trends include:

- The growing emphasis on reinte-
grative approaches to correc-—
tions requiring the close
coordination of community and
institutional programs, which
can be achieved through unified
regional administration of both
types of correctional services.

- A participatory management style
which is compatible with diffu-
sion of authority and responsi-
bility.

— Division of a unified correc-
tions agency along regional
lines rather than through use
of a strictly functional split
(between community and institu-
tional programs) may reduce the
number of persons reporting to
each manager (especially to the
institutional services central
administrator), thereby enhanc-
ing the managers' span of con-
trol.

- Increasing concern with expand-
ing the public's knowledge of
and input into the corrections
system implies the need for in-
creased localization of service
delivery.

However, despite these general ad-

. vantages of a totally regionalized

approach to corrections administra-
tion, there remain some factors
which in Alaska may make such a
structure less immediately viable.
Foremost among these is the need

to renew and encourage an emphasis
on community-based adult correc=
tions programs, including
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.probation, parcle, work release,
restitution, and pretrial release
on recognizance and diversion.

For the present, the organiza-
tional emphasis placed on adult
community corrections achieved

by retaining its separate identity
is one of the essential corner-
stones in restructuring the
Division's service priorities.

Another factor which militates

against a totally unified regional

administration of Alaska correc—
tions in the immediate future is
the need to focus organization-
ally on the founding and develop-
ment of a system of prison
industries (discussed in greater
detail in the prison industries
section). Since prison indust-
ries are envisioned as being
located exclusively in adult in-
stitutions, and because manage-
ment of the prison industries
units will require a professional
business orientation by the
central office prison industries
manager, the development of
prison industries will initially
be best accomplished through a
centralized Institutional Services
management structure.

A final factor which, at least for
the near future, will render total
regionalization of corrections
administration in Alaska somewhat
Impractical is the fact that in-
stitutions will not all be funcr
tioning on a strictly regional
basis. This is due to the wide
disparity in population demsities
across the state, and thus to the
potential need for housing at
least. a portion of offenders from

the bush (those with long sentences)

in a centralized facility in the

~

Anchorage area, (The rationale
for developing institutional
service areas is discussed more
fully in the section on adult
institutions). This is not to
say that a regionalized system
of service delivery should not
be developed for Alaska's adult
institutions to the maximum ex-
tent possible; there is, however,
a question of the present practi-
cality of totally regionalized
administration of adult institu-
tioms.

As a compromise between total
regionalization of management

and functionally centralized
administration of the major
correctional services, it has been
suggested that specialized Adminis-
trators of Institutions, Community
Services and Technical Services be
retained in the central office,
while regional coordinators

assume direct control over all
corrections functions in their
regions. Aside from the factors
already mentioned as disadvantages
of totally regionalized management
in Alaska, this '"compromise"
structure would render lines of
auvthority quite unclear, since
gach regional coordinator would
have to report to all of the
specialized Administrators. In
any thoroughly regionalized system,
maintaining the proper balance be-
tween community programs and in-
stitutions is difficult, but this
conflict would tend to be magnified
for regional coordinators who were
under the simultaneous authority
of two Administrators (or three,
with Youth Services).

Ideally "if unification of correc-
tions is to be a reality, then, it

j
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must be achieved at regional and
local as well as state levels —-
and, if so achieved, may provide
better decentralization and co-
ordination options than were ever
attainable under the fractionalized
corrections structures.'" (Skoler)
However, at least for the interim
in Alaska, it will probably be
necessary to maintain the manage-
ment structure split between adult
and youth services, and between
community and institutional ser-
vices in the adult sphere. At a
future date, it will become more
feasible to consider total unifi-
cation of Alaska corrections at
the regional level, but this will
occur only when both juvenile and
community services have achieved
their full measure of organiza-
tional support, when the prison
industries operations have been
established as an integral part
of the adult institutional com-
ponent, and if the sentenced
inmate population from the bush
areas grows to levels which can
justify a more totally regional-~
ized approach to adult institu-
ional services.

Definition of Correctional Func-—
tions

Given that the four administrative
units defined in the last table of
organization are the optimal
management structure for Alaska
corrections at present, the next
step is to more explicitly define
the functions to be performed by
each, and to specify the manner in
which each unit should be ad-
ministered.

Adult Community Services

In Alaska, a system of regional ad~-
ministration of adult probation and

P

parole services has already been
implemented. The addition of
formal responsibility for several
new functions to this regilonal

structure should not entail a
significant disruption of current
practice. Beyond traditional pro-
bation and parote supervision,

staff of the Community Services

unit can expect to be responsible
for supervision of offenders re-
quired to make restitution to
victims or to participate in
community services, sanctions for
which the new Criminal Code ex-
plicitly provides. In addition,
development of more formalized
criteria and methods for pretrial
release on personal recognizance
and diversion (especially in
Alaska's urban areas) will require
that corrections community services
staff tuke increasing responsibility
for evaluation of pretrial detainees
regarding their eligibility for
these alternatives to incarceration,
and for supervision of any released
individuals who are deemed to re-
quire it while awaiting trial.

All of these additional functions
are substantially compatible with
the traditional probation/parole
tasks of assessment and community
supervision. However, the addition -
of responsibility for work release
centers and halfway houses to the
comqunity services unit might at
first seem inconsistent. Alaska
has not utilized the work release
or "'partial residency" option in
corrections at any significant
level in recent years, even though
there is a significant proportion
of inmates who could benefit from
such a program without endangering

. public safety. In implementing a

full-fledged system of work release,
in Alaska, it is essential to place

2
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aegis which will best enact the
underlying reintegrative purposes
of work release; Community
Services, with responsibility for
probation and parole and its close
connections to other community
services, is thus the obvious
choice. For the interim, while
work releasees must continue to be
housed in the adult institutions
where all other inmates reside,
this organizational placement will
require a high degree of coordina-
tion between community and institu-
tional services administrations.
As separate halfway house/work
release housing is established (at
least in the urban areas), either
through contractual agreements or
through direct operation of such
centers by the Community Services
unit, the administration of these
reintegrative residential centers
will be more clearly definable as
a community services responsibility.

Thus, the Adult Community Services
unit would have responsibility for
the following correctional
services:

- assessments of arrestees for pre-
trial releasees and of those
diverted from prosecution.

~ presentence assessments of con-
victed offenders.

- supervision of adults sentenced
to probation, restitution and/or
community service (including
interstate compact cases).

— preparole assessments of sentenced
inmates. )

~ operation of work release centers
(and/or monitoring of contractual
arrangements with private service-
providers) for those sentenced

directly to work release as well
as for preparolees (prereleasees).

—~ supervision of parolees and man-
datory releasees (including
interstate compact cases).

The organizational structure of
Community Services would resemble -
the following chart:

Administrator
Adult Community Services

Regional Coordinator
Southeastern (Juneau)

Regional Coordinator
South-Central (Anchorage)

Regional Coordinator
Northern (Fairbanks)

The present three-region structure
of probation/parole services should
continue for some time to be
adequate for the expanded Community
Services unit, although increased
workload volume may in the future
justify creation of at least one
more region which would integrate
services for the bush area of
Alaska. If at some future date
adult institutional services are
integrated with community services
under a totally regionalized admin-
istration, then it will probably be
necessary. to-create at least one
more administratively separate
corrections region (beyond the
current three) so that the systems
for which the regional coordinators
will be responsible are of manage-
able proportions.

It is apparent that the proposed
scope of Community Services' re-
sponsibilities is broad, pervading ‘g

J
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it certainly would not be feasible
to have a separate regional admin-
istration of each of the ten service
areas; they have been defined for
planning purposes only, not as man-
agement units. However; there is

a critical need to reduce the num-
ber of managers reporting directly
to the Administrator of Adult In-
stitutional Services. This can be
accomplished through designating
three institutional Superintendents,
one in each of the three major re-
gions as defined by probation and
parole services, who would function
as regional coordinators (as well as
managing their own institutions in
two of the three regions). In ef-
fect, this would mean that in the
Southeastern region, the Ketchikan
Assistant Superintendent would re-
port to the Juneau Superintendent,
who would in turn be responsible to
the Institutional Services Adminis-
trator. Similarly, the Fairbanks
Superintendent would supervise the
Nome Assistant Superintendent in

the Northern region. In the South
Central region, the existing Assis-
tant Director position could be re-
classified as a Regional Correction-
al Superintendent (retaining the
current Asst. Director salary range)
to supervise all of the Anchorage-
area facilities, each of which
‘would have its own Superintendent or
Assistant Superintendent. Given
that there will be three to four re-
latively large state-operated insti-
tutions in the Anchorage area, such
a regional coordinator position will
be necessary to reduce the number of
persons reporting directly to the
Administratox.

Even with increased regionalization
of institution use, and eventual re-
placement of three of the existing -
Anchorage-area institutions (the
Annex, Third Avenue and Ridgeview)
with one or two new multi-purpose

“\\

correctional facilities, the fact
remains that the majority of adult
institution inmates and staff will
continue to be located in the Anch-
orage area. If the office of the
Administrator of Adult Institutional
Services is located in Anchorage,
(as is the Assistant Director now)
then the Administrator could exert
more direct managerial control over
the three or four superintendents

of Anchorage institutions, elimina-
ting the need for a Regilonal Correc-—
tional Superintendent. However, un-—
less the rest of the central office
staff of the Division of Corrections
were also relocated to Anchorage,
the Administrator of Adult Institu-
tions would be cut off from much-
needed contact and interaction with
the management of the rest of cor-
rections. Therefore, unless all
Division management and support st-
aff are moved to Anchorage, the Ad-
ministrator of Adult Institutions
shculd remain in Juneau with the
rest of the central office, and a
Regional Correctional Superinten-
dent should coordinate the operations
of the Anchorage area facilities un-
der the direction of the Administra-
tor. :

In the interests of unifying correc-
tional services in Alaska, it is re-
commended that the Department of Pub-~
lic Safety no longer have responsi-
bility for any jail contracts, and
that the Division of Corrections as-—
sume responsibility tor administer-
ing all present and future local jail
contracts for the State of Alaska.
Within the Division, responsibility
for monitoring such contracts would
naturally fall under the purview of
the regional coordinator/Superinten-
dents. - This structural focus on the
concerns of rural corrections will
help ensure that the special correc-
tional needs of rural Alaska will be
addressed adequately by the Division,

(

.

and will also aid in developing con-
solidated planning and monitoring of
rural jail contracts.

There are other changes in Alaska's
corrections system which will en-
tall a shifting of organizational
focus; one of these is the develop-
ment of a system of prison industries.
In order to ensure that such a system
is based on a solid economic founda-
tion, the designation of a Prison In-
dustries Coordinator is a necessary
step. Industry Supervisors in every
adult institution where industries
are developed would report to this
Coordinator, although the Supervis-
ors would be responsible for con-
sulting with each institution Super-
intendent to coordinate institution-
al security and programming priori-
ties with the industry's needs. This
management- component is discussed in
greater detail in the section of the
plan dealing with prison industries.

The classification function is pre-
sently granted special organization-
al status by virtue of its placement
on the same level as the Assistant
Directors, reporting directly to the
Deputy Director and Director. This
has been necessary because final au-
thority for review and approval of

all institutional classification de—
cisions (as well as transfers between
institutions) has since 1975 been ves-
ted solely in the office of the Direc—
tor. This centralization of authority
was prompted by the high degree of
concern for institutional custody and
security evidenced in recent years,
With the shift to a more participa-
tory approach to management, and with
development of a more detailed and
standardized set of classification
criteria and guidelines, a more ap-
propriate placement of the institu-
tional classification function would

~

be under the Administrator of Adult
Institutional Services, Because
custody classification will con-
tinue to require centralized moni-
toring and standard-setting, as well
as close coordination with statewide
prison industries priorities, reten-
tion of at least one staff person
focusing on classification (this
position is currently titled "Adult
Classification Officer", but could
be titled "Classification Coordi-
nator") in the central office, re-
porting to the Administrator, is es-
sential. However, primary respon-
sibility for classification deci-
sions, in keeping with principles

of regionalization and participa-
tory management, should rest with
assessment staff at each institu-
tion, with final appeals and review
occurring as necessary in the cen~
tral office. Further discussion

of existing and recommended class-
ification policies and procedures
can be found in the section on Adult
Institutional Services.

Another function essential to the
future operations of Alaska's in-
stitutions is program development.
At present, there are few organized
treatment programs available to in-
mates of Alaska's correctional fa-
cilities. In order to encourage
coordinated development of such pro-
grams, an organizational focus on
institutional programs will be es-
sential. Creation of a position
titled "Program Coordinator' will
satisfy this need; the staff person
in this position would have respon-
sibility for developing program pol-
icies, strategies and standards for
all institutions. The Program Co-
ordinator would report to and con-
sult with the Administrator, and
would act as a consultant to program
staf! at each institution (with no

v
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line authority over them). In
addition, the Program Coordinator
should work closely with both the
Classification and the Prison In-
dustries Coordinators to ensure
that the relative priorities of
custody, programming and work for
each inmate can be adequately de-
fined. Institutional programs are
discussed more thoroughly in a
later section.

Summarizing all of these organi-
zational proposals, the resulting
table of organization for the Adult
Institutional Services unit would
resemble the following:

ADULT INSTITUTIONAL SERVICES
Administrator

1 1
PRISON INMATE PROGRAM
INDUSTRIES CLASSIFICATION DEVELOPMENT

{ A |
SOUTHEASTERN SOUTHCENTRAL NORTHERN
REGIONAL REGIONAL REGIONAL
OFFICE OFFICE OFFICE
; i | . | |
SOUTHEASTERN SOUTHCENTRAL NORTHERN
INSTITUTIONS INSTITUTIONS INSTITUTIONS
Juneau Palmer Fairbanks
Ketchikan * Anchorage State Nome
Sitka Eagle River

Anchorage Annex
Ridgeview
Bethel

Kenai

Kodiak

The Administrator of Adult Insti-
tutional Services will be reguired
to work closely with the other
three Administrators and the Direc-
tor as an integral part of the Divi-
sion's management team. Coordina-
tion of the diverse operations of
Alaska's correctional facilities
will require that the Administra-
tor have extensive management ex-
perience as well as being thor-
oughly knowledgeable about the
programs and operations of the
facilities. Given that six persons

will be reporting directly to this
Adwinistrator, the person filling
this position must be adept at clear
and open communication, and must be
able to balance the concerns and pri-
orities of all.

Youth Services:

The rationale for creating a separate
youth services unit within the Divi-
sion has been previously outlined, and
is more fully developed in the Youth
Services section. While retention of

J
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of Youth Services within the Divi-
sion "presents exciting possibil-
ities of enrichment (of adult cor-
rections) from the juvenile services
heritage' (Skoler), designation of
it as a unit equivalent in organi-
zational status to both Adult Insti-~
tutional Services and Adult Commun-
ity Services will provide the mana-
gerial focus necessary to ensure
that the special needs of youthful
offenders are being met.

This Youth Services unit is envis-
ioned as being regionally organized,
with the McLaughlin Youth Center
falling under the authority of the
Regional Coordinator in whose re-
gion it is located. The tripartite
regional scheme under which juvenile
probation and aftercare now operates
is probably. an adequate starting
point. Shifts in caseload patterns
may dictate addition of new regions
in future, but in any case, Youth
Services regional boundaries should,
as far as is possible, remain con-
sistent with Adult Community Serv-
ices. This is vital to the success
of staff-sharing arrangements which
these two administrative units must
develop to deliver rural probation
services in the most cost-effective
manner (where the total adult and
juvenile workload in an area does
not justify separate staff).

— — 1

Additionally, the Youth Services

unit must assume full responsibil-
ity for setting statewide standards
for juvenile detention, and for man-
aging any state-operated juvenile
detention facilities which are se-
parate from the adult institutions.
Given that some adult institutions
may continue to provide separate
housing within their walls for a
limited number of juvenile detainees,
coordination betwzen Adult Institu-
tional Services and Youth Services

is of paramount importance. Intake
and classification guidelines devel-
oped by Youth Services staff will
dictate how these juvenile detainees
are dealt with in the adult institu-
tions. Establishment and monitoring
of group homes and foster care alter-
natives will also be the responsibil-
ity of Youth Services; contractual
arrangements with private service
providers will be a central mode of
delivering these alternative services.

In general, the table of organization
of Youth Services wowid appear as
follows:

YOUTH SERVICES

Administrator

I -1
ALTERNATIVE
CARE

SOUTHEASTERN SOUTHCENTRAL NORTHERN

REGIONAL REGIONAL REGIONAL

OFFICE OFFICE .1 OFFICE

(Juneau) (Anchorage) (Fairbanks)
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Staffing patterns and relationships
with the other administrative units
are discussed further in the section
on Youth Services.

Technical Services:

Effective management of a modern cor-
rections system requires that a range
of highly specialized functions be

performed. These 'technical’ services

include:

- staff training and career ladder
development

~ volunteer training and coordination
~ fiscal/budget management

— planning, research and data collec-
tion

- facility standard-setting and in-
spection

~ health services

- architectural, engineering and
maintenance services

“‘\\

Only one of these functions (health
services) is a direct service to
correctional clients; the rest re-
present services to the staff, and
particularly to the management, of
the Division.

The current organizational structure
of the Division does not consolidate
all of these functions into a single
administrative unit. To some extent,
the current fragmentation of re-
search, staff training, and systems
analysis reflects the centralized
style of management under which the
Division has been operating, in
which many key staff report directly
to the Division Director and oper-
ate relatively independently of one
another. FHowever, it is of critical
importance to the future of Alaska
corrections that all of these tech-
nical services be managed in a coor-
dinated fashion. Unification of all
of these functions into a Technical
Services unit headed by an Adminis-
trator is the first step in effect-
ing this needed coordination.

Within the Technical Services unit,
there are several ways in which the
functions listed previously can be
organized. The following table ?f
organization represents one way in
which related functions can be clus-
tered under the Deputy Director:

TECHNICAL SERVICES
Administrator

HEALTH

POLICY

' STAF? MANAGEMENT
SERVICES DEVELOPMENT SERVICES SERVICES
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Each of these four primary units
would be administered by a coordi-
nator, whose position title should
reflect his or her special function:
Maintenance of close coordination
between all of these elements, par-
ticularly policy development, man-
agement services and staff services,
would be the responsibility of the
Administrator of Technical Services.
All of these functions are discuss—
ed further in the Technical Services
chapter, but management and organi-
zational considerations are summar-
ized here.

Increased specialization and pPro-
fessionalization of corrections
staff roles has resulted in the
need to focus attention on Staff
Services, including:

1. Specification of qualifications
and job responsibilities for
each staff position.

2. Definition of career ladder
opportunities, with appropri-
ate incentives to encourage
staff development and profes-
sionalization.

3. Development of comprehensive
staff training for all levels
of personnel, including man-
agers and administrators, and
specifications of minimum on—
going training requirements
for every position.

Designation of a consolidated Staff
Services unit to be responsible for
these essential functions will en-
able the Division to focus much-
‘needed attention on these issues
(see later section on staff train-
ing and career ladders for a more
detailed proposal for accomplish-
ing these objectives).

Addition of volunteer cootrdination
to the responsibilities of this cen-
tral Staff Services unit is consis-
tent with recommendations of the
National Advisory Commission on
Criminal Justice Standards and Goals,
which states that "volunteers re-
quire supervision, direction, and
guidance, just as other correctional
employees do, and paid staff should
be provided to manage their programs
and activities". Because volunteers
can be involved in a broad range of
activities with offenders, includ-
ing institutional and community pro-
grams, it is important that volun—
teer coordination be administrative—
ly placed in a centralized unit not
identified with one type of correc-
tional program more strongly than
another. Since volunteers provide a
very valuable additional staff re-
source for corrections, association
of this function with other central
staff services is logical. Volun-
teers usually require some training
in order to acquaint them with the
objectives of corrections, and in
this regard it is likely close af -
filiation with professional staff
rainers in the Division would be
essential. Trained and committed
volunteers, aside from their value
as adjuncts to professional correc—
tions staff, may also form a pool
of talented individuals from which
corrections can recruit new staff
members.

The Policy Development unit includes
the inFormation-gathering and policy
formulatipn functions for which a
modern corrections agency must pro-
vide. The planning, research and
data systems unit forms the core of
Policy Development. Both planning
and research are vital functions within
the Division. As new programs and
services are developed, their effec-
tiveness should be evaluated, and
modifications essential to their
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”'VsuCCessful operation should be made
so that wasteful allocation of
scarce human and fiscal resources
can be avoided. The National
Advisory Commission emphasizes that:

"Planning is even more important
when an organization's basic
assumptions and objectives are
being critically questioned.
Reform can and should be a con-
tinuing process, not a reaction
to periodic public criticism,
The planner’'s role as a skeptic
or devil's advocate can keep
the corrections field from a
state of complacency."

The close. interrelationship of the
planning and evaluation research
functions suggests that theyv should
be performed by the same staff
members.

Because effective planning and
research requires the capability

to monitor progress toward previous-
ly . specified objectives, and to
predict the future impact of
observed trends, development of a
comprehensive system of information
storage and retrieval is vitally
necessary. Staff responsihle for
planning and research are best able
to assess the information needs of
the Division,; and to implement data
systems which will provide accurate,
up-to-date and complete information
on offenders, staff, and fiscal
resources. Therefore, responsi-
bility for data systems develop -
ment and maintenance should rest
with the policy development unit
staff. However, it is important
that the Administrators of Adult
Institutional Services, Adult Com-
munity Services and Youth Services,
~as well as the Division Director,
have continuous input into the

design and scope of these data
systems, so that their day-to-day
administrative information needs
can be met.

Facility standard-sétfing and in-
spection, and architéctural and
capital development, are both
functions which relate specifical-
ly to correctional facilities.
They are placed within Technical ﬁ
Services because they must be = B
administered on a centralized, 1.
statewide basis, and because they ;
are specialized functions which B
relate to at least two (and perhaps \
all three) of the other major s
administrative units.  These :
functions have been further con-
solidated within Policy Development i
because of their '"forward-thinking" ’
nature; architectural and capital
development in particular are
closely related to planning func-
tions, and standard-setting should
also be linked to evaluation and
planning. Development of facility
and program standards should be a »
continuous process, and will be F
enriched though association with '
staff focusing on research, plan- B
ning and data systems. ’

Statewide inspection of all correc-
tions facilities, whether private
or state-operated, from halfway
houses to high-security institutions,
should be undertaken by central
staff who are thoroughly familiar
with the standards (both architec-
tural and programmatic) which these
facilities are required to meet.

It is also important to isolate

the inspection staff from the
operating units so as to ensure
their objectivity.

Where locally-operated facilities
are found to be deficient, the
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("finspection staff, perhaps in con-
cert with the researcher-planners,

could offer technical assistance
to the localities in upgrading
their programs and facilities.
In addition, they can facilitate
continuous feedback from the
field to the standards develop-
ment procéss, pointing out areas
where standards require revision
or reconsideration.

Management Services includes the -
responsibilities of budget develop-
ment, grant coordination and
management, clerical .coordination,
and offerring fiscal advice to

the Director of the Division and
the Commissioner of DHSS. It is
placed within the Technical Ser-
vices umbrella because of the
strong need to coordinate day-to-
day fiscal management and budget
preparation with the Policy
Development functions of plan-
ning, research, data systems and
architectural and capital develop-
ment . As the scope of corrections
services, and therefore its budget,
becomes more complex, it will be
more and more important that this
Management Services unit be headed
by a Certified Public Accountant,
with supervisory/management ex—
perience. This unit plays a
vital role in planning and imple-
menting corrections services,

and professional management of

the unit is necessary to ensure
that corrections is operated as
cost-effectively as possible.

Health Services, the fourth and
final unit within Technical
Services, is of course focused
primarily on service delivery to
the institutions' inmates. Recom-
mendations detailed in the
Institutional Services section'
state that a central health

1

services administrator responsible
for coordinating a health delivery
system for Alaska institutions
should be appointed; This position
could be titled 'Health Services
Superintendent' or "Health Services
Coordinator.'" The role and respon-
sibilities of this coordinator are
dicussed in greater detail in that
section. Because of the nighly
specialized nature of this position,
and because medical services must

be available in both adult and
juvenile institutions, centralized
placement of this unit within the
Technical Services component is
recommended . Medical staff
providing services to inmates,
whether on contract or as paid staff
members of the Division, should be
responsible to the coordinator of
Health Services. In addition this
coordinator should be responsible
for liaison with other agencies
providing alcohol and drug treatment
for correctional clients both in the
community and the institutions.

Due to the broad scope.of services
assembled under the "Technical
Services" rubic, the Administrator
of this unit cannot be erpected to
have extensive expertise >n all the
areas under his or her administra-
tion. The most essential qualifi-
cation for this position is a strong
management background, coupled with
proven ability to communicate
clearly and effectively with staff

“at all levels of the organization.

Technical Services must be avail-
able to all other units of the
Division, and must work in close
coordination with the Director's
office, the Commissioner's office,
and with DHSS staff who perform
similar services for the. Department
as a whole.

)
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(";he Director's Office:

The Director of the Division of
Corrections is responsible for
the overall management of the
entire range of correctional
functions performed by the
Division. Although institu-
tions may continue to consume

a larger proportion of the
Division's budget than do
community programs, the Director,
in managing the entire Division,
cannot afford to lose sight of
the fact that the majority of
offenders for whom the Division
is responsible are not (and will
not in the future be) incarcer-
ated. Therefore, a Director
should not be selected simply

on the basis of extensive ex-
perience in one facet of correc-
tions (particularly institutional
corrections), but rather should
be required to possess professional
managerial qualifications and
familiarity with the entire range
of corrections services. The
Administtrators should provide
sufficient specialized expertise
in their areas of responsibility
so that the Director can focus on
the essential tasks of establish-
ing close ties with the legisla-
ture, and with the judiciary.

" Skills in communication and public

relations are extremely important
qualities for the position of
Director of the Division of
Corrections. '

Two special functions which should
be part of the Director’'s office

are public information and legal
services., Designation of a

person to be exclusively responsible
for legal services to the Division

is becoming increasingly justifia-
ble as the volume of corrections-
related litigation continues to
grow. Appointment of a special
corrections ombudsman within the
State Ombudsman's office has recent-
ly occurred in response to the
growing number of complaints origi-
nating from offenders. Beyond
preparing and arguing cases in which
the Division of Corrections is a.
party, the legal services staff
member would have responsibility
for:

1. Consulting with the Director
and Division staff on matters
where legal advice is desir-
able (e.g, review of legal
contracts entered into by the
Division, constitutionality
of proposed programs, due
process requirements, etc.)

2. Conducting systematic research
into the implications of new
court decisions (both Alaska
and federal)for Divisional

" policy, programs and planning.

3. Participating in the training
of correctional staff on all
matters pertaining to the
legal rights and responsibi~
lities of both offenders and
staff.

4. Partitipating in the develop-—
ment of proposed legislation
relating to corrections in
Alaska, and in the drafting
and review of administrative
regulations for the Division.

The individual performing all of
these legal services functions
should be an Assistant Attorney

-
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General who is assigned to the Divi-
sion of Corrections. Due to the
nature of corrections, these legal
services are essential to the opera-
tion of the Division, and can very
likely occupy the full-time effort
of at. least one Assistant Attorney
General assigned to work with the
Division Director; This person may
also have responsibility for legal
services to the Parole Board, but
should have no other on-going re-
sponsibilities.

The National Advisory Commission
points out that "the corrections
system must design and implement
public information systems to
present facts and interpretations.
If the potential of this group in
aiding the correctional cause is to
be realized, agencies must inform
the public of their needs and
welcome participation.”" In this
way, potential crises in public
confidence may be averted, and
corrections can begin to take a
more active role in shaping its
own future.

"Public information and public
relations work should be per-
sonalized and issue-oriented;

- in effect, a community organ-—
izational effort to bring’about
change." (NACCJSG)

Given that the Director's role
encompasses public relations on
behalf of the Division, placement
of staff responsible for public
information services under his or
her direct authority is desirable.
If this cannot be immediately
accomplished, then close coordi-
nation of DHSS public information
staff efforts with the Division of
Corrections' Director's office will
be vital, 0f course, close coor-

dination with the Administrators,
particularly of Technical Services,
will also be important to maintain-
ing an accurate and timely flow of
information to the public.

In keeping with this cohcern for
furthering public knowledge of and
constructive input into Alaska
corrections, the creation of a
Citizen's Advisory Board for the
Division is another vital step.

All other components of the DHSS
encourage citizen input through
advisory bodies, but corrections
has lagged behind. As the Nation-
al Advisory Commission points out,
Alaska is not unique in this trait:

"Correctional systems have hidden
themselves and their problems
behind walls, legal provedures,
and fear tactics for many years.
To the maximum possible extent,
citizens have been systematically
excluded. In addition, the
general public never has been
well informed about corrections
and correctional issues, and

this lack of informations has led
to apathy and lack of understand-
ing, occasionally to indignation
and hostility. It is obvious
that community support is required
if community corrections is to
become a reality."

If an increased emphasis on community-~

based corrections programs is to be
viable, public awareness of the
reasons for this policy must be
maximized. Appointment of a five—
member Advisory Board, who would
consult regularly with the Director
of the DNivision, and who would
designate a representative to sit on
the Commissioner's Council for

J
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("rADULT COMMUNITY CORRECTIONS SERVICES

Included within adult community
servicés' responsibilities, as out-
lined in the previous section on
management structure, are proba-
tion and parole supervision;
restitution ard community services
momitoring; presentence assess-
ments and investigation: pretrial
relecase¢ assessments and super-
vigion; and prerelease programs
and facilities For Alaska inmates.
This represents a major expansion
of the present scope of respon-.
sibilities of the probation and
parole section of the Division, and
will require actions on the part
of the Division, the DHSS, the
legislature, the judiciary and law
enforcement agencies to enable the
community services section to
adequately perform all of these

functions.

This portion of the plan describes
current programs, policies and
procedures of probation and parole
and related agencies, and suggests
future modifications which will
enhance the capability of the
Division to provide comprehensive
community corrections services.
Included within this discussion

is a summary of information on
adult probationers, parolees and
mandatory releasees obtained through
a Moyer Associates survey of this
population. The goal of recommen-
dations contained in this section
is the creation of ‘a’continuum

of community corrections services
and the development of uniform '
decision-making policies which
will allow the maximum possible
number of offenders to be

diverted from incarceration
without endangering public safety.

—

INTRODUCTION

The provision. of probation and,
parole field services in Alaska

is attended by the unique problems
characteristic of the state. Clients
are scattered over wide geogra-
phical areas, but a substantial
majority of them are located in
the three major metropolitan
areas. The ethnic composition

of the caseloads varies from
almost entirely Native Alaskan in
some communities and areas to
largely non-Native in others.
However, the ethnic composition

of probation staff is, with few
exceptions, non-Native. The
relative criminality of probation
and parole clients also varies
across the state, and resources for
supportive services to clients

are unevenly distributed among
urban and rural communities.  Even
the expectations of each community
as to the type of probation and
parole services which should be
provided by the Division vary
widely.

Although neither pretrial services
nor prerelease programs are now
provided to any great extent by

the Division of Correctioms,the
same divergence in needs across
urban and rural areas of Alaska
must influence the way in which the
state chooses to implement both
pretrial and prerelease programs.

The shortcomings of prisons in the
United States have all too
frequently been noted; their
inadequacies, although deplored,
are also often taken for granted.
However; it is becoming increasingly
evident that probation and parole
services,; which have traditionally
enjoyed relative invisibility,

are also not perrorming as well

as they might.
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A 1975 General Accounting Office
study, based on a sampling of state
and local probation and parole
departments, concluded that, in
general, they were not providing
either the services to cliunts

or the protection of the public
that they should be. The concept
of parole, particularly, has come
under increasing attack, although
criticisms of parole have more often
been based on inequitable decision-
making than on the weaknesses of
field supervision and services.
Nationally, the quality of field
supervision and services are mearly
equivalent for both parole and
probation; they are, as in Alaska,
usually provided by the same
personnel.

Across the United States, although
deficiencies in probation and

parole services may be attributed

in part to resistance to change

and innovation among corrections
staff, the most fundamental

source of these deficiencies is the
lack of staff and fiscal resources
under which the corrections field is
forced to work. Among all govern-
ment services, i1t has customarily
been accorded the lowest priority
for both funding and support
(including public and official inte-
rest and understanding). Within the
corrections field itself,
institutional services claim

the largest share of available
resources while community correc-—
tions services are left to operate
on a '"shoestring" basis. Proba-
tion and parole staff have there-
fore been severely handicapped

in the development of adequate
basic services and supervision, not
to mention related community-

based programs such as pretrial
assessment and supervision,; and
prerelease programs for sentenced
inmates.

In Alaska, the calibre of proba-
tion and parole field services is
certainly comparable, at least, to
the average level of performance
to be found among other jurisdic-
tions in the United States.

However, the unusual demographic i

and geographical circumstances

that exist in the state, already
enumerated, pose additional
problems to the system that are not
often encountered in other juris-~
dictions.

CURRENT ORGANIZATION OF COMMUNITY
CORRECTIONS SERVICES

Probation and parole services are
the only components of the total
spectrum of adult community correc-
tions which are fully developed in
Alaska. The existing organization
of Alaska probation and parole
services can provide the foundation
upon which a full range of commu-
nity corrections can be built. 1In
the ensuing sections,current problems
policies and procedures of proba-
tion and parole services are out-
lined and evaluated, using the
American Correctional Association's
Commission of Accreditation's
standards for adult probation and
parole field services as the
primary criterion. Client profile
data is used to document Alaska's
unique needs. Proposals for

change in probation and parole
policies and procedures, as well as
recommended approaches to adding
more extensive pretrial and pre-
release services, are also contained
within this section.

Regional Organization:

In Alaska, the regionalization of
community corrections services is
necessitated by the vast geo-

graphical areas involved and the
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difficulties of communication and
travel that such great distances
entail. Regionalization is not

* dictated by the size of the

community corrections clientele,
which is quite small in compar-
ison to most other states. The
regions,of course, have even
smaller workloads, and therefore
the regional offices are limited
in the supporting staff services
that can be economically justified.
Under these circumstances it would
appear that although the regional
offices should have full
responsibility for directing day-
to~day client service operations,
certain other staff services and
support functions should be
retained in the central office.
One of these, in the interests

of reasonable uniformity and
consistency in the implementation
of policy, should be that of case
guditing. At present, however,
the central office is not suffi-
ciently staffed to previde more
than general policy formsiation.
Some of the staif services and
administrative support can be
provided by the Technical Services
unit of the Division, while
functions more specific to commu-
nity corrections services should
be provided by staff assigned to
the Adult Community Services
central office.

Probation and parole field
services are headed by a Divi-
sional Assistant Director
located in Juneau, who is also
respnsible for juvenile proba-
tion and institutional services
(juvenile corrections services
and organization are addressed
in other sections of this plan).
The state is divided into three
probation and parole regions,
each of which is headed by a
Regional Administrator: (l@'South

“‘\\

Central, with headquarters in
Anchorage and serving the Third
Judicial District, (2) South-~
eastern, with headquarters in
Juneau and serving the First
Judicial District, and (3) Northern,
with headquarters in Fairbanks and
serving the Second and Fourth
Judicial Districts.

South Central Region (Anchorage):

This region, which includes the
state's largest metropolitan area,
has three district offices at

Kenai, Kodiak, and Palmer, in
addition to the office in Anchorage.

The Anchorage office is organized
into four units: Adult Services,
Presentence Investigations,

Juvenile Services and Administrative
Support Services. Adult Services
has a supervisor and six probation
officers who supervise all adult
probationers and parolees in
Anchorage and the outlying areas

not served by the district offices.
Two of the officers specialize in
drug cases and a third handles the
"bank" (including interstate cases
supervised in other states, abscon-
ders, and cases requiring little

or no supervision). The office also
has a probation trainee, and a half-
time position used to relieve
officers who may be absent for
training or other purposes.
(Probation personnel also staff

the New Start Center, which is
addressed in a subsequent section).

The Pre-Sentence Investigations
unit is staffed by a supervisor
and three probation officers who
perform investigations and prepare
presentence reports on all defen-
dants convicted of felonies. The
Juvenile Services unit has a super-
visor and ten probation officers
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who handle all juvenile cases in
Anchorage and those portions of
the region not serviced by other
district offices; there is also

a trainee and a half-time relief
probation officer. One proba-
tion of ficer works full-time
recruiting, training and support-
ing volunteers and foster parents.
The Administrative and Support
Services unit provides clerical,
budgeting, administrative and
planning services for the

entire South Central region.

The Palmer district office,
staffed by one probation officer,
furnishes adult and juvenile proba-
tion and parole and court intake
services covering an area from
Mt. McKinley to Palmer to Tok.
The Kenai office, staffed by a
supervisor and two probation
officers, provides similar
services for the Kenai Peninsula.
Kodiak has one supervisor and one
probation officer who provides
the same services for an area
extending from Kodiak Island

to the end of the Aleutian
Islands and north to the
Dillingham area.

Southeastern Region (Juneau)

This region encompasses the
Alaskan panhandle, including
island and mainland communities,
and provides adult and juvenile
probation and parole services and
court intake services. The
Juneau district office has four
officers and a supervisor,

while the Ketchikan district
office has a supervisor and

three probation officers. Haines
and Petersburg each have one
probation officer, while Sitka
has two. All of these district
offices also serve the areas
surrounding them.

“\\

Northern Region(Fairbanks)

This region includes the entire
northern area from the Canadian

border to the West Coast, and from

the Bethel area in the south to

the North Slope. The Fairbanks

office has a supervisor and eight »
probation officers who are organized
into Adult Services, Pre-sentence
Investigation and Juvenile Services
units. The Bethel office is
authorized two probation officers
and one probation aide. Nome has
one probation officer, and Kotzebue
has one native probation aide who

is swupervised from Nome. Barrow,
which at the time of this writing
did not have a probation officer,

is serviced from Fairbanks.

Interstate Compact

Monitoring of Interstate Compact
cases is the responsibility of the
Deputy Interstate Compact Director,
acting on behalf of the Director
of the Division. This Deputy also
serves as a legislative liaison
during the legislative segsion.
The operation of the Interstate
Compact as it affects juveniles.
will be covered in the section on
Youth Services. The Division has
issued a relatively detailed manual
for the guidance of field personnel,
covering the various procedures to
be used in conmnection with the
Interstate Compact. All referrals
transferring offenders to other
states or receiving them from other
states are monitored by the Deputy
Interstate Compact Directoi, who
also monitors the semiannual progress
reports received from other states
to which Alaskan offenders have
been transferred.

The states of California, Florida,
Montana, Oregon, Texas and Washing-
ton are particuiarly heavily
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represented in the cases trans-
ferred to Alaska. Alaska in turn
refers most of its Interstate cases
to the states of California,
Florida, Orogon, Texas and Washing-
ton. Under the Compact, Alaska
does not accept misdemeanant

cases, inasmuch as the state does
not have misdemeanant prcbation.
Alaska can decline to accept
clients for whom there is no
program arranged in the state, but
1t must accept resident clients

who have an arranged program,

even though that program may be
considered unsatisfactory. All
screening in this connection

is done by the Deputy Compact
Administrator.

PERSONNEL

For Fiscal Year 1978, probation and
parole field services was authorized
a total of 66 professional
personnel. This total includes the
Assistant Director, one Alternative
Care Coordinator, 57 probation
officers (including the three
regional administrators), 2 counse—
lors and 1 social worker (at the
New Start Center in Anchorage),

2 probation aides (one at Bathel
and one at Kotzebue), and 3 student
trainees (2 at Anchorage and 1

in Fairbanks).

Probation Officer II's are a
assigned only to offices with
more than one probation officer
and serve as line officers unde;
sup?rvision. Probation Officer
;II S supervise the line officers
in the major metropolitan areas
and in district offices with
-more than one officer, and may
also have caseloads of their own:
they are also assigned to the ,
one-person district offices.
Regional administrators are
Probation Officer IV's,

~

PROBATION AND PAROLE CLIENT PROFILE

A survey of the adult probation and
parole caseload on August 9, 1978
was conducted by Moyer Associates
and Division of Corrections staff.
The results of the survey were
utilized in developing the
classification proposal which will
be discussed in a later section.
Summarized separately here are the
profiles of male probationers,
female probationers, and all parolees
and mandatory releasees. Such data
as is presented here can form

the basis of a collective client
needs assessment, which is
recommended elsewhere in this chapter.

Adult Male Probationers

These clients make up the majority
of the supervision caseload in
Alaska, approximately 740 out of
980 cases, or 75 percent. Because
of this, the survey was conducted
using a 50 percent random sampling
procedure for male probatiocners,
50 as to limit the amount of time
each individual officer had to
devote to completing the surveys.
A total of 352 male probationers
were surveyed; therefore, in order
to apply the sample results to the
total population, only ohserved
percentages are reported for

most variables. Fully 50 percent
were clients of the South Central
region, 22 percent Southeastern,
and 28 percent Northern.

Demographic Characteristics

Male probationers show an ethnic
distribution more closely approaching
that of the general population than
did the sentenced inmate group.
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Male
Probationers

(350)
Caucasian 70%
Eskimo 97
Indian 9%
Black . 7%
Other 5%

The age distribution of the male
probationers closely resembles that
of the Inmates, with 20 percent
under 21 years of age on the

day of the survey, 37 percent
between 21 and 25, 20 percent from
25 to 30, and 23 percent over 30.

The ‘education level and employment
status of male probationers are
represented in the following
tables:

No formal education

Up to the 8th Grade

Up to the 1lth Grade
High school diploma/GED
Some college

College degree

Employed full-time
Employed part-time

Unemployed, looking for work

Unemployed, not looking for work

Although educational attainment
among male probationers is similar

to that of inmates, male probationers

were significantly more likely to

be employed than were immates at the

time of their intake inte the criminal

justice system. It is also
interesting to note that 5
percent of male prubatiomners

)

Sentenced General
Inmates: Population ;
(547) ' | (-
50% 807
22% ) o
9% ) 15%
14% 3%
5% 2%
g
Cumulative
(350)
1z 1% (' h
10% 11% -
387 497
42% 91%
8% 997
_ 1z 100%
100%
597
11%
17%
13%
100% (342)
are in a school or vocational
training program full-time,
and 4 percent part-time, which
further increases the proportion
who are engaged in productive
activity (work and/or school).
Thirty-five percent of male
probationers were reported to be

J C
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alcohol abusers at the time of

their current offense, while Zlkper—

cent were reported as drug abusers.
This 1s in sharp contrast to the
33 percent alcohol abuse and 31
pertent drug abuse rates in the
sentenced inmate populatdion.

Only 5 percent of male probationers
were simultaneously alcohol and
drug abusers; these two variables
are independent in the male
probationers population (at the
95% confidence level).

Criminal History and Current Offense

A total of 58 percent of male
probationers had never been
arrested prior to their current
offense, and nearly 60 percent had
no prior felony convictions.

The table following this page*
summarizes the current offenses
of male probationers in
descending order of frequency.

The majority (67 percent) of male
probationers were convicted of non—
assaultive felonies, while 29
percent were assaultive felons

and 4 percent were misdemeanants
(for specific definition of

these catepories, see the

sentenced inmate data summary. )

Current Status on Probation

Supervising staff members were
asked to assess the single major
social service need of each of
their clients; this is summa-
rized on. the following page in
descending order of frequency.

Nearly one-third of the pro-
bationers are reported by their
supervising officer to require no
social service. Of those who are
deemed to require social services,
nearly one-third are reported to

require alcohol treatment more
urgently than any other service.

Consistent with the high proportion
having no defined service need,

56 percent were reportedly placed
on minimum supervision (defined as
one monthly contact or less).

The frequency and type of viola-
tions observed by the officers
were as follows:

No known violations 58%
Occasional non-serious )
violations 21%
Persistent non-serious
violations 10%
Serious violation(s) 11%
100%
(350)

Using the risk scales developed by

the Michigan DOC (described in the

sentenced inmate data summary), the
following profiles were obtained:

Assaultive %Z of Male
Risk Level Probationers
High 1%

Very High 1%

Medium 16%

Low 55%

Very Low 297

(based on 84% of the sample due to

missing information on certain
variables used to construct these
scales).

_/
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% The Current Offenses of
Male Probationers in
Descending Order of Frequency

Burglatry/breaking and entering

Larceny

Aggravated assault

Sale of controlled substance (not marijuana)
Possession of controlled substance (not marijuana)
Child molesting

Manslaughter and negligent manslaughter
Possession of stolen property

Armed robbery

Check offenses

Possession or sale of marijuana

Rape

Unarmed robbery

Forgery

Embezzlement

Fraud

Weapons offenses

(n=343)

23%
13%
11%
8%
1%
5%
4%
4%
3%
3%
37
27
2%
2%
27
1%
1%

(All remaining offenses were committed by less than one
percent of probationers: arson, simple assault, other
drug offenses, nonsupport, other sex offemnses, traffic

offenses, vagrancy, vandalism, vehicle theft and
municipal ordinance violations).

*%k Single Major Social Service Need

No social service needed
Alcchol treatment
Educationj/vocational training
Individual counseling
Employment placement/counseling
Financial counseling/assistance
Drug treatment

Marital/family counseling
Alternative residential placement
Medical/dental care

Legal aid

31%
20%
16%
16%
9%
3%
3%
2%
1%
1%

100% (347)
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Property Risk % of Male

Level Probationers
High =~ 1%
Medium 19%
Low 80%

(based on 83% of the sample)

Thus, male probationers seemingly
present little risk of committing
either an assaultive or a property
crime.

Due to lack of data, the parole
(probation) BES score could be
calculated for only 57% of the
sample:

Probability of Success
After Two Years on

\

This compares favorably with the
sentenced inmates, of whom only 3
percent had a 64% or better chance
for success on parole. This,
however, should be cautiously
interpreted, since the scale was
originally developed for use
with parolees, not probationers.
In addition, when comparing the
3 sub-populations, there is
statistically no significance
between any of them regarding
the proportion with 63 points.on
the scale.

Percent of
Male Probationers

Supervision (n=200)
877 L2
76% 14
647 27
53% 41
497 9
297 4
14% 3
Officers were also asked to
estimate their probationers'
likelihood of success under
supervision, with the follow~
ing results:
Definitely Unsuccessful 8% )
Probably Unsuccessful 9% ) 27%
Possibly Unsuccessful 10% )
Possibly Successful 27% )
Probably Successful 41% ) 73%
Definitely Successful 4% )
(n=350)
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This assessment seems to
reflect male probationers'
employment status; the majority
of those unemployed and not
looking for work were also
classed as either definitely or
probably unsuccessful while the
great majority of full-time
employed clients were classed
as possibly to definitely
successful. The association

of alcohol abuse with an
unfavorable evaluation of
success likelihood was also
apparent.

Adult Female Probationers

Data on all females on proba-
tion on the survey date was
obtained; there was a total of 80
women who were on the probation
caseload on August 9, 1978.
Because of the relatively small
number and since all female
clients were included in the
sample, actual frequencies and
percentages are presented.

Demographic Characteristics

A comparison of male and female
probationers' ethnic distri-
bution reveals the following
pattern:

Female
Probationers
N %
Caucasian 49 61
Eskimo 8 10
Indian - 11 14
Black -8 10
Other 4 5
80 100

There is no significant -
difference in the ethnic back-
grounds of male and female
probationers. The age distri-
bution of female probationers
differs from that of males;
even though a majority of females
(65 percent) were under 30 years
of age, very few were under 21,
while over one-third were over
30. Femsie probationers were
also significantly morelikely to
have been (or be)married (64
percent).

Female probationers were propor-
tionately somewhat better educated
than their male counterparts,

just as female inmates attained
more education than male inmates:
(see chart on following page) *

There is a significant difference
in the proportions of female
versus male probationers having
at least a high school education.

The employment status of female
probationers seems to reflect
their assumption of the tradi-
tional societal role of housewife
in the relatively high percentage
reported as unemployed and not
looking for work: <(see chart on
following page) **

Male Sentenced
Probatiovners Inmates
70% 507
97 227
9% 97
7% 147%
5% 5%
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% TFem:ile Probationers and Male Probationers
Educational Status

Female
Probationers Male
N % Probationers
No formal education - - l?
Up to the 8th grade 8 10 lOf
Up to the 1llth grade 18 23 38f‘
High school diploma/GED 40 50 42f
Some college 13 16 Sf
College degree 1 1 17
*% Female Probationers and Male Probationers
Employment Status
Female
Probationers Male
N % Probationers
Employed full-time 39 50 59?
Employed part-time 6 8 llf
Unemployed, looking for work 9 12 17%
Unemployed, not looking .
for work 23 30 13%

Five women, or seven percent

of the total, were in school

or vocational training at least
part-time, nearly the same
proportion as in the male
probationer population.

Only 25 percent of female
probationers were reported to
have been alcohol abusers at the
time of their current offense.
This proportion is nearly the
same as that found among sentenced
female inmates, and is signifi-
cantly lower than the male
probationers' 35 percent. About
the same proportion of female

probationers (22 percent) as males
were reported to be drug abusers.

Criminal History and Current
Offense

A majority of female probationers
(61 percent) had been arrested at
least once prior to the current
offense but 58 percent had no prior
felony convictions, and 70

percent had never been incarcerated
for 90 days or more.

The current offenses of female

probationers are listed below in “//
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descending order of frequency:

Of fense N %
Sale of controlled substance (not marijuana) 10 13
Embezzlement 10 13
Checks 8 10
Possession of controlled substance

(not marijuana) 8 10
Larceny 7 9
Aggravated assault 6 8
Sale or possession of marijuana 6 8
Manslaughter or negligent manslaughter 6 8
Forgery 4 5
Weapons offenses 3 4
Arson 2 3
Burglary/breaking and entering 2 3
Fraud 2 3
(One woman committed each of the following offenses: other drug

offense; murder; armed robbery and possession of stolen property.)

The predominance of drug and
property offenses among female
probationers is similar to the
pattern observed among female
inmates. Only 18 percent (or
14 women) had committed an
assaultive felony.

A very substantial number of these

women are thus deemed to require
no social services; the same
services are ranked among the top
three most urgent needs as were

for males, although their relative

positions differ.

Current Status on Probation

Supervising staff reported the
following major social service
needs for female probationers:

No social service need
Individual counseling
Education/vocational training
Alcohol treatment

Drug treatment

Alternative residential placement
Employment placement/counseling
Marital/family counseling
Financial counseling/assistance
Medical/dental services

Legal aid

N %
32 40
15 19
11 14
16 13

3 4

2 2

2 2

2 2

1 1

1 1
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About one-half of the females were

There were significantly more
females than male clients,
proportionately, with no known
violations.

reportedly under minimum super-
vigion at the time of the survey.
Their performance on probation as
compared to that of male clients
can be summarized zs follows:

Female
Probationers - Male
N % Probationers
No known violations 56 70 58%
Occasional non-serious
violations 7 9 21%
Persistent non-serious
violations 7 9 10%
Serious violation(s) 10 12 11%

offense. The parole success
expectancy score of most women

The majority of women probationers,
as illustrated by the table below,

present a low or very low risk
of committing either type of

could not be calculated due to
missing data.

Michigan DOC Risk Scale Assessment
of Female Probationers

Assaultive Property

Risk Level N % Risk Level N %
Very High - - High - -
High - - Medium 17 23
Medium 3 4 Low 58 77
Low 33 44

Very Low 39 52 T

A clear majority of female
probationers are expected Lo
succecd on probation, as are
most male probatiloners.

The supervising officers' assess-
ment of the female probationers'
likelihood of success under
supervision parallels that for
male probationers (see following
page).
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Female
Probationers

N %

Definitely Unsuccessful 4 5
Probably Unsuccessful 6 8
Possibly Unsuccessful 8 10
Possibly Successful 20 25
Probably Successful 36 45
6 7

Definitely Successful

Parolees and Mandatory

Relceasces

A total of 147 parolees and
mandatory releasees were surveyed;
these were the total parole case-
load on the survey date. Of these,
93 percent were male, reflecting
the sentenced inmate sex breakdown.
About 90 percent were parolees,
with the remainder being on
mandatory release status. The
majority were clients of the

South Central region (65%), while
20 percent were from Southeastern
and 15 percent from Northern. In
the following discussion, 'parolees"
is used to refer to mandatory
releasees as well.

Demographic Characteristics

Parolees, mnot surprisingly, showed
an ethnic distribution resembling
that of sentenced inmates:

0}

Probationers

Male

8%
%

10%
277%.
41%

47

Parclees Sentenced Inmates

n=144 n=544
Caucasian 65% 50?
Eskimo 7? 22f
Indian 10% 9f
Black 167 14%
Other , 27 5%
1007 1007

100

e T T

ML T TRRATYY e comaier, e 3 o

The major difference is that there
are significantly more Caucasians
and significantly fewer Eskimos

on parole, proportionately. In
this regard, the parolee ethnic
distribution is similar to that

of male probationers.

The age distribution of parolees
at the time of the survey is
significantly divergent from that
for sentenced inmates (see chart
on following page).*

This is not necessarily surprising,
since inmates who are relatively
young upon admission to prison
naturally age prior to being
paroled. It is probably also

the case that the Parole Board
tends to parole older rather

than younger inmates, other
things being equal, since greater
age is generally associated with
a higher probability of parole
success. Only 36 percent of
parolees had never been married
(compared to 62 percent of
sentenced inmates); both their
relative age and higher assessed
probability of parole success
tends to be associated with this
characteristic of parolees.

About 52 percent of parolees had
achieved at least a high school
diploma or the equivalent, very
similar to sentenced inmates.
The comparative employment
statuses of parolees vs.
sentenced inmates (measured

at intake) follows (see chart on
following page). **

It appears likely that
employability, as measured by
employment status at intake, aff
affects the likelihood of parole
granting for individual inmates.

The observed differences may also
be due in part to the proportionate
variance in ethnic background
between parolees and sentenced
inmates. The parolees' employ-
ment status much more closely
resembles that for male proba-
tioners. Only about six percent
of parolees were in school or
vocational training ot ‘*the survey
date.

About one-half of parolees were
reported to be alcohol abusers

at the time of their offense, while
35 percent were drug abusers.

These proportions are similar to
those observed for sentenced
inmates.

Criminal History and Current
Offense

About the same proportion of
parolces (83%) as inmates (85%)

had been arrested at least once
prior to their current offense.
However, only one-~fourth of
parolees as compared to one-third
of inmates had no prior misdemeanor
convictions. Similarly, 31 percent
of parolees in contrast to nearly
one-half of inmates had no prior
felony convictions. Fewer

parolees than inmates had never
been previously incarcerated for
more than 90 days (23 percent vs.
35 percent). One factor which
might account for thils diffcerence
is the fact that the parolce group

~Is relatively older than the

inmate group, and so might bLe
expected to have a lengthier
criminal history.
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* Age Distribution of Parolees

Parolecs
Age (n=146)
Less than 18 -
18-20 67
21-24 20%
25-30 , 217%
31-40 33%
Over 40 _20%
100%

%%  Comparative Employmen
Parolees vs. Senten

Sentenced Inmates
(n=542)

17
217
347
18%
147
127

100%

t Statuses of
ced Inmates

Parolees Sentenced Inmates
Employed full-time 58% 25%
Employed part-time 16% 6%
Unemployed, looking for work 127 43%
Unemployed, not looking for work 147 267%
Significantly more parolees were
convicted of murder, proportion-
ately, than were sentenced inmate. Less. than 6 months 6%
This could be due to two factors: 6 months to 1 year 137
murderers are somekimes seen as 1 year to 18 months 147
better parole risks, and so may 18 months to 2 years 13%
tend to remain under supervision 2 years to 30 months 107
longer (since there is no 30 months to 3 years 9%
statutory provision for termination Over 3 years 35%
of parole status prior to sentence 100%
(n=144)

completion), and so be over-—
represented in the average daily
caseload. In all, 55 percent of
parolees were convicted of assaul-
tive felonies, and 44 percent of
nonassaultive felonies (compared
to 53 and 37 percent, respectively,
for inmates).

Parolees' length of stay in prison
prior to parole is shown in the
next paragraph:

A large proportion of parolees
thus remained incarcerated for
over three years, although a
similar proportion were paroled
within 18 months.

e

The current offense of parolees
and mandatory releasees is listed
below in descending order of

frequency; comparative percentages
of sentenced inmates committing
the offerises are also listed.

Current Offense of Parolees and Mandatory Releasees
Comparative Percentages of Sentenced Tnmates

Sentenced

Parolees Inmates

(n=138) (n=509)
Murder 15% 9%
Burglary/breaking & entering 14% 157
Armed robbery 117% 13%
Sale of controlled substance (not marijuana) 10% 6%
Manslaughter or negligent manslaughter 10% 7%
Aggravated assault 7% 127
Larceny 5% 3%
Rape 4% 7%
Child molesting 47 3%
Checks 3% 37
Possession of controlled substance (not marijuana) 3% 3%
Forgery 3% 3%
Unarmed robbery 3% 3%
Weapons offense 2% 3%
Sale of marijuana 1% 3%

(A1l other offenses were -committed by only one parolee: DWI, arson,
simple assault, embezzlement, fraud and vehicle theft).

Current Status on Parole

Reported single-most urgent social
service needs of parolees as assessed
by parcle officers are listed bhelow:

No social service needed
Alcohol treatment
Individual counseling
Drug treatment

23%
20%
18%
117

Education/vocational training
Employment placement counsel ing
Alternative residential placement
Financial counseling/assistance
Medical/dental services
Marital/family counseling

Legal aid

VA
77,
by
3%
3%
27

1007,

(n=147)
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As might be expected, fewer
parolees than probationers are
reported to have no social
service need. The same pro-
portion are said to require
alcohol treatment or individual
counseling, but substantially
more parolees are seen as needing
drug treatment. An alternative
residential placement is also
important to a larger percoent of
paroleces than probationers.

About 40 percent of parolees were
reported on minimum supervision

at the time of the survey (a
significantly smaller proportion
than observed among male proba-
tioners) even though about the
same proportions of parolees and
male probationers have not violated
supervision conditions:

AAﬂi, i

__,.“‘k

Parolees Male Probationers
n=147 n=350"
No known violations 53% 58%
"Occasional non-serious violations 267 217
Persistent non-serious violations 9% 10%
Serious violations 127% 11%
100% 100%
The Michigan DOC risk scale profiles
of parolees and sentenced inmates are
compared below:
Assaultive Risk Level Parolees Sentenced Inmates
» n=140 n=494
Very High 1%
High 4%
Medium 487 35%
Low 25% 467
Very Low 19% 14%
100% 1007
Property Risk Level Parolees Sentenced Inmates
n=139 n=501
High 16% 8%
Medium 297 30%
Low 557% 627
1007 1007
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The parole BES scale results can
also be compared:

Probability :

of Success Parolegs

After 2 Years n=116
87% 3%
76% 147
647 ‘ 16%
53%. 35%
497 : 11%
297 15%
14% 6%

100%

Thus, using these actuarial
measures, parolees seem to present
proportionately higher risk

than do the sentenced immates.

The supervising officers'
estimate of parolees' likeli~-
hood of success under super-
vision follows:

Parolees
n=147

Definitely Unsuccessful - 9%
Probably Unsuccessful 18%
Possibly Unsuccessful 11%
Possibly Successful 247
Probably Successful 34%
Definitely Successful 47

’ 100% .

Thus, the officers are more
pessimistic about the
parolees' than the male
probationers' future behavior.

Sentenced Inmates

2%
11%
20
38%
9%
11%
9%

100%

n=513

Male Probationers

8%
9%
10%
27%
41%
47
100%

n=350
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WORKLOADS

According to a statistical

report for calendar year 1977,
submitted by the Assistant
Director for probation and parole,
probation officers on the average
spent 46% of their time on
investigations and reports for the
judiciary, the Parole Board and the
Divigion, and 547 on arranging
services, counselling, surveil-
lance and related activities for
clients. The relative expenditure
of funds on these responsibilities
was roughly in about the same
proportions.

Client caseloads alone have been
discarded in most jurisdictions

as a measure of probation/parole
staff workload. Instead, a system
of assigning work 'units' to each
type of task (according to the
level of effort required to
accomplish it) has been zdopted by
many probation and parole agencies.

The ACA's Commission on Accredi-
tation does not prescribe a
standard workload formula for all
agencies, but rather recommends
that probation and parole agencies
adopt workload formulas unique

to their own needs, based on

such variables as legal require-
ments; agency goals; the charac-
ter and needs of offenders to

be supervised; geographic area;
administrative tasks required of
the field staff, and types of
personnel to be utilized. This
appears to have been accomplished
satisfactorily in Alaska, although
some suggestions are made in a
later section: for accommodating
both a proposed probation/

parole client classification
system, and a broader scope of
community corrections services.

The Division's current formula for
measuring workloads accords 5 units
of weight to each major court
report (i.e., presentence or pre-
disposition reports), 3 units to
other types of reports, 2 units to
each preliminary intake matter,

1 unit to each court appearance,
and 1 unit to each active super-
vision case. The established
workload standard is 65 units per
officer per month.

The actual workload per officer
per month for calendar year 1977
averaged 59 units. Although
there were wide regional varia-
tions, ranging from 28 units at
Haines to 89 units at Sitka, for
most offices the monthly workload
averaged between 45 and 67 units
per officer. In the largest
office, Anchorage, the officers
averaged 65 units, the established
standard. Only in Sitka, with one
officer (at that time) and in
Bethel, with two officers and an
aide authorized, did the average
exceed the established formula.
Tt would appear, therefore, that
on the basis of workloads, the
distribution of available proba-
tion and parole officer personnel
is as equitable as is reasonably
possible.

The district offices themselves,
understandably, vary widely in
total workloads. Of the three
largest offices, Anchorage in 1977
had a monthly average of 1425
workload units, Fairbanks 475, and
Juneau 244. - Bethel, Kenai, and
Ketchikan had averages of 134, 189
and 197 respectively. All the
other locations had less than

100 units, and, with the excep-
tion of Kodiak and Sitka, sub~—
stantially so.
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Within the adult client caseload
are several cases which are super-
vised under the authority of the
Interstate Compact. As of May 16,
1978, there were 295 offenders on
the Interstate caseload, 158 of
these being offenders transferred
to Alaska from other states and
137 Alaska offenders sent to
other states. Most of the offen—
ders are probationers; there were
only 78 on parole out of the 295
total. While Alaska apparently
receives more clients under the
Interstate Compact than it sends
out, the difference (21 on May 16,
1978) does not appear to be
substantial.

In terms of both major court
reports and other reports,
Anchorage, Fairbanks and Juneau
accounted for from three-fourths
to four-fifths of the state-
wide total written in 1977.

The client caseload also showed
this concentration in the urban
areas. Statewide, about 60
percent of the clients are adults
and 40 percent are juveniles.
However, there is a variation
between offices in the respec-
tive number of adults and
juveniles. In 1977, Barrow,
Bethel, Haines, Ketchikan,
Kotzebue, and Petersburg tended
to have more juveniles than
adults, in some cases substan~
tially more. In contrast, in
Anchorage and Fairbanks the
number of adults to be super-
vised greatly exceeded the
number of juveniles. These
differences between communities
undoubtedly reflect differences
in the nature of the local crime
problem, but the statistics may
also reflect differences in
local law enforcement practices
from time to time and from one
location to another. Comparable
statistics for calendar year

\\n» 1976 in some instances are

*‘\\

markedly different.

INTAKE REPORTS AND ASSESSMENTS

Section 2103 of the manual assigns
to probation and parole personnel
the responsibility for preparing
juvenile court disposition reports,
adult oral and written presentence
reports, interstate investigation
reports, prerelease reports,
furlough reports, supplemental
ccurt reports, post—sentence
reports and various other
miscellaneous reports as required
by the courts, the Parole Board

or the Division of Corrections.

The Division does not currently
have formal responsibility for
conducting pretrial assessments to
determine defendants' eligibility
for release on personal recognizance;
addition of this function is
discussed in a later section.

Presentence reports are prepared

on all defendants convicted of
felonies, and the court may request
either a long or short form report.
In misdemeanor cases, the court may
request a presentence report, but
the district office supervisor
determines whether or not his

or her office is in .a position to
comply. The Division's probation
and parole manual contains policy
instructions (Section 2102) for

the preparation of the reports, and
a standard format is provided.

The presentence report, among other
things, sets forth the needs of the
defendant, and a statement as to
how these needs can be met, where
the program would take place, and
its duration. Under Division
policy, the probation officer can
recommend either probation or
incarceration, but not the length
of sentence. In actual practice,
where the probation officer has a

particularly close relationship witi"/
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the judge, this policy may not be
fully observed, and the probation
officer may make a more specific
recommendation.

If the probation officer proposes
incarceration, the report recommends
the type of custody and the treatment
that should be provided. It also
includes financial data, which is
used in connection with recommen-—
dations as to restitution, fines
and payment for costs of care.
Community service orders are not
routinely used in Alaska at present,
but the revised Criminal Code
specifically provides for this
sanction, so it may well become
more commonplace. A Judicial
Council study of Alaska sentencing
practices revealed that judges tend
to follow recommendations made

in presentence reports in a very
high proportion of cases (97%).
Thus, staff of the Division
apparently can and do have a
significant impact on sentencing
practices across the state.

Tnitial court reports are to be
completed within 30 days, unless
the court requires an earlier
submission or unless the court
grants additional time when
requested by probation personnel.
When a presentence report has not
been prepared on a defeadant who
is placed on probation, a post-
sentence report apparently may
be deferred until the probation
officer has time for it. . However,
when the defendant is sentenced
to aninstitution, the post-—
sentence report is to be done
within three weeks and furnished
to the institution. Similarly,
when a probation is revoked and
the offender is committed, the
institution is to be provided a
post—sentence report within three
weeks. In other cases, where

the defendant is placed on

probation but transferred to

another district or state, a post-
sentence report is furnished within
the same time period. )

Other reports pertaining to inter-
state compact and parole cases are
prepared on the basis of instruc—
tions from the Division's Inter-
state Compact desk and the Alaska
Parole Board. However, court
reports are given priority over
all other types of intake reports.

Section 2105 of the probation and
parole manual directs staff to be
involved in prerelease planning,

both with the individual offender

and whenever possible with the |
release unit of the institution. ;
The offender and the assigned :
officer discuss the release plan i

thoroughly and obtain a clear
understanding of what each expects
of the other. Parole conditions
are explained to prospective
releasees, either on an individual
or group basis.

Assigned field officers investigate
proposed release plans to ensure
their feasibility; if they are not
felt to be either authentic or
realistic, the officers attempt

to formulate a better one with the
offender and institution staff.
The field worker has the authority
to approve or disapprove the
proposed plan, which must be
finalized no later than three
weeks prior to the date of assign-
ment to that officer. Preparation
of furlough plans are in principle
the responsibility of probation
and parole staff, but in reality
furloughs are rarely used. This
is discussed more fully in the
subsequent section on transitional
programs.
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Under Section 2201 of the manual,
probation and parole staff are
also assigned the responsibility
of providing supervision reports
to the courts, the field staff
prepares juvenile annual review
reports, special progress and
conduct reports as required by
individual courts, and supeir—
vision termination reports. The
Parole Board is furnished progress
and conduct reports upon request,
as well as parole termination
reports. Interstate authorities
receive semiannual progress and
conduct reports, special reports
requested by the sending state,
and supervision termination
reports.

The manual prescribes that super-—
vision reports should contain, as
a minimum: (1) name, age or birth-
date, physical characteristics,
offense history, sentence and type
of commitment (probation/parole),
and expiration date; (2) residence
address, employment or school
location; and (3) the supervision
plan and the status of the client's
compliance with it, including
problems and proposals for
resolving those problems.. It is
left to each regional supervisor
to adopt procedures to implement
this policy statement.

Regional administrators have been
delegated the authority to

.establish internal procedures to

implement the statewide manual's
statements of policy regarding
report content. Also, report
preparation is the subject of
instruction in the training academy
course for probation officers and
is further covered in periodic
meetings and seminars of probation
personnel.

In actual practice there appears
to be some variation from one

~

district office to another as to
the time allowed for the sub-
mission of reports and also as

to the quality of their content.
Because of the widely different
circumstances that characterize
the operations of district offices
in the disparate communities of the
state, much of this variation is
understandable. However, although
the statements of poliecy in the
statewide probation and parole
manual are soundly based, they are
quite brief.

The Division is generally in
compliance with the several
provisions of the ACA's Commission
on Accreditation manual applying
to presentence investigations and
reports. However, in connection
with the Commission's recommen-—
dation that "written policy and
procedure govern the conduct of
presentence investigations,
preparation of reports,and provision
of sentencing alternatives to the
court," the Commission notes that:

"Written guidelines help ensure
high quality investigations

and reports and minimal dispari-
ties in the provision of
sentencing alternatives.. The
guidelines should be developed
in collaboration with the court
and be reviewed regularly."

It may therefore be useful for the
Division to prepare a detailed
manual on the preparation of all
of the various types of reports,
especially presentence reports.
However, at present, as previously
pointed out, the central office
probation and parole staff is

not sufficiently large to under-—
take this time-consuming task.
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The Commission also regards as
essential that "written policy and
procedure permit the use of staff
other than probation officers to
collect information during the pre-
sentence investigation,' and notes
in this connection that 'some of the
data required in an investigation and
for the presentence report may be
collected by nonprofessional staff
(i.e., paraprofessionals,
volunteers, students, clerical),
thus freeing probation officers to
use their skills for interpreting
the data and developing a probation
plan." As the demand for all

types of reports to the court, the
Parole Board and the Division
grows, community services staff
should be allowed and encouraged to
utilize such alternative personnel
resources (e.g., probation aides,
volunteers, community counselors
and social workersj- to augment
their own efforts.

SUPERVISION AND SERVICES FOR CLIENTS

The other primary function of proba-
tion and parole staff is surveil-
lance of and provision of needed
rehabilitative services to
probationers and parolees. Mirroring
the larger philosophical issues

in the corrections field, many
probation and parolc staff feel

a primary conflict between their
role as enforcers (requiring
surveillance of clients) and
treatment agents. However, just

as it is possible in a larger

sense to reconcile the aims of
reformation and public protection,
the following Accreditation
Commission standard can guide
probation and parole staff in
developing a cohesive image of

their role:

"Supervision should be intended
for the protection of the

community and for the provision
of services to the offender that
will reduce the probability of
continued criminal behavior.
Provision of adequate assistance
and services to the offender is
the best insurance against harm
to the community."

In fact, the Alaska Division of
Corrections' probation and parole
manual states in its introduction
that:

"It is the philosophy of the
Division of Corrections of the
State of Alaska, that all persons
are worthwhile, and their behavior
1s understandable and can change.
It is the goal of the Division of
Corrections to develop and provide
programs designed to change the
offender in order that he may
function within the norms and
laws of the community in which
he chooses to live. Community
protection will be reinforced
by the implementation of these
programs.'

The Accreditation Commission also
states that it is essential that
"the agency assigns the highest
priority to the supervision
function," and observes in this
connection:

"Supervision of the offender in the
community is integral to affective
probation. The probation
administration should ensure that
competing demands (e.g., pre-
sentence investigations and
report deadlines) do not relegate
supervision to a secondary
function."

In order to effiectively provide
both supervision and necessary
assessment services, the community
services sector of the Division
must be provided with a sufficient

number of appropriately trained A‘//
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staff at the central, regional and
district office levels.

Client Classification

It is of crucial importance that
probation and parole clients be
continuously assessed as to their
needs for surveillance and services.
Through use of a classification
system, efficient utilization of
staff time and community resources
can be achieved. In recognition
of this, section 2302 of Alaska's
probation and parole manual sets
forth a policy for the classifica-
‘tion of adult probationers and
parolees "according to how often
the person needs to be contacted,
where contacts should be made, and
what needs to be accomplished
during the contact." Other
instructions issued by the
Division specify the classification
of clients into maximum, medium
or minimum supervision categories.
Maximum cases are contacted once
a week, medium once a month or
more, and minimum by corres-
pondence, The latter category

is particularly used for clients
in remote areas where direct
supervision is impracticable.

The ACA Commission ‘on Accreditation
recommends a written policy and
procedure to govern supervision
and classification of probationers
and parolees, the establishment

of criteria to e¢nsure that no
more surveillance or services

are provided than are needed, and
a procedure for reviewing case
classifications at no less than
three-month intervals (for
possible reclassification where
warranted). Section 2208 of
Alaska's probation and parole
manual requires that supervisors—-
line, special project and
district~~audit every month

~

one-third of the caseload assigned
to each staff member under their
supervision (each three months,
therefore, all cases are audited).
This is to ensure that clients are
being contacted, services are
being delivered, conditions of
supervision are being met, and
files are being kept up~to—date.
Caseloads of field officers in
locations where the supervisor
cannot contact them once a month
are audited at least once every
two or three months in connection
with regular supervisory field
trips.

The prescribed audit procedure thus
complies generally with the
recommendations of the Aucreditation
Commission. However, the manual
policy velating to the classification
of cases, which is one of the

items on the audit format, is not
being consistently carried out.

In actual practice in most district
offices of Alaska, persons under
supervision are not classified or
are classified only informally.

The probation officer may make a
mental note to keep an eye on an
individual client. Or, if it is
determined that the client needs
little or no supervision and
services, he or she may be assigned
to the "bank,'" made up of paper
cases, i.e., those in absconder
status and those requiring a
minimum of attention. Up to ten
percent of the entire statewide
caseload may be in the ''bank"

at any one time.

As so frequently noted in this
master plan, the circumstances
affecting corrections in Alaska
are unique and vary greatly from
one community to another. 1In
rural areas particularly, it

may not be feasible under current
conditions to classify cases which,

because of their remote and
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relatively inaccessible locations,
cannot be seen on any régular basis.
(This problem is further addressed

in the section on rural corrections.)
However, for those cases located
within or nearby the communities which
have district offices, it should be
possible to develop and use a
relatively consistent and uniform
case classification protedure. TLater
in this section, a proposed classi-
fication scheme is discussed, and
the results of its application

to the current adult probation and
parole population are summarized.

In addition, its impact on the work
unit system is outlined. - Efforts
are now underway within the

Division to develop an explicit
client classification procedure;

the proposals discussed in this

plan may prove quite helpful in

this regard.

The logical outcome of progressively
successful reductions in level of
supervision is termination (a
category provided for in the
proposed classification scheme).
Currently, termination practices
vary across district offices,
especially with probation cases,
since some judges ire fairly
receptive. to termination
recommendations, while others

are more stringent in thedr
requirements for Jjustification
of terminations. Under the
latter circumstances probation
officers may find it more
feasible simply to obtain their
supervisor's approval to assign

a case to the "bank." Probation
officers interviewed often
commented that the court

required a "strong" justification
for terminating a case; but the
term "strong' itself is subject
to varying interpretations~-—

with some individual judges, it
may operate virtually to

prohibit terminations. In at

least one region judges have adopted
a policy under which they will not
consider early termination of
probation.

The problem does not appear to
exist with respect to parolees.
When a district office determines
that a case requires no further
supervision, it is referred to
the Executive Director of the
Parole Board. Officers inter-
viewed were unanimous in their
view that the Board is readily
receptive to the termination of
supervision and reassignment of
the case to the paperload at the
Board office until the parole
period expires. Statutes do not
presently permit the Board to
terminate an individual's parole
status prior to sentence expira-
tion, even if the individual's
performance on parole warrants such
action.

Propused Client Classification
Scheme

The development of a system of
classifying community corrections
clients according to their

service and surveillance needs can
have several positive effects:

1. It provides an individualized
but equitable means of deli-
vering services to clients.

2, It enables more efficient
management and equitable
assignment of supervision
workloads to staff.

3. It encourages a more gradual
reintegrative process for
clients, since it allows for
progressive assumption of
individual responsibility

v

112

B

by clients with a con-

comitant decrease in super-
vision level by staff. It can
also provide an alternative to
revocation and incarceration,
in the form of increased super-—
vision levels.

The Division's manual prescribes a
tri-level system of supervision,
but does not specify either the
criteria to be used in placing
clients on intensive, regular or
minimum supervision, or the differ-
ences in supervision practices
entailed by each level.

The system proposed here is based
on the experience of several other
states which have developed
probation/parole client classifica-
tion systems (including Pennsylvania,
Maryland North Carolina, California,
Oklahoma and Oregon). The levels
of supervision are seen as requir-
ing very different levels of

staff effort, and therefore will
require some modifications in

the workload weighting scheme

which will be discussed later.

Intensive supervision is concep-
tualized as a close, service-
oriented relationship between
the staff member and his oxr her
client. Tt is not simply an
intensive surveillance of a
client with the goal of prevent-
ing technical violations or
criminal acts, but also involves
a high degree of active problem-
solving intervention on behalf
of the client. Staff must have
sufficient funds to purchase
needed services for their clients
which they cannot deliver directly:
the role of corrections staff as
community resource brokers is
especially critical to effective
intensive supervision. Because
of the pogsibility that

increased supervision can result
in observation of more technical
violations (which might have gone
unnoticed under less intensive
supervision), it is important that
staff regard intensive supervision
as an opportunity to provide
maximum support to needy clients
rather than just as an intensive
policing function.

Regular supervision is intended to
encourage increased assumption of
personal responsibility by clients.
Staff should monitor clients'
progress carefully, but intervene
only on request of the client or
in case of a potential or actual
crisis. Clients on regular
supervision who are believed to
be'endangering themselves or the
community should be reinstated

on intensive supervision.

Minimum supervision requires

only that clients submit written
progress reports at regular inter-
vals, with personal contact
occurring only on a voluntary
basis unless a crisis takes place.
It is essentially a clerical
function, requiring staff to
monitor the clients' self-reports
and law enforcement contact or
arrest logs. Early discharge
from supervision (prior to
expiration of sentence) should

be the outcome of successful
minimum supervision cases after

a prescribed amount of time spent
on supervision.

The criteria used by Moyer
Associates to place probationers,
parolees and mandatory releasees
surveyed into these three super-
vision levels and a termination
category were:

1. The current offense type
(misdemeanor, nonassaultive
felony, or assaultive felony)

B

and legal status (probation
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or parole, or mandatory release)
of the client. Thus, misdemea~
nant probationers; mon-assaultive
felon probationers; and assaul-
tive felon probations, all
parolees and all mandatory
releasees were the three groups
classified separately.

2. Length of time under super-
vision.

3. Performance on supervision,
as measured by reported
frequency and seriousness of
violations.

4, Service need, as measured by
reported level of need for
various social services and
the supervising officer's
estimate of the clients like-
lihood of success under super-—
vision.

5. Risk factor, as measured by
the parole base-expectancy
scale estimate of likelihood
of success, and, for the
parolees and mandatory
releasees, an assessment of
assaultive risk potential
(these scales are described in
the sentenced inmate profile).

The accompanying flow chart illus-
trates how these factors were
combined to yield a classification
of each person in the sample for
whom all the requisite information
was available. For example, a non-
assaultive felon probationer who
had been on supervision for from
one to two years and who was
assessed as low risk was
recommended for termination if

he or she had committed no known
violations and was assessed as
having a low service need.

The results of applying this
classification scheme to the

surveyed clients are summarized

in the following tables. First,

the outcome for parolees and
mandatory releasees, male
probationers and female
probationers is reported separately,
and then a summary of resulting
percentages for the entire adult
caseload is presented. (See charts
on following page). *

Applying these percentages to the
current total average daily adult
caseload, which is estimated to
be comprised of approximately

160 parolees and mandatory
releasees, 740 male probationers
and 80 female probationers,
provides a basis for estimating
the workload which results from
this classification strategy.
(See chart on following page).*%

At first glance, termination of
one-fourth of the total caseload
from supervision may appear some-
what drastic. However, when
applied in other states, classifi-
cation systems much like this one
have yielded quite similar results.

The impact of this classification
into three supervision levels
must be assessed in terms of its
workload implications, not just
the caseload figures. Given

that each level of supervision
requires a different amount of
staff effort, it is logical to
weight the work units assigned

to each type of case accordingly.
A work unit weighting system which
could be applied in Alaska would
assign the following weights to
each type of case:

Intensive case 3.5 units
Regular case 1.0 units
Minimum case 0.5 units
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Intensive
Regular
Minimum
Terminate

Intensive
Regular
Minimum
Terminate

Intensive
Regular
Minimum
Terminate

Total

Parolees and Mandatory Releasees
(both male and female)

Intehsive

Regular
Minimum
Termina

te

Percent Number
50% 53
237 25
107 11

7% 7 18

100% 140

* Male Probationers
Non-
Assaultive Assaultive
Total Misdemeanants Felons Felons
247 - 0 19% 32 42% 31
28% 212 3 33% 55 22% 16
227 7% 1 27% 46 167 12
267 712 10 21% 35 20% 15
14 1007 168 100% 74
Female Probationers
217 - 0 18% 9 40% 4
317 - 0 33% 16 30% 3
16% - 0 167 8 20% 2
32% 100% 3 33% 16 107z 1
3 1007 49 1007 10
Current Total Average Daily Adult Caseload
Parolees and Male Female Total
Mandatory Releasees Probationers Probationers Statewide
80 507 178 247 17 21% 275 28%
37 237 207 28% 25 317% 269 27%
16 10% 163 227 13 16% 192 20%
27 17% 192 - 26% 25 32% 244 25%
160 1007 740 1007 80 100% 980 100%
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This system takes into account the
current Alaska weighting, which
does not differentiate between
types of supervision cases, bu;
does assign different weights to
various reporting and agsessment
tagks. Given that the Alaska
workload standard is 65 units per
officer, this weighting implies
that a staff member could supervise
either 18 to 19 intensive cases,

65 regular cases, 130 minimum cases
or any combination which would
total to the 65-unit workload.

The resulting current workload of
supervision cases, using this
proposed classification and
workload approach, is calculated
below:

Thus, even though the classifica-
tion system suggests that 25
percent of the current caseload
could be successfully terminated
from supervision, It also suggests
that providing differential levels
of supervision for those retained
on the caseload will result in an

inerease in total supervision work-
load (from the current workload o

approximately 980 units to aPout
1328 units). This increase 1in
statewide workload would require
an increase in the number of staff
to provide the added supervision
effort; using the current case-
load level as the base, and
assuming a 65-unit workload
standard, approximately 5 more
staff would be required to absorb
the additional 348-unit super-—
vision workload. Staff needs are
further explored in the conclusion
of this section.

Level of Number of Number of

Supervision Cases Units per case = Workload
Intensive 275 3.5 ggé.g%
Regular 269 1.0 96.00
Minimum 192 0.5 :
Total 736 1327.5

\
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In order to fully implement a
meaningful client classification
system, it will be essential that
Alaska's community corrections and
corrections research staffs
collaborate in a systematic study
of the factors which affect
probationers' and parolees'
of need for supervision and
services. Such a study would
require the ability to compile'a

level

broad range of demographic, criminal
history and risk profile information

on each client, and to monitor
the progress of the clients over a
period of months or years to
determine the relationship
between their characteristics and
their relative success on
probation or parole. Random
assignment of a group of proba-
tioners and parolees to differing
levels of supervision and

service provision would also
allow determination of the
differential impacts of these
service levels upon the various
types of clients. Use of this
approach would permit Alaska's
community corrections staff to
develop a highly reliable case
classification system tailored

to the unique characteristics

of Alaska's offender population.

Services to Clients

Field service supervision practice
in Alaska conforms generally to the
standards prescribed by the
Accreditation Commission.

However, one of the Commission's
recommendations should be noted.
It considers as essential that
"supervision services are a
available 24 hours a day," and
observes:

"The needs of offenders do not
emerge only during business

)

hours; it is necessary that
services exist around-the-clock
and on weekends. The 24-hour
availability of field services
should be made known to offenders,
and staff should be advised of
these hours by publication of H
formal schedules. Use should be

made of split shifts, duty
officers, and all—-night and
weekend telephone numbers."

In most of Alaska's probation and
parole field offices, which are
limited in staff, this provision
is not entirely feasible. Undoubt-
edly field officers in these
locations are contacted from time
to time during their off hours by
clients with problems or emergency
situations. However, the split
shift procedure should be feasible
in Anchorage, with its high case-
load and multiple staff. 1In
Fairbanks and Juneau, it may be
more feasible to have a roster

of duty officers, rotating om a
weekly basis, who may be called

at night or on weekends at their
home numbers; the roster and

phone numbers could be published
and distributed to clients.

Special Services.

Restitution: 'Restitution, fines
and support payments may be
ordercd by the court as a part of
any scntence, but such sanctions
most often accompany probation.
Section 2206 of the probation and
parole manual states that it is
the policy of the Division that
the field offices request the court
to specify the amount of the fine
or restitution and the frequency
of payments and that payments are
to be made directly to the court
clerk's office.  This policy is
intended to avoid undue

v
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misunderstandings between the
probationer and probation officer,
as well as to avoid the assumption
of bookkeeping duties by the district
offices., However, the court may
indicate that the probation officer
will collect the payments (in the
form of money orders or certified
checks). It is left to the
Regional Administrators to work out
with the respective Superior Courts
the actual collection procedures.
Formalization and standardization
of procedures for fines, restitu-
tion and community service will be
even more important when the
revised Criminal Code, which
encourages use of these sanctions,
takes effect. The Division of
Corrections and the judiciary

must work closely together to ensure
that equity and consistency are
maintained throughout the state.

New Start Center: This is a non-
residential store-front operation
in Anchorage that assists parolees,
probationers and ex—-offenders in
finding jobs and housing, and makes
referrals to other community
agencies for the treatment and
resolution of personal, psycholo-
gical, and alcohol or drug related
problems. It was originally funded
by the Law Enforcement Assistance
Administration, but is now state-=
supported. Its budget for fiscal
yvear 1978 was $108,000, which
supports a staff of one Social
Worker III, two community coun-
selors, and a clerk-receptionist.
The Center is under the super-
vigion of the Anchorage probation
and parole district office, from
which it receives most of its
referrals. However, it also
accepts. ex~offenders who walk in
off the street.

During a sample quarter (January-
March 1978) the Center found

\

43 jobs for 32 individual ex-

offenders, paying an average

hourly wage of $4.77. During

the same quarter a range of other

services were provided, affecting

transportation, food stamps, rent,

other money emergencies, housing,

food, clothing, family problems,

and counseling, plus innumerable

interviews and contacts with other

state and local agencies, employers,

relatives, and clients and oty

prospective clients. . ST
At WM ’

In 1977 the Center was evaluated

on the basis of the f&cidivism

rate of all ex-offenders served

by the Center during 1975 and 1976. .

A failure was considered to be

anyone who had been served by the

Center during that period but who

subsequently was found guilty of

an offense for which he had to

‘serve more than-10 days in an

Alagka correctional institution.

The entire group served by the

center during 1975 and 1976 was

compared with the general popula-

tion of offenders who had been

released from 1974 to mid-1877

after serving more than 10 days

in Alaskan institutions. The

results indicated that the New

Start group had a reincarceration

rate of 19 percent and the total

ex-of fender group a rate of 24

percent. A review of the

criminal histories of a sample of

259 New Start clients revealed

that the New Stdrt clients had

repeat offender records which, if

anything, exceeded that the general

ex—offender group. Therefore, it

would appear that, unlike so

many other pilot community correc-

tions projects, a "creaming"

process did not occur, and that

the Center served a representative

clientele.

)
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The Accreditation Commission

recommends that '"'agency programs

should be subject tc a cost—~
effectiveness analyslis G evalua?e
their contribution to tle agency s
stated goals." The Commission
states:

"To the extent possible, all field
functions and activities should
be defined and classified in
terms of specific programs, with
their objectives and expected
outcomes identified. Allocation
of costs to each program should
be made. Management could then
identify the productive and non-
productive programs thrgugh
periodic program analysis,
and revise priorities and
programsAaccordingly."

The recommendation would appear to
be particularly applicable to
special projects such as the New
Start Center. The results may
well show that the New Start
Center idea ought to be replicated
in Fairbanks.

Community Resources

Increasingly, community corrgctions
staff are being seen as service
brokers for their clients rather
than primary service providers.
Particularly in Alaska's urban
areas, the social services already
provided by other agencies can be
utilized for probationers and
parolees referred by super-

vising corrections staff. Such use
of existing services eliminates
costly duplications of effort,

and encourages offenders to

learn how to effectively utilize
community resources outside of
corrections.

As pointed out in the 1978 Alaska
Criminal Justice Plan, the Sou?h
Central region, headquartered in

Anchorage, has more social
service resources than any'other
region. Those often used include:
Family House and Future House drug
abuse rehabilitation programs,
the Alaska Division of Mental
Health, the Office of Vocational
Rehabilitation, Seward Skill
Center Vocational Training Schqol,
Public Defender Agency, SalvaFlon
Army, Alaska Psychiatric Institute,
and several other privately operated
residential facilities. The .
other two regions, although offgrlng
a smaller number of social service
resources, can provide alcohol and
drug abuse programs, mental
health care, and even halfway
house residential options in
their more urban sectors. Rural
areas of the state provide much
more limited options for referral.
of clients; in these areas there-
fore, the probation and parole s
gtaff member is frequently, of
necessity, the primary or sole
gervice provider to clients.

Surveillance of Clients

Probation and parole gstaff have
responsibility to enforce the
conditions of supervision and the
laws of the state. Although
service provision or referral

to community resources should be
a primary focus of community '
corrections staff efforts, it 18
somet imes necessary for staff

to assume the role of enforcer
of rules and laws in Qrder to
protect the public safety.

Violations

Section 2207 of the probation and
parole manual directs that all
felony acts and serious mis—-
demeanors should be brought to
the immediate attention of the
court. It urges that Regional
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Administrators discuss with the
judges in their jurisdictions the
types of probation violations that
they wish reported to them and the
types that they feel can be left
to the discretion of probation
supervisors. The manual also
states that the Parole Board

and Division of Corrections

staff should formulate similar
agreements. The stated policy

is apparently working satis-
factorily, but it permits a

great deal of variation within
each region and from one region
to another.

In this connection the Accredi-
tation Commission has a number of
recommendations and observa-
tions. In particular, the
fommission recommends that "all
alleged wiolations of probation
of parole are reviewed by the
fisld officer with the super-
visor." In explanation, the
Commission states:

"Following investigation of the
alleged violation, the field
officer should confer with his/
her supervisor to determine
what action is required. A
decision should be made at
this time regarding the need
for a formal violation
proceeding or an informal
administrative adjustment.

Any action taken should be
noted in the case record."

Also, according to the
Commission, agency policy should
provide that "the field officer's
report of an arrest or violation
includes the officer's recommen-
dation and. justification as to
final action or resolution of

the situation," and the
Commission comments:

"Because the field officer is

often very familiar with the
case, his/her views on how best
to resolve the matter will assist
the final decisionmaker. The
officer's recommendation should
be in accordance with the
organization's policies and
guidelines."

The Commission endorses Wwritten
policy and procedure (to) permit
field staff to resolve minor
probation/parole violations,'" and
comments:

"Although all major probation/
parole violations are reported,
and final resolution is deter-
mined by the courts or parole
authority, many minor violations
can be handled satisfactorily
by field staff. The agency,
in concert with the courts or
parole authority, should define
specifically the types of minor
violations that can be resolved
by field staff. Field staff
should retain the option to
present the case to the court or
parole board. Records of all
minor violations and their
resolution should be maintained
and be available to the courts
or parole authority whenever a
change is being considered in
the legal status of that case."

It also regards as essential that
"written policy and procedure
preclude offenders being confronted
with possible probatlon/parole
violations for failure to meet
financial obligations other than
those which are conditions of
probation/parole,'" and states:

"The agency should not be placed
in the position of collection
agency for the community. The
agency and field officer should
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not. enforce the collection of civil

obligations by threats of proba-
tion/parole violation. Court=
ordered debts, such as fines,
restitution and child support, .
should be paid, and provision is
made. in the supervision plan for
payment of such cbligations."

It further recommends that "all
arrests and probation/parole viola-
tions are investigated immediately;
all serious'arrests and major
probation/parole violations are
reported promptly to the proper
authority,”" with the comment:

"All arrests and alleged probation
or parole violations that come to
the attention of the field officer
should be investigated promptly
and thoroughly, reviewed with the
field officer's supervisor, and
documented in complete written
reports for the cdse record.

This is in keeping with the .
evidentiary requirements mandated
by the United States Supreme
Court regarding parole revoca-
tion, and should be followed in
probation cases also. The
investigations should include
law enforcement reports,.
statements from victims or wit-
nesses, and a statement or
explanation from the offender."

There are a number of additional
Commission standards relating to
the handling of violations. Un~
doubtedly most of these are already
reflected in practice among the
various regions ¢f Alaska.

However, the very complexity of the
issue suggests ¢he need for more
detailed central office policy
formulation, and the need to
develop, in concert with the

courts and the Parole Board, a
policy, procedurc and practice

that will be consistently and

uniformly applied throughout the
state.

 Powers of Arrest

According. to Section 2211 of the
probation and parole manual,. the
normal arresting policy is to get
a court warrant and have a law
enforcement officer make the
arrest. However, the probation
officer may make the arrest "only
when no law enforcement officer
is. available,. and immediate arrest
is necessary to protect the
probationer or parolee or other
members: of the community, to
protect the staff member,. or to
prevent the preobationer or parolee
from absconding.

The Commission, with .respect to
probation violators, sets the
standard that "Written policy
and procedure ensure that a

‘probationer cannot be arrested

for alleged violations of the
conditions of probation without

a written order of arrest and/or
an arrest warrant based on
probable cause that a violation
has occurred. Warrantless arrests
are permitted only when the
violation involves commission of
another crime and current legal
standards for warrantless

arrests otherwise have been met."
In explanation of this standard,
the Commission observes:

"To maximize the legal protection
both of the probation agency and
the probationer, it is essential
that an arrest warrant be obtained
except in those cases in which
the alleged violation involves
another crime. In this, case, even
though a warrant may not be
required, all current legal
standards for warrantless arrests
must be met."

- J
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It does not appear that the Diwvi-
sion's policy statement fully
meets this standard.

The Accreditation Commission

states that it is essential "where
probation and parole officers are
authorized to arrest offenders,
written policy and procedure govern
such practices and all officers
making arrests are trained in
arrest practices." Its note on
this recommendation observes:

"Any action taken should be
preceded by a conference
between the officer and the
supervisor. If it is concluded
that an arrest is necessary,
trained field officers should
make the arrest, using law
enforcement personnel when
personal or public safety
may be endangered. Field
officers should be trained
in the proper procedures
for effecting an arrest and
in the correct procedures
for transporting prisoners.
Proper restraining equip-
ment should be available
and used in all arrest
situations."

In general, the Division's
policy requirements meet. this
standard.

In regard to arrest of parolees,

a September 2, 1977 Alaska
Supreme .Court opinion in the case-
of Davenport v. State of Alaska
states that a written statement
of probable cause must be filed
with the Parole Board in order to
obtain a warrant for retaking

a parole violator. The Board
issued an implementing policy

on September 8, 1977. Before

the Board will issue a warrant, the
parole officer must submit in

writing, "'a written statement
indicating the reason why the
parole officer feels that there is
probable cause to believe that the
parolee has violated conditions
of his parole." Normally, the
parole officer is expected to
secure a warrant from the Board
before arresting a parolee.
However, '"if the parole officer
feels that the parolee may
abscond supervision, or may
jeopardize the health or safety
of himself or others in the
community if not arrested
immediately," the parolee can be
arrested without previously
obtaining a warrant from the
Board; a written statement of
probable cause must be furnished
the Board as soon as possible
after the arrest.

Search Procedures

Section 2209 of the probation
and parole manual prohibits
probation and parole personnel
from conducting skin searches;
this may be done only by
institutional personnel. If the
probation officer considers that
a skin search is necessary, the
client is to be arrested, taken
to the nearest correctional facility,
and searched by institutional
personnel. Before the arrest is
made, the probaktion officer must
be assured that probable cause for
arrest. and search exists. In
connection with such arrests,
the probation officer may search
the clothing and personal effects
.of the client for weapons or
contraband to insure security in
transporting the client to the
nearest institution. Again, it is
left to the discretion of the
Regional Administrators to develop
implementing procedures.
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The Accreditation Commission
views it as essential that
"written policy and procedure,
including prior review with the
supervisor when poééible, govern
searches of offenders by field
officers." 1Its discussion notes:

"Searches of offenders should
comply with the requirements of
the Fourth Amendment and with
court decislons. Written
regulations should detail how
such searches are to be
conducted, under what circum-—
stances, and require a stated
reason for the search. When-
ever circumstances permit, field
officers should review with their
supervisors the possible need for
a4 search and should receive the
supervisor's approval. The
supervisor should conduct a
post-search review to ensure
that the search'was conducted
properly."

With reference to searches of
parolees, an Alaska Supreme Court
decision in the case of Roman v.
State of Alaska led to the
issuance of a policy by the Parole
Board on December 22, 1977. It
provides that only the Board may
establish conditions relating to
the search of parolees or the
seizure of their property, and that
without 'a specific condition
authorizing search," the parolee
has the same protections of law as
an ordinary citizen against
unreasonable searches and
seizures.'" TVhen the Board has
imposed a special condition of
this kind, "'the search must be
conducted by a parole officer,
unless another correctional
official or a peace officer
conducts the search at the
specific direction of a parole
officer." The parole officer

must have reasonable grounds

to believe that a parole

violation has occurred, and these
grounds must be documented following
the search.

Firearms

Section 2210 of the probation and
parole manual indicates that
Regional Administrators may select
individual probation officers, on
the basis of actual need, and with
the consent of the Director of the
Division of Corrections and the
Commissioner of Public Safety, to
be appointed as Special Officers by
the Commiscioner. Only these
officers may carry firearms while
rerforming duties, provided that
they remain current in a State
Trooper firearms course.

Even these officers must ask the
Regional Administrators for
permission on each occasion that
they feel they need to use a fire-
arm, and must give reasons. If
permission is granted, the proba-
tion and parole officer may carry
the weapon for mno longer than
necessary to carry out the stated
matter. The manual section provides
detailed instructions as to the use,
storage, and other security
measures involving firearms.

This policy is apparently in
abeyance, and probation officers
are no longer officially permitted
to carry firearms. It is an issue
of considerable difference of
opinion among individual proba-
tion officers. Some feel strongly
that they should be authorized to
carry firearms, others have no
firm opinion on the subject, and
still others are strongly opposed.

This issue is symbolic of the
larger question of the extent to
which probation and parole staff
should assume police functions.

Both Division policy and practiceAle
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and prevailing national trends would
tend to suggest that probation and
parole staff should rely on law
enforcement officers to make

arrests whenever possible, and

that they should avoid carrying
firearms (which are seen by many

as antithetical to their primary
role of service provider and treat-
ment agent for their clients.)

PROPOSED ADDITIONAL FUNCTIONS FOR
COMMUNITY CORRECTIONS SERVICES

Pretrial Assessment and
Supervision

According to a study of bail
practices in Anchorage during 1973,
conducted by the Alaska Judicial
Council, fully 85 percent of felony
cases resulted in bail release

for the defendante. The Council
provides svidence that this rate
is somewhat higher than the
national average pretrial release
rate, cited as varying from 67

to 84 percent.* The Council
includes within the term 'bail

all forms of pretrial release,

not just traditiomal cash bonds.

Of those defendants released pre-
trial, the Council reports that:

o 47 percent were released on
fully secured money bond

o 35 percent were released on
personal recognizance

o 16 percent were released on
ungecured bonds or 10%
bonds to the court

o 2 percent were released by
unknown means

Moyer Associates conducted a
two-week survey of all releasees
from the five major institutions
which house the majority of

Alaska's adult pretrial detainees.
This survey, conductad during
August, 1978, illustrates the
variance in pretrial release
practices between communities;

the table on the next page includes
only those persons in the sample
who were released prior to trial
(746 out of the total of 1226
releasees for whom data was
obtained during the survey period.)

The latter fourwiategories corres—
pond to the Judicial  Council's
ROR category, while the second and
third correspond to money and
court bond categories mentioned

in the Council's study. The
statewide percentages are roughly
comparable to the 1973 Anchorage
percentages (although the Amchorage
Annex proportions observed in the
recent survey diverge considerably
from the earlier study in terms

of ROR and court bond categories.)

Although the Alaska bail statute
encourages release of defendants
on their own recognizance or
unsecured bond unless "the judge
determines that mneither will
reasonably assure the defendants’
subsequent appearance, or that
either will pose a danger to other
persong and the community"
(Judicial Council bail study), the
statute also allows imposition of
conditions for release when#ver the
judge determines that ROR ot
unsecured bond are inappropriate.
These conditions may rangce [rom
posting a 104 bail bond with the
court, requiring supervision by a
respunsible custodian, or even
requiring full cash or other
property bail bond. In order to

* The latter rate includes mis-
demeanor cases as well as felo-
nies, and so is likely to be above
the rate for felony cases alone.

A
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feans of Release

Charges dismissed
Cash bond

Cash Bond to court
ROR

Conditional
Release

Supervised ROR

Diversion

( ()
— ———— —
PRETRIAL. RELEASE METHODS
Moyer Associates Survey
‘ Total
Fairbanks CC Anchorage Annex Ketchikan CC  Juneau CC Ridgeview CC Statewide
Number % Number A Number % Number % Number % Number %
8 5 20 5 ~ - - - 2 3 30 4
24 16 188 42 4 13 1 2 29 40 246 33
67 45 141 32 16 50 12 25 30 41 266 36
42 28 59 13 9 28 24 50 9 12 143 19
7 5 18 4 3 9 11 23 2 3 41 5
1 1 13 3 - - - - 1 1 15 2
1 1 4 1 - - = ~ = - 5 1
15N 1007 443 1n07. 32 100% 48 100% 73 100% 746 100%
(266) (652) (67) (86) (95) (1226)
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determine what additional condi-
tions might be appropriate in a
given. case, the statute further
suggests that judges take into
account '"the nature and circum-
stances of the offense charged,
the weight of the evidence
against the person, the person's
family ties, the person's employ-
ment, the person's financial
resources, the person's character
and mental condition, the length
of residency in the community,
the person's record of prior
convictions, and the person's
record of appearances at court
proceedings and history of
flight to avoid prosecution."”
(Judicial Council) Unfortunately,
the Judicial Council reports
that most often the necessary
information and preparation for
making such a reasoned determi-
nation is not available by the
first appearance, within 24
hours after arrest.

This points to a potentially
critical problem in the pretrial
release process. If lack of
information delays the eventual
release of many defendants,

then the average length of stay,
and therefore the average daily
population of pretrial detainees
may be unnecessarily inflated.
Since it seems likely that a higher
than average (compared to national
figures) proportion of Alaska
defendants are at some point
released pending trial, the
greatest impact on the average
daily pretrial population can be
achieved not through increasing
the number of persons released
but rather through decreasing
the average length of time which
defendants are detained prior

to release.

In order to accomplish this
reduction in length of time

detained, the information

necessary to determine an individual's
eligibility for pretrial release
must be collected immediately

upon intake into the corrections
facility. Given that probation and
parole staff already perform a

wide variety of assessments for
both the judiciary and the Division
of Corrections, it is logical that
they should also be formally
assigned responsibility for pre-
trial release eligibility assess-
ments. However, the Accreditation
Commission cautions that "provision
should be made for effective use
of personnel on a full- or part-
time basis by using a systems
approach to identify ROR service
objectives and by specifying

job tasks and the range of
personnel necessary to meet the
objectives. Simiiarly, space

and equipment needs should be
determined. Unless adequate
resources are available, a
probation department should not
undertake an ROR program."

Further, the Commission considers
as essential that "Where the agency
operates pretrial intervention
services, it does so with the
cooperation of other criminal
justice authorities," and comments
that:

"Successful development and opera-
tion of pretrial services, such
as release on own recognizance
(ROR) programs, is dependent
upon the cooperation of judges,
attorneys, law enforcement
officials and corrections
officials. They should be
involved in these programs from
initial planning through
implementation."

At present, there is only one
formal pretrial release program

operating in the state, which is J
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located in Anchorage, However,
until quite recently, the impact
of this program on the pretrial
detention population was less than
?ould be hoped for; the recent
institution of a 24-hour magis-—
trate system in Anchorage has,
however, resulted in a signifi-
cant reduction in the pretrial
population. This lends credence
to the suggestion that reducing
the average length of time
detained prior to releage can have
2 most substantial effect on

average daily detention popula-
tions.

With this In mind, an assessment

of the potential impact of speedier
pretrial release of eligible
qefendants has been conducted. The
first step in estimating this
potential impact was to determine
using data from the Moyer ’
Associates survey of all releasees
from 5 state institutions in a
selected two-week period, how many
would have been eligible for release
on recognizance, using a standard—
ized ROR assessment scale, The
scale used has been developed and
refined by the Vera Institute of
New York, and is used by many
jurisdictions across the country

to assess arrestees' stability in
the community (and thus the likeli-
hood that they would appear for
trial If released from detention,)
The scale ig reproduced on the
following page.

All cf this information was
available for 1084 of the total
sample of 1226 releasees stateéwide
(or 88 percent). Of these releasees
73 percent passed the Vera require- ’
ments, Adding the requirement that
the eligible defendant cannot be
Fharged with zn assaultive felony
lowers the percentage eligible for
pretrlal relcase using these

criteria to 66 percent statewide.
The table (on the following page
of text) summarizes the percent-
ages of eligibles in each of the
five surveyed facilities.*

Thus, the percentage passing the
Vera eligibility criteria alone
is relatively constant across the
State, with the exception of
Ridgeview. The reduction in total
N observed across the two analyses
is due to lack of data for a few
defendants on the type of offense
with which they were charged.

Knowledge simply of the numbers
of persons eligible for pretrial
release using these criteria is
not sufficient to provide an
estimate of the degree to which
their average length of stay
could be reduced. Data from the
survey therefore was used to
calculate:

1. The actual number of person-
days spent pretrial by all those
releasees who qualified for ROR
according to the Vera Scale.*%

2. The number of person-days
these individuals would have
spent had they all been
released on recognizance in an
average of four hours after
?ooking. This assumed average
18 not extraordinarily short
given that even now, 48 percent

*% Nearly all persons in the sample
sPent some time in pretrial deten-
tlon, even those who also served
time as sentenced inmates prior to
their release. Thus, the pretrial
days spent includes all releasees
(not just those released in pre-
trial status).

S
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VERA SCALE
| o Requirements Points
: g 1. Defendant must reside in the county/
region under consideration. 1
2. Defendant has lived at his current address
2 1/2 years or more. 1
or
~ 3. Defendant lives with parent(s) or spouse. 1
w or
=
4. Defendant is employed, in school or in a
training program on a full-time basis. 1
5. Defendant has a phone in his residence. 1
or
= 6. Defendant expected someone at the arraignment
g (not complainant or attorney). 1
M or
7. Defendant has no felony convictions. 1
TOTAL:

Scoring Procedures

Step A: The defendant must satisfy Requirement 1.

Step B: If the defendant is not a resident of the county/region under
consideration he automatically "fails" the test. TIf the defen-
dant does satisfy Requirement 1, he/she is then required to
satisfy at least one of the requirements in Box 2; i.e., he/she
must satisfy (in addition to Requirement 1), Requirement 2, or
Requirement 3 or Requirement 4.

Step C: If the defendant does not satisfy any of the requirements in
Box 2, he is disqualified.

Step D: If the defendant satisfies only one of the requirements in
Box 2, then he must satisfy at least onc¢ of the requirement s
in Box 3 in order to qualify.

Step E: If the defendant satisfies 2 or more requircements in Box 2,
(in addition to Requirement 1}, he automatically “passes"
and there is no need to proceed to Box 3.

Step F: If the deflendant satisfies Requirement 1, and one of the require-
. ments in Box 2, but none of those in Box 3, he is disqualifiecd.

_J
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%  Percentages of Eligiblés
in each of the
Five Surveyed Facilities

Percent
Passing
Total i::ZEEZ Vera and not
Number of Vera Total Charged with
Releasees Criteria _ Numbers Assaultive felony
Fairbanks 153 71% 148 . 68%
Anchorage Annex 644 75% 636 68%
Ketchikan v 58 78% 52 677%
Juneau 78 76% 60 » 527
Ridgeview 92 58% 83 51%
1025 979 '
*% Percentage Decrease in ADP

Resulting from Increased ROR (Speedier pretrial release)

Vera and
Institution” Vera Only No assaultive felony
Fairbanks 227 227
Anchorage Annex 75% 54%
Ketchikan 36% 33%
Juneau 8% 67%
Ridgeview 11% 9%
Statewide total 27% 18%

(for these facilities only, which represent about 547 of the
total statewide ADP)
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of all those in the sample
who were released prior to
trial were released in 8 hours
or less (75 percent were
released within 24 hours.)
With the institution of forma-
lized and prompt pretrial
release assessments by
community corrections staff
and, at least in the urban
areas, 24-hour magistrate
availability, this 4-hour
average stay prior to release
is likely to be readily
attainable.

The difference between these two
figures is thus the number of
person-days that would have been
saved had this ROR policy been in
effect. This number of person-
days saved can then be translated
into a reduction in the average
pretrial stay and thus in the
average daily imnmate population
(ADP) which would have occurred had
the ROR policy been implemented.
The percentage decreases in ADP
which could have been achieved in
each facility and across the state
using the two different release
eligibility criteria are
summarized on the previous page.**

Although the impact varies across
institutions, due primarily to
variations in the actual number of
days spent pretrial by those
passing the two criteria, the
overiall statewidc impact of
speedier pretrial release is
potentially quitc significant.
This is especially true if even a
few inmates who now spend many days
in pretrial detention are released
in an average of four hours after
booking.

Since the five facilities surveyed
currently house only about 54

percent of the total statewide
average daily prisoner population,*
the impact of ROR on this total
population would be diluted to
about a 15 percent ADP decrease
using the Vera criterion only, or
about a 10 percent ADP decrease
using the Vera plus no assaultive
felony criteria (see section on
factors affecting corrections
populations for a more precise
estimate of impact on both the
projected year 2000 ADP .and on
the current ADP.)

This method of estimating the
effect of ROR on inmate populations
does not take into account one
factor which may mitigate its
impact. Offenders who are

detained pretrial, then convicted
and sentenced to a term of imprison-
ment receive credit for the time
they served pretrial. Thus, if
arrestees serve less time pretrial,
it is possible that those sentenced
to incarceration would be
incarcerated longer in sentenced
status than they would have been

if detained prior to sentencing.
This might offset some of the
reduction in total average length
of stay to be attained through
speedier ROR. The degree to which
this offsetting would occur is
impossible to quantify., It is
important to note however that

the impact of an ROR program

which requires that an arrestee
pass Lhe Vera scale and nol bhe
charged with an assaultive felony
in order to be released is less
likely to be affected by this

*# Eagle River, Palmer, Third Avenue
and federally housed inmates would
not be affected by ROR, since they
house only sentenced inmates. No
data is available on Nome, since a
two-week sample was considered an
insufficicent sample for a facility
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pretrial detention time credit
factor since persons released

using these two criteria are less
likely to be sentenced to imprison-
ment if convicted or conversely,
assaultive felons are more likely
than others to receive prison

sentences.) In estimating facility

capacity needs under the wvarious
policy optiouns, only the ROR
option using the dual criteria is
considered (see later section on
facility recommendations). It

is presumed to be an accurate
estimate, although it may well
represent the maximum impact
which could be attained with

a totally effective ROR program.

Because construction and
operation of facilities to house
pretrial detainees is so much more
expensive than the salaries of
community corrections staff who
would operate the pretrial
release screening services to
reduce the needed capacity of
these facilities, the implemen-—
tation of -such a program in
Anchorage, Fairbanks, Juneau
and Ketchikan certainly seems
justifiable. Further legis-
lation prescribing a uniform
policy and procedure will be
necessary to initiate such a
program. Particularly needed
is a uniform method of screen-
ing and investigating persons
awaiting trial as to their
suitability for pretrial
‘release, and provision for

the supervision of any

persons granted pretrial
release who are decemed to
require 1t. Beyond authori-
zing community corrections
staff{ to undertake this added
responsibility, adequate

funds to obtain nceded staff
must also be appropriated.
Staff meeds for community

discussed in more detail later in

this section.

Transitional or Prerelease Programs

Inclusion of responsibility for
reintegrative programs of the
Division among the functions to
be performed by community services
staff grows out of the logical
programmatic association between
furloughs, prerelease programs and
facilities, and parole. The ACA
Accreditation Commission points
out that:

" Probation and parole are
community-oriented and community-
centered. The agency should be
a catalyst, mobilizer, and
developer of community resources,
so that offenders can benefit
from a wide variety of these
resources. Field officers should
serve as community organizers
in addition to their more
traditional roles. The agency
should include such activities
in the assignment of designated
field staff, and invest both
money and top management effort
to broaden the scope of community
services for offenders."

{ln another standard, the Commission
adds that "where they exist,
community residential centers
should be available to parole staff
for prerelease programs and to
parolcees for crisis situations,™
commenting:

"Many newly released offenders ned
a place to live. TFor some, the
small, privately-operated commu-
nity residéntial center is
extremely helpful. This type of
transitional residence offers
privacy with some structure and
guidance, but without state

({hT ,\\‘> corrections services are
¥y

authority. Where such facilitiesA")

with such a low volume of releas? (r

DY
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can be obtained on a contract
basis, the agency budget should
provide funds to purchase such
services."

Further emphasizing the need for
a continuum of transitional
programs for inmates, the Commis-
sion states that: '

""Sudden and direct release to the
community after many years in a
closed or maximum security
institution can produce psycholo-
gical shock in a releasee and
may be a factor in a releasee’s
inability to adjust on parole.

A few months in a minimum or
open institution can help ease
the transition to parole and
should be arranged if possible.
Other partial release programs
include work and study release
and trial visits to family and
community prior to parole.
Another type of program that
can achieve the same objective
is extension of visiting privi-
leges at the institution for
the last few months prior to
release. Such programs gradually
reacquaint inmates with the
issues, pressures and emotions
they will encounter once
paroled."

At present, no inmates in Alaska
are placed on work or study release
as a transition from incarceration
to parole; some are housed in the
relatively open atmosphere of
Eagle River or Palmer immediately
prior to release. Very few, if
any, inmates are presently granted
furloughs for any purpose,
particularly for family visits

or job-seeking prior to release.
This lack of transitional
programming is primarily an
outgrowth of negative experien-
ces of the recent past which
caused a public and official

outcry against the then-
operating prerelease and minimum
security programs.

Because a gradual reintepgration of

~dinmates into the community is the
most likely method of both ’
ensuring public safety and increas-
ing the likelihood of the inmates'
successful reformation, the
Division of Corrections must
increase its efforts to develop
viable prerelease alternatives.

To accomplish this, the Division
must develop an accurate method of
screening inmates to determine
eligibility for prerelease programs,
and it must have sufficient properly
trained staff to operate the
programs (and adequate funds to
contract with other agencies or
private groups as well).

Although probation and parole staff
are not presently responsible for
the supervision of inmates fur-
loughed from institutions for less
than 30 days, the regional or
district office must bée notified by
the institution prior to such
releases as to their purpose and
duration; the supervising offices
nearest the locations to which the
inmates are released provide services
to them only if requested by these
inmates.

Similarly, notification must take
place for inmates furloughed for
more than 30 days, but in these
cases the releasees are to be super-
vised and assisted by the nearest
field office. The field office
also is required to furnish
periodic progress reports to the
relasing institution, which

retains the official file and

also retains jurisdiction and the
responsibility to return the

inmate if necessary. Regional
Administrators are given discretion
to develop implementing procedures
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with the institutions in their
regions.

Currently, furloughs are rarely
granted, and the procedure does
not now involve a significant
burden on the probation and
parole staff's time.Possibly a
further involvement of probation
and parole personnel in community
investigations prior to furlough
decisions, and in the supervision
of all persons in furlough, would
bring about a higher degree of
security and therefore an
expansion of the program, - thus
providing additional flexibility
in meeting the needs of offenders.

In order to estimate the number

of inmates who might presently be
eligible for transitional or
prerelease programming, data

from the Moyer Associates survey
of the sentenced inmate population
was utilized to develop a simpli-

fied custody classification scheme.

This scheme is.explained in
greater detail in the sentenced
inmate profile section, but in

.-brief, the three factors used to

assess inmates' prerelease (''work
release') eligibility are:

1. Offense type: whether a mis-
demeanor, a non-assaultive
felony, or an assaultive
felony.

2. Time factor: the length of time
already served, and/or
proximity to release date
or parole grant. For purposes
of this analysis, it was
assumed that any inmate
within three months of
release or parole should be
considered for work release
eligibility. If a four or even
a six-menth program were used,
then the impact would be even
greater than here estimated.

3. Risk factor: using standard-
ized scales to assess both
assaultive risk and parole
success probabilities.

Using these factors, the total
statewide sentenced inmate popula-
tion was found to be 33 percent
maximum security, 32 percent
medium security, 17 percent
minimum security, and 18 percent
work release eligible (pre-
release status). This proportion
was found to be relatively constant
across the state.

If it is presumed that most or all
of the approximately 100 persons
in this prerelease status (at
present immate population levels)
would be either furloughed or
placed in a non-secure setting
removed from the major correctional
institutions (e.g., halfway houses
for work/study releasees) then the
capacity requirements for secure
correctional institutions would

be decreased due to removing
inmates from the institutions.
Applying the 18 percent reduction
in sentenced inmate ADP to the
total inmate ADP means that a 12
to 14 percent reduction in the
total ADP could occur as a result
of implementing a full-fledged
prerelease program (assuming
sentenced inmates now comprise two
thirds to three quarters of the
total ADP).

Assuming that these prerelease-
eligible inmates are-'distributed
across the ten defined service
areas just as is the larger
sentenced inmate population, the
following approximate average
daily numbers of inmates would
require prerelease programming
in each region (at the current
overall sentenced ADP level):

Y,
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Anchorage 45
Fairbanks 24
Ketchikan 8
Juneau 6
Kodiak 4
Kenai 3
Bethel 3
Nome 3
Kotzebue 2
Barrow 2

00

Clearly, the major increase in
community service workloads due
to adding prerelease programming
functions would occur in the
Anchorage and Fairbanks area.

Development of work release pro-
grams for offenders sentenced
directly to such alternatives
should be very carefully consi-
dered.

Partial residency programs are
not significantly less expensive
to operate than are corrections
institutions, due to the higher
staff-to-resident ratios which
usually prevail in the former.
Therefore, in the interest of

should not be used for persons
who are now successfully placed
on probation; butmther should

be used anly as an alternative to

cost-effectiveness, halfway houses

total incarceration for those who

would otherwise be imprisoned.
It is very tempting, especially
for relatively new programs, to
select those most likely to
succeed and thus to guarantee
the longevity of the program.
Howevoer, these intensive programs
should ideally be used for those
most in need of their special
services, who are usually not
the "cream of the crop.'" For
this reasen, it is suggested
that the Division of Correc-
tions' community services staff
focus its efforts on developing

prerelease, transitional programs
for inmates. Gradual expansion
into providing work release place-
ments for less serious offenders
sentenced directly to that alterna-
tive should occur only when it is
apparent that such a move would be
cost—effective; it should mever be
used in place of probation for
those individuals who can safely
and successfully be supervised in
the community.

STAFFING ISSUES

The report of the Alaska Statewide
Conference on Incarceration and
Re-entry Alternatives, sponsored

by the National Alliance of Business-
men and the Coalition on Corrections
on January 19-21, 1978, states:

"All participants agreed that
there was not sufficient emphasis
being placed on the programming
and staffing of community
corrections programs. A great
majority of the funding goes
for the operation of institu-
tions rather than community
programming including probation
and parole. It is well estab-
lished that there are many more
offenders involved in diversionary
programs and on probation and
parole than serving time in
correctional institutioms."

Given that the Division of
Corrections wishes to focus
increased effort and attention upon
community corrections servicces, as
discussed in this section, the
Division must be provided with
adequate levels of staff and funding
so as to ensure the effective

operat ion of community corrections
programs.

Beyond these fundamental resource

requirements, there are at least A"/
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two actions which the Division
itself can take to facilitate
expansion and improvement of its
community corrections services.
Revision of personnel training
requirements for community services
staff and revamping their career
ladder structure are actiomns
discussed previously in the staff
services section. Consistency and
quality of service delivery
across the state can also be
enhianced through development

of a more comprehensive policy
and procedures manual for
community corrections in Alaska.
Revision of the existing manual
will become increasingly
necessary as the scope of services
performed by community correc-
tions staff broadens to include
pretrial and transitional/
prerelease programs, and when the
revised Criminal Code takes
effect.

The Division of Corrections'
manual for the guidance of proba-
tion and field staff complies
generally with the Accredditatdion
Commission recommendation that
"the agency administrator is
responsible for developing and
maintaining an administrative
manual, which includes the
policies, procedures, rules and
regulations of the agency and is
available to all staff.'" The
Commission discussion elaborates:

"The agency should have a single
source for its established
policies and procedures, which
is available to all personnel
to ensure consistency in
organizational operations.
Efficient management of resources
and supervision are facilitated
when all personnel understand how
operations are conducted and have

available to them expectations

and definitions of organizational
activities and personmnel behavior.
The manual should be well-organized
and include a statement of purpose,
table of contents, and an open-
ended numbering system."

However, the existing manual gives
only broad policy and operational
directions, stating in its preface:

"It is not possible to cover every
situation, policy procedure or
regulation that may be necessary
or develop within a probation and
parole setting in one manual. A
manual is intended to serve as a
guide and to establish basic
minimum requirements. It will also
serve to provide uniform and
consistent measures for similar
operations throughout the system.
Each regional office will establish
its own rules and regulations and
procedures for carrying out the
policies contained in this manual.
These regulations must be submitted
to the Director for his approval.'

The manual provides extremely broad
discretion and flexibility to

regional and district offices,

which in principle is quite

desirable. However, this has resulted
in significant differences in
operational practices. To achieve

the objective of a relative measure

of statewide consistency, it would
appear that the manual could be
somewhst more detailed and informative
without encroaching in any

significant way on the Regional
Administrators' or District Super-
visors' ability to carry out their
respective responsibilities.

In fact, it would perhaps be of
considerable help to them.

The Commission also recommends that

"The administrative manual be
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reviewed annually and updated as
procedures change,' with the
comment:

"The administrative manual should
be current. All revisions should
include the date the change
became effective."

The Division is in substantial
compliance with this standaxd.
However, in view of the extremely
limited community corrections
staff in the central office, it is
understandably difficult to ensure
that all material in the manual

is up-to-date. As will be
recommended elsewhere in this
plan, this staff should be
increased to allow for a full
capability to develop a more
comprehensive manual and to
maintain its current applicability.

Another incentive to increase the
size of central office staff,
either within community services
or in the technical services
unit, is the need to identify

the collective service needs of
its clients, as recommended by
the ACA Accreditation Commission.

"Although the service needs of
individual offenders are
important, the agency has a
responsibility to assess
periodically the collective
needs of all its offenders to
ensure that it is maximizing
the delivery of services.

The agency should concentrate
on developing those community
resources that will be of
value to many offenders.

Determination of collective
needs will emerge from a
carcful screening of case
files and discussions with
staff, of fender« and community
agencies."

~

The Commission suggests that
this should ocrur at least
biennially; thils is a wital part
of sound management practice and
continuing planning for the
future.

Space Requirements

Adequate office space has been
provided to nearly all probation
and parole staff, with the
possible exception of those in
the Anchorapge area. In fact, in
several instances the space
provided is exceptionally high
in quality.

The Accreditation Commission
recommends that "field facilities
be located in areas conveniently
accessible to offenders' places of
residence and employment, and

to transportation networks and
other community agencies,' and
notes:

"Maximum interactionm with the
community is vital to the success
of field supervision programs.
The strategic location and
apprapriate design of facilities
maximize staff performance and
service delivery."

It also recommends that "a space
management program to ensure
adequate facilities for all agency
operations be reviewed continually,
and requests to meet these require-
ments be made to the parent
governmental agency,'" with the
comment :

"Space management programs should
provide for sufficient space and
the c¢fficicent use of space. ' The
design of the facility should be
attractive te offenders and their
families. The facility should

J
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have attractive, clean, well-
lighted, and acoustically sound
offices and related accommoda-
tions, appropriate locations,
and adequate maintenance.
Continuous review of the gpace
program takes into account
client population shifts,
changing property values,
changes in public transportation,
etc., and will facilitate
planning for an optimum arrange-
ment of space to serve the needs
of offenders, their families

and agency employees."

The Division is in compliance with
the recommendations to the extent
possible under the varying
circumstances affecting the field
offices.

It has been suggested that
"community corrections centers',
which would include in one complex
the various facilities required for
all correctional purposes-—-proba-
tion and parole staff offices,
secure confinement of offenders
and even halfway house sectors——
should be established in Alaska.
For smaller communities in
particular, this is a

promising proposal. Especially
where new institutional
construction seemg indicated
(e.g., Ketchikan, Bethel, and
Barrow), this option may prove

to be quite cost-effective.
However, where c¢xisting corrce-
tional facilities will continue
to be used for the dindefinite
future, implementing this
proposal would be more difficult,
and perhaps not c¢ven desirable
due to the relatively remote
locations of these facilities.

In Anchorage, where new
corrections construction is a
high priority, the community
corrections center concept may

~

not be appropriate, due to the
relatively large scale of the
secure confinement capacity require-
ment. In such a setting, the
purposes of community corrections
can probably be better served by
separate space provision for
probation and parole offices and
for work release/halfway house
programs. I1f, as suggested later
in the facility recommendations,
the Annex is converted to use as
a prerelease facility, then
congideration could be given to
housing Anchorage adult community
services staff in that facility.

The Division will need to take
into account the number of
offenders requiring prerelease
housing in each region in order
to determine the appropriate
method of providing such housing.
In rural areas, where only a few
offenders would be in such a
status at any one time, provision
of space in a multipurpose commu-
nity corrections center would he
most efficient. In more urban
areas, where substantial capacity
needs can be demonstrated,
development of either contractual
arrangements with private vendors
or Division-gperated halfway
house capacity separate from
secure institutions will be
necessary.

Staffing Requirements

Throughout this analysis, the need
for increased numbers of staff at
all levels of community services'
operations has been stressed.
At the central office, there is

a need far staff who can focus on
several tasks which must be under-
taken:

J
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1.

Revision of the policy and
procedures manual to reflect
changes in practice and
statutes, and to provide more
detailed written guidelines
which can help to ensure
greater statewide consistency
in service delivery.

Conducting collective needs
assessments for all community
corrections clients on a regular
basis, and developing programs
and plans to meet these needs.

Routinely evaluating all pro-
grams in terms of their
objectives and outcomes,
identifying areas where
priorities and programs require
revision, and maintaining the
highest possible levels of
cost~effectiveness in service
delivery.

The latter two functions can Le
performed by planning, research and
data systems staff within the
central Technical Services compo-
nent of the Division. However,
there are not at present a suffi-
cient number of such staff to
permit a focusing on community
services issues; there should

be at least one researcher-
planner-data analyst who is
assigned to work full-time on
community services problems.

This will become even more
esgsential as the scope of
community corrections services

is widened.

Revision ol the policy and
procedures manual will require
close coordination with all

other components of the Divisicn,
as well as continuing consul-
tation with the judiciary, the
Parole Board, the legislature,
law enforcement agencies, and the
DHSS. Although the

Administrator of Community
Services, as well as the Regional
Coordinators, should be centrally

;involved in this process, it may

be necessary to assign an
administrative assistant full-time
responsibility for this task until
it is completed. After major
revisions have been accomplished,
the continuing updating of the
manual can be achieved without
such suecial assistance.

The plan proposes no change in the
number of regions or districts,

so there is no suggested increase
in the number of 'middle managers."
The greatest increase in staff
requirements will occur at the
line level. Since 1970, the
probation/parole supervision case-
load has grown from approximately
1200 (average monthly) to the

1978 level of about 1640, a 36
percent increase. Though this

is not. as dramatic as the
approximately 60 percent increase
in the adult prison population,

it does reflect a growing
supervision workload. The accom~
panyiag bar chart, adapted from
the FY 1977 statistical report

for probation and parole, illus-
trates this growth. It is
interesting to note that since

1975, the size of the active caseload

has remained relatively stable;
this coincides with the shift in
emphasis from community programs
to institutional security and
public protection concerns.

With the proposed separalbion of
youth corrections services. from
adult probation and parole, Lhe
number of line staff remaining
with adult community services will
of course be decreased from the
current staffing level for proba-
tion and parole. Based on a

June 23, 1977 concept paper
discussing the transfer of
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juvenile services, it appears

that adult community services would
retain about 27 full-time proba-
tion officer positions (including
only P.0.'s II and III). Several
of these individuals (as many as
14, allowing for two supervisors
in Anchorage and Fairbanks,and one
in all other district offices)
have at least part-time adminis~
trative as well as report-writing
and caseload supervision
responsibilities, so that not all
would be available to carry a full
65~unit workload of assessments
and supervision.

Given that this staff is suffi-
ciently large to accommodate the
present workload, there are
several proposed changes in .
service delivery which will requir
an increase in the number of line
staff. These include:

1. The implementation of a client
classification system, and
revision of the work unit
welghting system to provide for
differing levels of supervisiom.

2. Providing pretrial release
eligibility assessments,
and supervision of selected
releasees.

3. Implementing prerelease programs,
inecluding supervision of all

—‘\\

inmates on furlough and halfway
house/work release placement of
selected prerelecasees.

4., Changes in sentencing practices
which could place more persons
on probation, and require
restitution or community
service of them.

The impact of the proposed
classification system is discussed
in detail in a previous section.

In summary, although the system
suggests it would be possible to
successfully terminate up to omne—
fourth of the current adult case-
load, differential supervision of
the remaining clients could require
up to 5 more officers to accommodate
the increased workload.

The impact of providing pretrial
assessments and supervision on

the workload must be estimated
based on: 1) the number of
assessments to be done in an
average month, and 2) the average
monthly number of precrial releasees
requiring supervision. If it is
assumed that pretrial release
assessments will be dome for about
75 percent of all adult admissions
(since some will probably still
prefer to post money bail rather
than submitting to an ROR interview),
then, using 1977 statewide average
monthly admissions figures, ‘an
estimated 910 dinterviews would
have been conducted in an average
month. To estimate the average
monthly caseload of pretrial
releasees requiring supervision,
one can assume that tonservatively,
about 75 percent of those inter-
viewed will be released (see
previous pretrial release section
for supporting data), and that
only about 15 percent of these
releasees will require super—




vision to ensure their appearance
at trial. Assuming an average
length of stay on supervision
(prior to trial) of 60 days for
these releasees, an average monthly
caseload of about 200 persouns
requiring pretrial supervision
would have been generated at 1977
“admissions levels. Of course, if
the average time prior to trial is full-time professional staff
lengthened or reduced, this case- required to implement an ROR

load would grow or shrink accordingly. program statewide to as few as

five (if nearly all assessments

In terms of level of effort required  were done by paraprofessionals or
to conduct pretrial release assess- volunteers). These five staff
ments and to supervise selected would be needed to supervise
releasees, it seems appropriate those releasees requiring it, and
to assign .75 work unit to each to monitor the paraprofessionalsand
assessment and 1 unit to each volunteers.

supervised case. This implies,
using the 65-unit-per-month
workload guideline, that one staff
person could conduct about 86
assessments in a month, or about

4 per working day; or, if assigned
full-time to pretrial supervision,
one staff member could supervise

a caseload of 65 releasees.

This translates into a staff require-
ment of about 14 persons, presuming
the 65-unit workload guideline (and
using the 1977 admissions levels).

It is important to note that ROR
eligibility assessments can be
performed by paraprofessionals,

or even by trained volunteers,

which would reduce the numbexr of

To implement prerelease programming
for an average statewide monthly
population of 100 persons (at
current prison population levels),
an increase in staff size will also
be mecessary. Because o. their
transitional status, supervision
of prereleasees, whether on
furlough or in a work/study release
program, should be intensive.
Therefore, a work unit weight of
3.5 should be assigned to each
prerelease case. This generates

an additional 350-unit workload,
which implies a need for
approximately 5 more staff members.
All together, the increases in line
staff entailed by these new programs
would be:

Therefore, based on our ROR
eligibility estimates, the increase
in statewide workload due to
implementing pretrial release
services would be: (see below*)

(see mnext page)

% Number of Cases/Assesgsments X Work Units = Workload
910 assessments/month .75 682.5
200 supervised cases 1 200
(average monthly population) 882.5
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Program

Proposed client classification
and differential supervision
Pretrial assessment & supervisi

Prerelease programs

Thus, to fully and immediately implement all of these efforts, the
adult probation and parole line staff size might have to be nearly
doubled, or at least increased by 55 percent (from 27 to 42).

The potential for increases in the
probation caseload due to changes
in sentencing practices is less
readily calculable than are all of
the changes discussed above.
Although an examination of the
sentenced inmate population reveals
that 21 percent of the total
sentenced average daily popula-
tion are first offender misde-
meanants or non-assaultive felons,
the impact of placing even half

of these persons on probation

as an alternative to imprisonment
cannot be estimated independent

of the impact of implementing
prerelease programs, since there
is probably some overlap in the
population selected for pre-
release and that considered
eligible for alternative
sentencing.

Therefore, although more extensive
use of restitution and community
service as adjuncts to probatiomns,
and the availability of intensive
supervision services, may induce
the judiciary to sentence more
"borderline" cases to probation
rather than incarceration, the
precise caseload increase resulting
from this is not possible to
estimate. If workload does
increase due to greater use of
probation as an alternative to
prison, then the requirement

on

for from 15 to 24 additional staff
to implement the other changes
will be only a minimum estimate of
staff needs.

Even adding 15 new staff is a

very sizeable increase, and cannot
be accomplished immediately; the
program changes entailing such

an increase will beachieved
gradually, in any event. However,
the benefits of reduced institutional
populations and increased public
protection which can be achieved
through implementing these programs
far outweigh the staff salary

costs of implementation.

There are several possible means
of implementing the suggested

programs within the constraints
of budget and staff limitations:

1. The Division could choose to

)

Additional Professional
Staff Needed '

5
14 (5 with paraprofessionals
5 and/or volunteers)

24 .

focus, on a priority basis, on
developing each of the suggested
programs requiring additional
staff in sequence. Interms of
feasibility, it would appear
that implementing client
classification and differential
supervigion should be the top
priority, followed by enactment
of full-scale prerelease
programming. Because it will
require both legislative and
judicial actions as well as

S
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substantial additional
community corrections staff
(including paraprofessionals
and trained volunteers), pre-
trial assessment and super-
vision programming may be the
least immediately feasible
addition to the scope of
services.

2. The Division could implement

one or more of the suggested
programs on a ''pilot" basis,
choosing one or two areas of
the state in which to test the
feasibility and utility of the
program(s). Thus, for example,
pretrial release programming
could be implemented only in
the Anchorage area inicially,
which would require fewer
additional staff but which also
will generate the largest
gsingle impact on facility
capacity needs of all areas
in the state. Prerelease
programs, especially halfway
house residency, can also be
developed on a gradual basis;
in fact, to ensure their
acceptance by the public,

a gradual implementation will
be essential.

3. The Division could more fully
explore the use of para-
professionals and volunteers to
deliver services which are
necessary to these pirograms.
Pretrial assessments, in parti-
cular, can be facilitated
through extensive use of
such personnel, thus reducing
the number of additional
professional staff necessary
to implement pretrial release
programs.

In summary, there must always be
some compromise between ideal goals

of service delivery and realistic
limitations of resources. However,
the reductions in the incarcerated
population (and thus in the
capacity required to be provided
in facilities) to be attained
through even partial or gradual
implementation of expanded
community service programs are
substantial encugh to Jjustify
addition of meeded staff and

funds for providing and contracting
for services. The long-run
cost~benefits of maximal use of
alternatives to incarceration,
particularly in Alaska where new
construction can potentially be
minimized or avoided, are
undeniable.
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SUMMARY OF RECOMMENDATIONS

As has been previously noted, the
regionalization of probation and
parole field services in Alaska is
dictated by the great geographical
areas involved, which make
communication and travel difficult.
The size of the workload itself,
which is relatively small, is not
a primary factor. Under the
present system, only very broad
policy and procedural directives
are issued to the field, and
detailed implementation and
further elaboration of policy

and procedure are left to the
regional and district supervisors.
This system results in a great
deal of variation in practice

and actual operation, which does
not bring about the degree of
consistency and equity that should
be characteristic of the criminal
justice process. The central
office is not sufficiently staffed
to provide a range of supporting
services to the field, and the
regions themselves are not
sufficiently large, in terms

of either caseloads or personnel
complements, to warrant the
separate establishment of
supporting service units.

Client classification and
differential supervision are

not presently utilized by proba-
tion/parole to allocate staff
resources. The Division does

not have an active prerelease
program for sentenced immates,

nor does it provide pretrial
release assessment and

supervision services on a
formalized basis. All of the
recommendations here summarized
are directed at enhancing the
capability of the Division to
deliver a broad range of

community corrections services.

~

The community services and
technical services staff of the
central office should bhe increased
to give it a capability for:

a.

Developing and keeping up-to-
date a more comprehensive
manual of policy and procedure,
and a manual of detailed
instructions for the prepara-
tion of all types of reports
for which field staff is
responsible.

Making annual audits of field
office to assess compliance
with the provisions of these
manuals (the Regional Adminis-
trators should still perform
quarterly audits),

Undertaking more active liaison
with the courts, law enforce-
ment agencies, and others in the
development of interagency
agreements affording statewide
consistency and uniformity in
the basic procedures affecting
community corrections clients,
and

Taking a more direct role in
the planning and operation of
training and staff development
programs for community services
personnel, and

- Making collective needs assess—

ments of all clients and develop-
ing and evaluating programs to
meet those needs.

The central office should enter
into negotiations with the courts
leading toward a uniform statewide
policy and procedure with respect
to restitution orders, collections,
presentence reports, early
terminations, violations or proba-
tion, and arrests, searches and

/
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seizures. The recommendations

of the Accreditation Commission
provide considerable guidance in
this respect and are worthy of
consideration. The policy and
procedure uitimately adopted
should be set forth fully in the
probation and parole manual, and
enforced through the above recommen-
ded ‘audits and inspections. Also,
the Division of Correctiomns, in
conjunction with the court system,
should further explore means of
adopting a community service
order concept, particularly in
connection with fines and/or
probation, as a method of mini-
mizing sentences of incarceration
and yet imposing requirements
that go beyond the usual condi-
tions of probation. The New
Start Center operation in Anchorage
has been subjected to a cost-
benefit analysis, and funds

have been requested both for its
expansion and for the establish-
ment of a similar program in
Fairbanks.

The present marked differences
among probation and parole staff
in their perceptions of their
role should be resolved through
an affirmative statement in the
probation and parole manual,
through the personnel develop-
ment program (which is addressed
more fully in another section),
and through the management
training of Division executives.
Because of differences in
individual personalities, there
will always be some wariance
among community corrections
personnel as to how they
perceive their role, but
substantial improvement can be
achieved, particularly through
the management mode and the
kinds of individuals who are

selected for advancement. The
priority of supervision over
reporting functions should be
asserted; revision of the workload
weighting system should assist in
this matter (see following
recommendation).

The classification of persons ~
under supervision should be
uniformly performed, and

reflected in written and formal
case plans for differential
supervision developed by staff
immediately following the
assignment of cases (subject to
approval by their supervisors).
The procedure should be detailed
in the manual of policies and
procedures, and enforced by the
quarterly regional office audits
and the annual central office
audit. 'The workload weighting
system should be revised to
reflect the differing levels of
staff effort required to supervise
each type of client.

A formal 24~hour on-call procedure,
to enable clients to get in touch
with staff at night and on weekends,
should be included in the manual,
and implemented in the field. The

probation and parole manual should s

prohibit probation personnel from
carrying weapons, as a practice
contrary to the basic purposes

of field supervision, and the
policy should be strictly enforced.

Central office staff should initiate
discussions with the courts, the
Department of Law, law enforcement
agencies, and public interest

groups ‘to develop a statewide
pretrial release program following

generally the various applicable

standards of the ACA Commission on
Accreditation and reflecting these
components:
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a. A uniform criteria for eligi-
bility,

b. Preliminary screening of all
potential candidates by
community services personnel,
(including paraprofessionals
and/or trained volunteers),
with phone verification of all
information,

c. Pretrial release recommendations
by community services personnel
to the district attorneys and
courts,

d. Supervision by community services
personnel of selected persons
on pretrial release, and

e. Consideration should be given
to a procedure under which
persons charged with relatively
minor offenses and who do not
have a significant criminal
history may have their charges
dropped or suspended following
a period of successful adjust-
ment in the pretrial program.

Any policies and procedures so
developed should be enacted by
statute.

The Division of Corrections should
develop an increased capability fov
the use of furloughs and work
release both to provide valuable
resources in improving the parole
decision-making process and to
enhance the ability of paroled
persons to make the transition

from institutional to community life.
Community services staff should
assume responsibility for operating
these prerelease programs.

The Division of Corrections should
consider, wherever new institutional
construction is required in other

than the two major metropolitan
areas, the development of the
community corrections centers, which
would make provision in the same
institutional complex for
confinement, probation and parole
field offices, prerelease and half-
way house facilities, and related
community programs. Most
immediately, the concept should

be considered for adoption in
Ketchikan and Bethel (Barrow is
currently planning a facility of
this kind).

The Central office should initiate
an active programfor the recruit-
ment of paraprofessional personnel
and volunteers to perform duties
not requiring the specialized
skills of professional field
staff, particularly in connection
with the screening and super-
vision of persons on pretrial
release. (The need for native
aides, on an ad hoc basis, in
outlying areas is discussed fully
in the section on Rural Correc—
tions.) Use of such staff
resources could reduce the number
of additional professional

staff required to implement
recommended programs.

Sufficient numbers of trained
professional staff and adequate
funds for purchase of services
should be allocated to the
community services component of
the Division to enable full use
of all community alternatives

to incarceration. Recommendations
have been made in this section
which, if acted upon, will enable
the Alaska Division of Correc-
tions to develop a highly effec-
tive adult community corrections
component. It is important to
recognize that the Division
cannot accomplish this objective

J
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alone; the close cooperation of
the DHSS, the judiciary, law
enforcement, prosecutors and the
legislature is essential to
implementing the recommendations
here summarized.

A A
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ADULT: INSTITUTIONAL SERVICES.

INTRODUCTION

Even with the renewed emphasis on
community-~bagsad corrections which
is advocated throughout this plan,
institutional corrections will
continue to be a. vital responsibil-
ity of- Alaska's Division of
Corrections. Although propor+
tionately fewer offenders are
inmates of correctional facilities
than. are clients: on probatica,
parole, or. prerelease, correctional
institutions necessarily claim

a larger-share: of the DOC's
resources (both staff and fiscal)
in. order  to operate. In the:
future, Alaska faces the prospect
of replacing or renovating most

of its major state correctional
facilities in order- to house
inmates in.accordance with national
and state program and facility
standards. In view of the
tremendous' costs involved in such
an endeavor;. it. is essential

that Alaska minimize the size of
these institutions consistent

with projected inmatre popula-
tions  throughout the year 2000.

A primary -assumption upon which
this plan's service needs projec—
tions. for Alaska's institutional
corrections system has been based
is that all inmates will be
retained within Alaska's state
correctional institutions. In
other words, it is anticipated
and recommended .that the state
will not contdinuc the current
practice of placing sentenced
inmates with long sentences in
Federal Bureau of Prisons
Facilities. Out-of-state place-
ment of convicted offenders- has
in ‘the past been justified on

the basis of two realities:

1. the per-diem cost of placing
an inmate with the FBP is less
than the cogt of maintaining
that inmate: 11 am Alaskan
institution

NH “"
2. the FBP hasl i
resources tif)
of serious, long-term felons
than do Alaska's correctional
facilities. However, while
it may continue to be true that
the per diem cost of out=of-
state housing is less, one
must question the assumption
that this should be the
overriding factor in a decision
with such far=reaching
consequences for the offenders
involved. In addition, .one
must also question a continued
presumption of the inability
of Alaska's corrections system
to provide adequate services
to long-term sentenced inmates.

Certainly Alaska's Division of
Correctisns can even mow provide
at least one factor that FBP )
placement cannot, and which is
considered by many to be crucial
in inmates' successful reformation,
i.e., proximity to their
communities and families. Out-of-
state placement of sentenced
inmates is thoroughly inconsistent
with the reintegrative and
community~based approach to corriéc—
tions advorated by this'plan. Even
though the FBP may at present
provide very high quality intra-
institutioys} programming. for
Alaska inmates placed with it,

the FBP cannat hope to fully
provide Alaska-specific training

or work opportunities, or
culturally-relevant programs, all
of which are necessary tp prepare
Alaska inmates for return

to their home communities. 'In

B
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addition, separation of offenders
for prolonged pericds from their
families and friends deprives them
of a potentially-vital source of
support in their struggle for
self-improvement. It will become
increasingly impossible for the
state of Alaska to delegate its
constitutional responsibility for
offender reformation tothe FBP,
given that such serious obstacles
to successful reformation are
generated by placing Alaska
inmates cutside of the state.

All of the recommendations of
this plan are intended to point
out areas where improvements

can be made which will enable
Alaska's Division of Corrections
to adequately deal with all
Alaska offenders, including those
now placed in FBP facilities.

Beyond these more philosophical
justifications for returning

~all Alaska inmates to the state,

there is a pragmatic rationale

as well. Coupled with an
increasing reluctance on the part
of the FBP to accommodate Alaska
inmates in facilities already
overcrowded with federal inmates,
there is a growing body of case
law and legal precedent which may
militate against the practice of
out—of-state housing of state
inmates. A recent federal court
decision in the case of Lono v.
Fenton indicated that federal
statutes only permit states to
house their inmates in federal
correctional facilities if required
to provide needed treatment which
cannot be obtained in the state's
own facilities. While it is
questionable whether this inter-
pretation of federal statute will
be upheld by the Suprame Court,
it raises the question once again
as to what can justify the practice

of sending inmates out of state.
Tt is the contention of this plan
that monetary reasons alone should
not be used to justify a practice
which may well be counter-
productive to reformation
objectives.

Additional pressures may be brought
to twoar on the State of Alaska as
the Federal Bureau of Prisons
embarks on a massive program of
construction to relieve over-
crowded conditions. It is not
likely that the FBP will be able

or willing to construct new
facilities with added capacity

for state inmates. This is
particularly significant to Alaska
in view of the fact that it contrib-
utes over half of the total number
of state inmates now hcoused in

FBP facilities.

For all the above reasons, it

is strongly advocated that Alaska
plans to house all state inmates
in its own facilities. This will
be, of necessity, a long-term
goal, since construction of new
housing will be a prerequisite.
However, for purposes of projec-—
ting future facility needs, the
eventual return of all Alaska
inmates to the State is assumed
in this plan.

In order to enable the Division
of Corrections to house those
inmates now placed with the FBP,
several steps must be undertaken.
The most critical is the construc-
tion of .a new -facility flor
sentenced inmates in the Anchorag:.
area. This facility need not be
maximum security, in the
traditional sense in order to
sccommodate long-term- inmates,

but it must provide a range of
program and work opportunities
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which are not now available in
any other Alaska facility (see
prototype section). Return of
these inmates could be phased-in
with a preérelease programming
effort, which would permit their
gradual reintegration into Alaska
. 1life. With careful classification
and intensive programming, a
significant proportion of
federally housed inmates could be
safely returned to Alaska &as they
approach their release or parole
date, and be housed in prerelease
programs where they can be
reoriented to community life and
receive job placement assistance.

ded new sentenced inmate facility
in Anchorage, and replacement or
renovation of other regional
correctional institutions, Alaska
will no longer need to rely on
the FBP to house any of its

state inmates for any portion of
their sentences.

Facilities must be designed not
only to accommodate the projected
number of inmates, but also to
provide for the necessary

security levels as well as program
and work opportunities determined
through classification procedures
to be appropriate for the inmates.
1t is therefore logical to proceed
from an assessment of inmates'
characteristics to a discussion of
rlassification procedures,
orograms for inmates, and prison
industries. This chapter on
institutional services thus

begins with a profile of Alaska's
sentenced inmates, which is
followed by a discussion of inmate
classification issues. Programs
and work for inmates are detailed,
as arv health services. The final
portions of the chapter contain a
discussion of inmate population

After construction of the recommen-—

A

projections, evaluations of existing
Alaska corrections facilities, and
proposals for needed renovation

and new construction. As part of
these institutional recommendatioms,
the issue of coeducational
institutions is addressed, and
methods of determining appropriate
staffing levels for various
facilities are outlined. It is

the goal of this chapter to

provide a comprehensive description
of Alaska's current correctional
institutions, and propose
resolutions of the major programmatis
and physical design questions

raised by the evaluation of

current practice and projections

of future needs.
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ALASKA SENTENCED INMATES

The following is a summary of data
obtained on the entire Alaska
sentenced inmate population
confined in statc and federal
facilities on the survey date,
August 9, 1978. This survey was
one of four conducted by Moyer
Associates and the Division of
Corrections; this one was utilized
to obtain baseline profile informa-
tion on sentenced state inmates.
Results of the other three surveys
are discussed elsewhere.

The first sections describe the
entire sentenced inmate popula-
tion, including both men and

women, and encompassing all Alaska
inmates now housed in federal
prisons. Beyond basic demographic,
criminal history and current
sentence information, the assaul-
tive and property risk levels of
the inmates have been computed
using scales recently developed

by the Michigan Department of
Corrections.* 1In addition,
information concerning the inmates'’
activities during their current
confinement is compiled, and
inmates have been computer
classified into custody levels,
using a system developed by

Moyer Associates (described later).

Later sections describe the charac-
teristics of selected sub~groups

2f Alaskan inmates: those housed

in federal facilities; female
inmates; and inmates who resided

in each of ten gpcographically
defined service nrcas when arrested
for their current offense. Analysi
of the characteristics of each of
these spécinl groups enables a
clearer definition of feasible

S

alternatives for housing the future

sentenced inmate population of
Alaska. Combining this analysis
with prajections of the future
growth trends in the inmate
population yields estimates of
the future capacity required to
house inmates from each locality
within the state.

Demographic Characteristics

0f the 547 total sentenced
offenders incarcerated in Alaska's
state-operated corrections
facilities (including 134 state
offenders incarcerated in federal
institutions) on August 9, 1978,
fully 94 percent were male. One
half of the inmates were Caucasisn,
22 percent were Eskimo, 14

percent were Black, and 9 percent
were American Indian; the remaining
five pcercent were of other ethnic
origins.**% The ethnic background
of female inmates was relatively
similar to that of male inmates,
although there were somewhat

more Caucasian females than males,
proportionately.

The inmate population was
predominantly youthful, with
70 percent being under 30 at the

* For a description of these scales
and their developmerits, please
refer to the appendix.

#% This diverges substantially from
the general population breakdown
of approximately 80 percent Cau-
casian, 15 percent Native Alaskan,
and 3 percent Black.

v
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time of the survey and 74 percent
under 30 when they were sentenced
for their current offense. In
fact, 21 percent were 20 ycars of
age or younger. The largest
number of inmates (34 percent)
were between 21 and 25 years of age
at the tir» of sentencing. Only
22 percent of Alaska's general
population is between the ages of
20 and 29 (with 12 percent
between 20 and 24), so it is
apparent that this age group
contributes by far a higher
proportion of sentenced inmates
than might be expected. Consis-
tent with their relative youth,
62 - < znt of the inmates have
never been married.

More than half of all inmates (53
percent) had obtained at least a
high school diploma or GED
certificate, with about 12 percent
having at least some college.
However, only about 37 percent

of the native Alaskan inmates, as
compared to about 60 percent of both
Black and Caucasian inmates, had
completed at least high school or
the equivalent. Female inmates
were relatively better educated
than male inmates, with 62

percent of females as compared

to 53 percent of males having

at least completed high school.

Most inmates (80 percent) had

no vocational training at the
time of intake; this proportion
was rclatively stnble across
ethnic groups. Of those who
were trained, the majority reported
training either in food service
or mechanics. Only 7 percent

of the female inmates reported
having vocational training;

this represents only 2 out of the
28 women for which this informa-
tion was available.

\

At intake, only 25 percent of
inmates were employed full-time,
with another 6 percent employed
part-time.  About one=fourth of
the inmates were reported as not
in the labor force (unemployed and
not looking for work), with the
remaining 43 percent being unemployed
at the time of intdke. If those
not in the labor force are not
considered, the unemployment rate
zooms to a startling 58 percent.
Among female inmates, more were
reported as having been employed
part-time or full-time (7 percent
and 33 percent respectively); a
correspondingly smaller proportion
of female inmates were unemployed
(33 percent), with about one-
quarter reported as not in the
labor force (similar to the
proportion of male inmates in

this status). Eskimo inmates
exhibited the highest proportion
of unemployment, at 53 percent
with Caucasian and American

Indian inmates next at about

40 percent, and Black inmates
lowest at 35 percent. - Eskimos

and American Indians were more
likely to be reported as not in the
labor force, with about one=~

third of both groups being tallied
in this category. In contrast,
Black and Caucasian inmates were
much more likely to have been
employed full-time (33 and 32
percent, respectively), with

only 20 percent of Indians and 9
per..nl of Eskimos so reported.

IT dnmates not in the labor force
are nol considered, the disparity
in unemployment rates among ethnic
groups increases dramatically.

Of those either employed or seeking
work at intake (the labor force),
fully 77 percent of Eskimos and

61 percent of Indians were
unemployed, with 54 percent of

j
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Caucasians and 47 percent of Blacks
unemployed. GCompared to unemploy-
ment rates in the civilian labor
force of about. 20 percent for
Native Alaskans and about eight
percent of non-Natives, more
inmates than civilians of every
ethnic group were unemployed at
the time of thelr intake to the
corrections system. Though no
cause—-effect conclusions can be
drawn from this, it is apparent
that being unemployed and being
sentenced to a term of
incarceration are highly correlated,
independent of the immates' ethnic
origins. One fxctor which
undoubtedly contributes to this
high presentence unemployment

rate among inmates is their
relative youth in comparison

to the general population;

nearly 60 percent of all

those inmates reported as unemployed
and looking for work were 24 years
of age or younger at the time

of sentencing.

Very few inmates were reported to
be in school either full or
part—-time at intake; only 15
inmates of the 547 inmates in the
total sample were in school at
the time of their intake to the
corrections system. Of these,

8 were reported either as un-
employed (2) or not in the labor
force (6). Thus the high un-
"employment rate among inmates

is certainly not due to

school attendance alone.

Thirty—-one percent of sentenced
inmates were reported to have a
drug abuse problem, i.e., they were
chronic users of any non-
prescribed controlled substance
other than marijuana or alcohol

at the time of their current
offense. This proportion was

\.

similar for male and female
inmates, but varied across

ethnic groups and with age, As
might be expected, a higher
proportion of younger inmates

were reported to have a drug

abuse problem. Also consistent
with expectations, a significantly
larger p2rcentage of Blacks

(42 percent) and Caucasians (37
percent) were reported to have drug
abuse problems, as compared to
Indians (22 percent) and Eskimos
(15 percent).

Alcohol abuse was a problem for a
majority. {53 percent) of inmates.
Among female inmates however, the
problem of alcohol abuse was

less pronounced (only 24 percent
were reported to be chronic
abusers) than among males (45
percent were reported as abusers
of alcohol). Older inmates,
especially those over 41, were much
more likely to be alcohol abusers;
over 60 percent of inmates in this
age group were reported to be
chronic abusers. On the other
hand, a majority of inmates under
21 at the time of sentencing (53
percent) were reported to have no
alcohol abuse problem at the

time of their current offense.
Ethnic origin was strongly
associated with the rate of reported
alcohol abuse; fully 82 percent
of both Eskimos and Indians

were chornic abusers of alcohol,
in contrast to 42 percent of
Caucasians and only 23 percent

of Blacks, Alcohol and drug
abuse do not appear to be
associated in the inmate popula-
tion, since the same proportions
of both drug abusers and non-
drug abusers were reported as
being alcohol abusers.

i;;‘::\.‘:\ ’
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Both alcohol and drug abuse

problems are associated with pre-—
intake unemployment rates, as
illustrated by the following table.* -

Alcohol Abuse Drug Abuse
Yes (277) No (250) Yes (161) No (360)
Employed full-time 20% 32% 19% 297
Employed part—time 67% 47 47 6%
Unemployed 467 417 51% 397
Not in labor force _28% 237 26% 267%
100% 100% 100% 100%

* In this and all subsequent tables,

the numbers in parentheses

represent the total number of inmates for which data was
available concerning the variables being discussed.

. &
As might be expected, alcohnl and drug abusers were more likely
to be unemployed and less likely to be employed full-time than

non-abusers.

Criminal History

Nearly 85 percent of the inmates
had been arrested at least once
prior to being arrested for the
current offense, and 15 percent
of them were first arrested under
the age of 15. Over half of the
inmates had been arrested on
another charge less than one year
prior to their arrest for their
current offense. These propor-
tions are relatively similar across
ethnic groups; however, only 73
percent of female inmates had
been arrested prior to their
current offense.

About one-third of all inmates
had no prior misdemeanor convic-
tions, and nearly one-half had

no prior felony convictions. Over
one-half of the inmates had two

or more prior misdemeanor
convictions while only 36

percent had two or more prior
felony convictions. One-fifth
of all the sentenced inmates had
no prior convictions of any type.
A higher proportion of female
inmates had no prior convictions;
43 percent had no prior misdemeanor
convictions and 70 percent had no
prior felony convictions. In
fact, 93 percent of the females
had two or fewer prior felony
convictions.

The pattern of prior convictions
(varied) among the major ethnic
groups. In genera., Native
Alaskans were slightly more
likely than non-Natives to have
had two or more prior misdemeanor

_/
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convictions; 56 percent of both
Indian and Eskimo inmates were

in this category, while only about
47 percent of Blacks and Caucasians
were multiple misdemeanor offenders.
The prior felony conviction pattern
was reversed, with about 40

percent of Blacks and Caucasians
having 2 or more prior felony
convictions, and only about 30
percent of Eskimos and Indians
with such an extensive prior

felony record.

Nearly 35 percent of all the
inmates had never been confined

in jail or prison for 90 days or
more prior to their current
confinement (this excludes pre-
trial detention). However, 43
percent of the inmates had been
incarcerated three or more times
prior to their current offense;
this finding should be tempered

by the knowledge that 76 percent
of these inmates with multiple
incarcerations also had two or
more prior misdemeanor convictions
on their record. The majority of
female inmates had never been
incarcerated prior to their
current offense (60 percent); only
13 percent had been previously
incarcerated three or more times.
American Indian and Eskimo

inmates were significantly (p .05)
more likely to have multiple
incarcerations in their background,
with 58 and 47 percent respectively
having three or more prior
incarcerations. Similarly, 47
percent of Blacks had three or
more prior incarcerations. In
contrast, a relatively low
proportion of Caucasians (26
percent) had been incarcerated

at least three times prior to

the current offense. At least

for Native Alaskans, this larger
number of prior incarcerations

~

can be partially explained by the
fact that Natives tended to have
more prior misdemeanor convictions
on their records.

Current Offense

The single most serious current
offense (only one offense was
recorded per offender, even for
those convicted on multiple
counts) of the largest proportion
(54 percent) of sentenced inmmates
could be classed as an assaultive
felony.* Non-assaultive felony
offenses** comprised the next
most frequently occurring class,
with 37 percent of the inmates
having been committed for this
type of offense. Misdemeanor
offenses*** yere committed by

the remaining nine percent of
inmates. It should be emphasized
that this is a conservative serious-
ness of offense classification
scheme, since many of the property

% assault, battery, murder, man—
slaughter, rape, robbery, and
child molesting

#% driving while intoxicated, arson,
burglary; check offenses; drug
offenses; embezzlement; escape;
forgery; fraud; larceny or theft;
child neglect; buying, receiving
or possessing stolen property,
vehicle theft, and illegal
possession or carrying of weapons

*%% disorderly conduct, municipal
ordinance violations, prostitution,
traffic offenses, trespassing and
vandalism

_/
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offenses here classed as non-
assaultive felonies might in

fact be considered misdemeanors
due to the smaller dollar

amounts involved. Therefore,

in using this offense serious-
ness categorization as a descrip-
tion of the sentenced inmate

~N

the number of nonassaultive felons
while underestimating the number
of misdemeanants.

The following table illustrates
the difference between male and
female inmates in the relative
seriousness of their current

population, one must recognize offenses:
that it probably overestimates
Males Females
(487) (30)
Misdemeanor 8% 237
Nonassaultive Felony 36% 47%
Assaultive Felony 56% 30%
1007 100%

In general, it is apparent
that females are incarcerated
for relatively less serious
offenses than are males.

The ethnic background of inmates
also is associated with.differing
seriousness distributions

Eskimo American Caucasian Black All Others
(1L6) Indian (48) (262) (71) (25)
Misdemeanor 117 107 a7z 5% 4%
Nonassaultive
Felony 292 427, 38% 37% 36%
Assaultive .
Felony 59% 48% 537 587 60%
100% 1007 100% 100% 1007

In comparison with the total inmate
population, Eskimo inmates show a
pattern of relatively high
frequencies of both misdemeanors and
assaultive felonies: with a
correspondingly lower frequency of
nonassaultive felonies. American
Indians and Caucasians show
relatively more similar offense
seriousness patterns, with a higher
proportion of nonassaultive felonies

and lower percentage of assaultive
felonies than Eskimo Inmates.
Fewer blacks were misdemeanants,
while the majority had committed
assaultive felonies.

Inmates with alcohol abuse problems °
were more likely to be incarcerated
on a misdemeanor charge than were
those who had no such problems.

(See chart next page).*
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This represents 76 percent of the total inmate population.
( 5 Each of the other offenses were committed by less than three
percent of the total population.

Across ethnic groups, the current committed this crime. Armed
offense distribution varied. The robbery. was a very infrequently
most frequently occurring offense occurring offense among Natives.
for both Indians and Eskimos was There is no significant difference
agpravated assault; this crime was between Native Alaskans and
committed by one~fifth of all Native Caucasians in the proportions
Alaskan sentenced inmates. In , convicted of murder, manslaughter
contrast, somewhat less than one- or rape.
B . tenth of Black and Caucasian '

; inmates were currently incarcerated Black inmates showed a very

: for aggravated assault. Burglary/ different - current offense pattern,

: breaking and entering comprised with armed robbery the offense

j the largest proportion (17 percent) being committed by over one-

5 of crimes committed by Caucasians, fourth of this group. Black inmates

‘ although armed robhery was a close were the ethnic group with the

é second in this immate group largest proportion of sale of

! (16 percent). For both Eskimos controlled substances (not

§ and Indians, burglary was the marijuana) offenses; one-fifth of

i second most frequently occurring Black inmates were incarcerated

% offense; about 14 percent of for an offense of this‘type. In

‘ Native Alaskan inmates had : comparison to the other three major

-
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i
ethnic groups, Blacks had committed the total inmate population, show (“‘ r . PROCRAM PARTICIPATION
burglary, murder, manslaughter and an offense pattern very much like
rape somewhat less frequently. that demonstrated in the preceding
bar chart of the total group. The
The current offense pattern also following chart shows the most
differs for male vs. female frequently occurring current Voca—
inmates, as the bar chart below offenses among the 30 female - -
L s ) X 0 . Tich this inf _ Alcohol Srug ; tional
illustrates. Male 1nmat?s,.31nce 1?mates or walc ;t 1s intorma Institution None Treatment Treatment Counseling Education Training
they make up the vast majority of tion was available. R ~ g .
7 of Statewide - 51% 16% 3% ' 13% 10% ' 7%
Female ’ -
Tnmates Anchorage CC : 687% 32% o= - - -
o : Anchorage Annex 937 - - - - 7%
4 |
15 - U ]
g g ’ Eagle River CC 187% 257 3% 33% 13% 8%
] U ¥ .
[/} X & :
5 |8 i Ridgeview CC 33% - = 62% 5% -
? of% 9
10 —{g«is ~ oo g Palmer CC 687% 15% - - 18% -
:/\ﬁ ‘ﬁl\ . g .
S 2o I= o~ Fairbanks CC 557 30% 12% - 39 -
S8Y | |8 [ I [
g 34 {o [0 j8 sl ~g o . ,
5 -3 TE ;::0 2 12 g 8 L Ketchikan CC 717 - - 7% - 21%
<Bl= [0 B8 43 |, [B3 e )
ocxlg % 1y =&l gy |8 |58 a v Juneau CC 33% 10% 2% 19% 16% 20%
gl o Ja (o |odle v |dA-
d2E mEm|EoEBlEEE |5 |85 N ; , .
0 w Cla H|E =< Ajd 9| o|| ~NE ~|E B ome CC 38% - - 627 - -
| FBP 60% 8% 3% 5% 15% 9%
. ;
These nine offenses encompass 91 unemployment and alcohoi abuse ;
percent of the female inmate popula- among Alaskan inmates, few were :
tion; the remaining three women had reported to be participating in .
been convicted of grand larceny, any self-improvement programs i
possession of a controlled substance during their current incarcera-
(not marijuana), and a drug offense tion. The following table summarizes
(not sale or possession). total statewide program participation,
and illustrates differences across
institutions.
CURRENT INCARCERATION STATUS
Despite the genefally‘low level
of educational achievement, the v
lack of vocational training, and o
the high levels of intake i
164 % 165




For each inmate, only the activity
which occupied the largest poxrtion
of the inmate's program time was
reported,-so that some of the inmates
may in fact be participating in more
than one type of program activity.
Eagle River CC, as might be
expected, shows the highest level

of inmate program activity.

However, the Anchorage Annex, along
with the Anchorage CC, Ketchikan CC,
Palmer and even the Federal Bureau
of Prisons inmates shows levels

of inactivity well above the state-
wide average. Thus, even though
inmates assigned to the FBP
supposedly are more ''meedy", they
do not seem to receive a higher
level of program services.

Institution

Anchorage CC
Anchorage Annex
Eagle River CC
Ridgeview GG
Palmer CC

- Fairbanks CC
Ketchikan CC
Juneau CC
Nome CC
FBP

Reflecting the facilities' special
functions, the proportion of
inmates with work is highest at
Palmer, and lowest at the Anchorage
Annex. The Anchorage and Nome CCs
also showed a relatively low level
of work activity, probably due at
least in part to facility limita-
tiomns.

Alaska sentenced inmates were
assessed using two risk scales
recently developed by the Michigan

Statewide, 57 percent of inmates
were reported to have a current
work assignment. However, fully
28 percent of the total state
inmate population did not have a
current work assignment and were
not participating in any program.
This represents nearly one-third
of the total Alaska sentenced
inmate population who apparently
had no productive way to use their
time while incarcerated. The
proportion of inmates with on-
guing work assignments varied
across institutions as well.

Percent of Inmates
with Work

20%
137
647
57%
97%
657%
64%
56%
387
65%

Department of Correctiomns to assess
an inmate's probability of
committing either an assaultive or
a property crime upon release from
prison. The factors used to
determine risk level for both types
of criminal activity were included
in the survey conducted for the
Master Plan. The two risk screcening
devices are included as appendicoes
to illustrate the rationale behind
the evaluation; the Michigan DOG
developed the scales using a

_/
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sample of over 2,000 parolees for
a follow~-up period of two years
after release from prison, and

the association of the geale items
with risk levels has been wali
documented.

The statewide Alaska inmate popula~
tion showed the following level of
risk of future assaultive and
property behavior.

Assaultive Risk Level Percent
Very High 1%
High 47
Medium 35%
Low 467
Very Low 147

100%
(494)

Property Risk Level Percent
High 8%
Medium 30%
Low 627

100%
(513)

Thus, the majority of Alaska inmates
(60 percent) are either low or very
low assaultive risks, while about
the same proportion (62 percent)

are low property risks. Among
female inmates, an even larger
proportion (73 percent) are low

or very low assaultive risks, while
a slightly smaller proportiom

(58 percent) are low properiy

risks. This in part is reflected

in the difference in current offense
satterns across the sexues.

The variation of risk levels among
inmates of different ethnic groups
ls quite substantial (see table

Oon next page).*

lardly any of the Eskimo inmates
were categorized as high or very
high assaultive risk, while
significantly more Native Alaskan
than Nown-native inmates were
either low or very low risk.

Among Black and Caucasian inmates,
the largest proportion were in the
medium risk category, while the
majority of Indian and Eskimo
inmates fell into the low
assaultive risk group.

The property risk screening of
each ethnic group produced a
similar outcome (see table on
next page).**

One final risk scale was used to
evaluate Alaska sentenced inmates'
probability of success on parole.
This scale, which measures only
general likelihood of success

on .parole supervision (success
being defined as avoiding return

to prison for at least two years),
was developed by researchers with
the National Council on Crime

and Delinquency, using a sample

of California State inmates.

This "parole base expectancy

scale' (BES) which is reproduced
below, utilizes demographic

and criminal history characteristics
of the individual to assign a
score, and therefore a probability
of suceess, to each inmate. The
federal Parole Board uses a variant
of this scale, called a "salient
factor scale" as one of the primary
factors in its parole decision-
making. (see table on next page) . fk%
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% Variation of Risk Levels Among Inmates
of Different Ethnic Groups

In general, Alaska inmates coculd be categorized, using the BES,

as follows:

‘ Probahility of Success

Percent of
Alaska Inmates

Assaultive Risk Tevel INDIAN ESKIMO  CAUCASIAN = BLACK
877 27
Very High 2% - ' 27 27 2769 119
High 2% 17 42 5% 647 20% .
Medium 217 31% 39% 39% 53 38 :
Low 687 647 37% 33% 492 go:
Very Low 6% 47 18% 22% 297, 118
147 97,
1007
%% Property Risk Screening of Each Ethnic Group
Property Risk Level INDIAN ESKIMO CAUCASIAN = BLACK
. . . . Thus, fully one-third of Alaska risks, incorrigible or chronically
High 40f 10f 9f 7f inmates in our sumple have a 64 disruptive inmates, mentally ill
Medium ng l&f 34f 4Of percent or better chance for success or .suicidal individuals, cx
Low 67% 6% 57% 53% on parole. An even larger inmat es who are relatively wnknown

Significantly more Native Alaskan inmates were in the low risk

of property offense range.

P S

proportion of female inmates (43
percent) have at least a 64 percent
chance of success. The relative
probability of inmates success

on parole, as measured by the BES,
does not vary greatly across

to corrections staff.

., Closc - allows constant super-—
vision without eliminating
participation in programs, fer _
the unusually difficult offender.’

**%* Base Expectancy Scale Add ethnic groups. In view of the
factors used to calculate the . Medium - allows work and program
a. If arrest-free five or more years 16 BES, this similarity is not opportunities within the institu-
b. If no history of any opiate use 13 surprising; for example, although tion without continuous super-—
c. If no family criminal record 8 Native Alaskans tended to have vision, or outside the facility
d. If commitment offense not checks more prior incarcerations, which with direct supervision.
or burglary 13 are weighted negatively, they
e. Take age at commitment time 0.6 , also tended more frequently to have . Minimum - allows maximum movement
f. Add 21 for all cases 21 no history of opiate use and inside the institution with
g. Subtotal (atbtctd+etf)  Subtotal - were less likely to have been minimal supervision, and outside
h. If aliases, -3 times number of aliases - convicted of burglary as their the intermittent supervision.
i. If prior incarcerations, -5 times currant offense.
number of - Little speciflic guidance is provided
j. Subtotal (h+i) Subtotal - by these definitions for
k. Base Expectancy Score (BES) Classification classilying individual oflenders
(g+7) BES - into these different custody levels,

The Alaska Division of Corrections
classifies its inmates into four
custody levels, defined as follows
{effective in 1975):

with the exception of maximum custody.

Moyer Associates' survey requested
a report of each sentenced inmate's
current custody level at the survey

T sty
-

‘ . Maximum - "exercises ultimats date, and this yielded the
! control of the offender at all following profile:
[ times,'" reserved for escape

N _
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Moyer Associates has developed an 2. Time factor: The length of time
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CUSTODY LEVEL

PERCENT OF

PERCENT OF TOTAL INMATES. FEMALE TNMATES

approach to custody classification
of sentenced inmates which can be
useful in planning for future
program and facility needs.

which one has served is used ’
as a further discriminator
among groups of inmates. If

~ inmates had only recently been

i
Maximum 7% 3% § #acher than focusing either on admitted, there was a preference
Close &7% 47% ! the limitations of existing for higher security levels as
Medium 25% 207 facilities or the priorities part of the intake process,
Minimum 19% 30% : of current programs, this approach while those closer to their
Trusty 27 = assesses the characteristics of release on parole or at the end
100% 1007 sentenced offenders now incarcerated of their sentence were more

Reported custody levels varied somewhat across ethnic groups
but more dramatically between institutions, as would be expected:

in Alaska (and federal institutions).
Using information obtained £from

the survey of sentenced inmates,

each individual was classified

into one of four custody categories:

likely to be placed in lower
security levels, including work
release, to encourage reinte-
gration into community life.

CALJCASTAN BLACK ESKIMO INDIAN
Maximum, Medium, Minimum and Work Risk factor: The final filter
Maximum 8% 8% 6% 47 _ g : Release. The maximum custody through which some inmate groups
Close 48% 50% 477 347 3 : category corresponds to both were passed was an assessment
Medium 237% 257 247 287% : ’ the maximum and close custody of the level of risk which
Minimum 21% 17% 17% 28% i ; levels as the Division currently the inmates presented. In
Trusty - - 6% 6% ! : defines them. WMedium and minimum order to determine this
100% 100% 100% 100% : categories also parallel those now risk level, both the BES and
[ , used, while work release represents the assaultive risk scales
; (,A” a partial confinement status which described previously were used.
MAXTMUM CLOSE MEDIUM = MINIMUM TRUSTY P i - is now utilized for few, if any, Persons who were relatively
‘ { , i i Alaska inmates. It is important high-risk on both scales were
Anchorage CC 1% 73% 14% . 127 - 100% g to note that while this system considered high-risk for purposes
Anchorage Annex 100% - - - - 100% ; is useful for planning it is of custody classification,
Eagle River CC - - 73% 27% - 100% g intended for use with groups while those who were relatively
Ridgeview CC -~ 437 297 287 - 100% l of inmates, and not as a low-risk on both were low-risk
Palmer CC - - - 100% - 1007% : ; prescriptive method for for custody classification.
“Fairbanks CC 3% 67% 15% 167 - 100% ‘ i b classifying individuals. The assaultive risk scale
Ketchikan CC 36% 21% - 14% 30% 1007 : £ incorporates within it a further
Juneau CC ' 1% 35% 517 137 - +00% 1 s The accompanying flow chart factor which many custody
Nome CC - 13% 6% L4 377  100% ! i illustrates the manner in which classification systems utilize,
FBP 9% 79% 9% 3% - 100% ] the following three basic factors I.E., a consideration of

whether the inmate has been
guilty of serious institutional
misconduct (see risk scale
description of definition).

f were used-in classifying the
i surveyad inmates.

Generally, the custody level patterns reported are consistent |

either with the definesd Ffunctions of each institution (e.g. i : 1. Offense type: Misdemeanants,

Palmer, Eagle River) or with the architectural limitations : ) ! nonassaultive felons and

of the facility (e.g., Ketchikan, Nome). . : assaultive felons were all
clasgified using separate

L criteria. For example, no

: misdemeanant could be
classified as either medium

i or maximum security, while

i . assaultive felons could not

: {(§ be placed in the work release

N, \ category. J
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Using this scale, it was possible

to c¢lassify 85 percent of the total
number of inmates surveyed (some

or all of the necessary information
was not available for the remainder).
Those who could not be classified
into custody levels were distributed
proporticvnately across the three
offense types, so that the loss
appeared to be random. The table
below illustrates the percentages

of the inmates committing the

three types of offenses, which

were classified into each custody
level (see table on next page).*

Thus, just one-third of the total
inmate population were classified
as maximum security, a significant
contrast to the 54 percent currently
reported as either maximum or close
custody. This classification
approach places seven percent

more persons in medium security,
and places about one-third

either in minimum security or

work release status, in contrast
with the one-fifth currently either
in minimum custody or trusty
status. When applied to the

547 inmates surveyed, these
percentages yield 181 persons in
maximum security, 175 persons

in medium security, 93 in

minimum security, and 98 in

work release statewide.

The following table (on the mnext
page) summarizes the manner in
which federally housed inmates,
female inmates, and inmates from
each of the ten service areas (to
be more completely defined later)
could be classified using this
new approach (based on Moyer
Associates survey data).

The variability of the custody
level distributions among service
areas may indicate a need for

different approaches to providing
for the needs of sentenced inmates
from each service area. The
Ketchikan area, for instance,
shows by far the smallest pro-
portion of inmates in maximum
security, and correspondingly
larger percentages in minimum
custody and work release. With
fully 56 percent of Ketchikan-
area inmates in this low custody
statuses, the implications for

the type of program and facilities
needed for this region are clear.
In contrast, nearly half of the
inmates from the most rural areas
were classified as maximum security
(Nome, Kotzebue and Barrow service
areas), with only about one-fourth
falling into. the low custody
ranges. This not only indicates

a difference in facility and
program needs for inmates from
these regions, but also
substantiates the impressions
gelaned from site visits, which
indicated that a substantial
amount of diversion from incarcera-
tion for less serious offenders
(those who presumably would be
minimum security or work releasees
in Ketchikan, for instance) already
occurs in these rural areas.

Service Area Analysis

In orxder to assess future correc-:
tional facility needs for Alaska,
it is vital tp describe what
types of offenders from each
region in the state are presentlly
being sentenced to confinement

in state facilities. Using the
criteria listed below, ten
corrections service areas were
defined and the data on sentencad
offenders (including all females
and those now housed in the Federal

"Bureau of Prisons) was tabulated
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MAXIMUM MEDIUM MINIMUM - WORK RELEASE

*
Misdemeanants -
Nonassaultive Felons 337
Assauitive Felons 38%

Total Inmate Population 33%

18%
45%

32%

15%
19%
17%

17%

85%

30%

18%

1007%N
100%ZN
100%N

100%N

MAXTMUM ~ MEDIUM MINIMUM WORK RELEASE
Females (30) 17% 31% 17% 35% 100%
FBP (134) 39%, 54% 4% 3% 100%
Service Areas
Ketchikan (44) 15% 29% 32% 249 100%
Juneau (33) | 29% 25% 287 18% 100%
Anchorage (246) 31% 30% 18% 21% 100%
Kenai (17) 46, - 79 47% 100%
Fairbanks (131) 35Y% 40% 12% 13% 100%
Bethel (L6) 30% 40% 20% 10% 100%
Nome (17) 50% 25% 25% - 100%
Kotzebue (11) 60% 20% 10% 10% 100%
Barrow (11) 402 20% 20% 20% - 100%
Kodiak (21) 38% 29% 19% 14% 100%
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separately for each service area.

These ten service areas were con-
structed to meet, insofar, as is
possible, all of the following
criteria; in the priority order
listed:

L. Maximizing both the proximity
of corrections facilities to
inmates' places of origin and
ease of transportation
(accessibility)

2. Ensuring availability of staff
and programmatic resources,
through recognition of current
general population and social
services distribution
(programmatic capabilities
and operating costs)

3. Maintaining consistency with
existing cultural boundaries
and identifications (cultural
acceptability)

4. Capitalizing on existing correc-~
tions facility network, where
" possible and appropriate
(capital and operating costs)

5. Establishing and maintaining
consistency with existing
political and service area
boundaries, both state and
local (operating costs and
political acceptability)

f. Reinforcing existing diversion
from incarceration patterns,
especially in rural areas,
to avoid creating a potential
for overuse of incarceration.

The ten areas which resulted aftor
¢onsidering all these factors each
contain at least one existing
corrections facility, and their

~

boundaries are more or less
consistent with those of the
Native Regional Corporations. In
some instances, they also follow
borough and/or municipality
boundaries. The ten regions can
be viewed as the smallest sub-
divisions of the state which are
consistent with all the above
priorities; they could be combined
to create larger service areas,
if this seems appropriate. Thus,
they are "building blocks" which
could be combined in any of a
variety of ways, as the character
of the sentenced inmate
population may dictate. The
following map illustrates the
configuration of these regions,
and the location and population
of existing corrections facilities.

The ten service areas contributed
the following proportions of
sentenced offenders to the total
‘statewide average daily population
on the day of the survey:

Number of % of

Region Qffenders Offenders
Ketchikan 39 8%
Juneau 30 6%
Anchorage 231 457
Kenai 17 3%
Kodiak 22 47
Bethel 13 ¥4
Nome 15 Ry
Fadirbanks 124 2407,
Kotzebu- 11 27
Barrow 9 27
511 1007

The following section will describe
the offender group from each service
arez in terms of some basic

" demographic, criminal history, and

J
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- ) '(* current sentence characteristics, Other characteristics of these
, ( { . so that the feasibility of devel- ~ sentenced inmates may provide
IH o Z oping regionalized institutions further insight into facility
for various offender populations requirements for Ketchikan. of
can be more clearly assessed. . the 33 inmatés for whom this
information was available, only
; - one had a sentence of less than one
! Ketchikan Service Area year. A total of five, or 15 ’
' o : . percent, had sentences less
. , Sentenced inmates whose city of than two years, and eight, or
‘ f ' residence prior to confinement for about one-fourth, had sentences of
the current offense was within less than three years. A majority
the Ketchikan region were housed (17,0r 52 percent) had sentences
in several facilities across the of less than five years in duratiom.
state on the survey date. Of the However, cf the remaining 16, nine
. ' ; 39 inmates, all of whom were male, had sentences of more than ten
e 1 ‘ : equal numbers were housed in the years, with two of these having
Ketchikan and the Juneau life sentences.
correctional institutions (ten men
‘ . , in each). In addition, ten were The current offense of most of the
~~~~~~~~ F\\W ; housed at either Eagle River inmates from the Ketchikan service
i ; or Palmer (8 and 2, respectively), area was either aggravated
T g four were in the 3rd Avenue assault (9,or 23 percent) or
- ! facility in Anchorage, and five burglary/breaking and entering
' wera housed in Federal Rureay (alan 9, ar 27 pareent). Five
~~~~~~~~ ) . : of Prisony (FBP) Instlitutions. inmates had committed either
, ‘ ‘ ( ; t‘é Thus it is apparent that Alaska murder (3) or manslaughter (2),
- ; does not currently maintain a for a total of 13 percent. Another
A - <faibasks i strictly regional approgch to three had committed rape (8 percent).
,’,z L/r\ JEE ) corrections service delivery. The remaining 13 inmates had been
AR L] 4 convicted of a variety of offenses
o . . The existing facility in Ketchikan including driving while
has a preferred operational intoxicated, sale of controlled
! capacity of 20, although it~ substances and vandalism. In
can house as many as 30 inmates. general, the same proportion of
. . In fact, the average daily Ketchikan offenders were
,”;’ : population, as recently as ' convicted of assaultive vs. non-
- i September, 1978, was 35, with assaultive felonies (17 in each
; only about half of these inmates . category), with the remaining
‘ being sentenced state inmates. , few inmates being misdemeanants.
However, this is clearly even. ,
: now straining the capacity of The prior criminal histories of
{zotd | the present facility to provide Ketchikan-arca inmates show that
&, N adequate housing. Thus, within almost one-third have had no
4 the limits of the present . prior misdemeanor convictions,
! Ketchikan facility, it would have while over one-~half have had no
! been impossible to house all 39 prior felony convictions. Nearly
é , sentenced state inmates from this one-half have had no prior
3 service area who were held on the incarcerations of over 90 days
8 survey date. duration (excluding pretrial stays).
- b o
| i
Jo oL y
;
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However, one-fifth, or eight inmates,
have had two or more prior felony
gonvictions.

The vast majority of Ketchikan-
area sentenced inmates are young;
one-quarter are under 21 years of
age, while another 56 percent

are between 21 and 30. This 80
percent total contrasts with the
stat ewide average of jusl 70 porcent
being under the age of 30 at
sentencing. Although only a few
inmates (5) were reported to have
a drug abuse problem, most were
report-d to have an alcohol abuse
problem. The 82 percent rate of
alcohol abuse among these inmates
supports statements made by several
locsl officials as to the
pervasive nature of this problem,
and indicates a distinct need for
local alcohol detoxification and
treatment programs. This rate is
59 percent higher than the overall
statewide rate of 53 percent
alcohol abusers among sentenced
inmates.

A clear majority of the Inmutes
were Native alaskans, with one-
half being Eskimo and another one-
fifth being Indian. Only about
one-quarter were Caucasian, and
there were no Black inmates. 1In
keeping with their ethnic back-
ground and relative youth, fully
one-half of the inmates were
unemployed at the time of intake,
while only one-fifth were employed.
full-time. Nearly 80 percent had
no vocational training, and less
than half had completed high
school or the equivalent.

Anchorage Service Area

By far the largest proportion of
sentenced inmates surveyed had

resided in the Anchorage area
prior to sentencing. Of the 230
Anchorage Area inmates, representing
45 percent of the total sentenced
population, 93 percent were men
and 7 percent were women.
Currently, of these inmates over
oneg-quarter are housed in Federal
Bureau of Prisons (FBP) facilities.
The remainder are for the most,
part distributed among the several
Anchorage~area correctional
institutions:

Institution & %
FBP 59 26
Anchorage,
3rd Avenue 43 19
Juneau 42 18
Eagle River 35 15
Palmer 22 10
Ridgeview 14 6
Anchorage Annex 10 4
Fairbanks 3 1
Ketchikan _2 1
230 100

The current moslL serious offense
of the largest proportion of
Anchorage area inmates, 16 percent,
was burglary/breaking and entering.
Armed robbery comprised the next
largest proportion, at 13 percent.
Murder was the current offense of
ten percent of the inmates and
manslaughter was the offense of
seven percent. Rape had been
committed by eight percent of the
Anchorage area inmates, the same
proportion which had committed
aggravated assault. Also, nearly
the same proportion of inmates had
been convicted of sale of controlled
substances (not marijuana), and
yet another eight percent was
genteneed Tor di tvlng while
intoxicated. The relative
seriousness of offenses committed
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by Anchorage inmates rellects that
seen in the total statewide inmate

group, with nine percent misdemeanors,

38 percent nonassaultive felonies
and 53 percent ascaulllve felontes.

The length of sentence of the largest
proportion of Anchorage area inmates
(29 percent) was hetween ten to
fifteen years. 1In fact, a majority
of the immates (70 percent) had
sentences of over five years.
eight percent had less than one
year sentences, and only twelve
percent were sentenced to less than
two years, leaving ten percent with
sentences of from two to five years.

Only

Among Anchorage—area inmates, 17
percent had had neither prior mis-
demeanor nor prior felony convic-
tions. Twenty~eight percent of the
inmatea had no prior misdemeanar
convictions, whille 52 percent had
no prior felony convictions, and 38
percent had no prior incarcerations
of over 90 days in length (excluding
pretrial detentions). However, 35
percent had committed two or more
prior felonies.

Fully 31 percent of these inmates
were reported to have a drug abuse
problem, while 44 percent had an
alcohol abuse problem at the time
of intake. This is a smaller
proportion of alcohol abusers than
was present in the overall state-~
wide population, in which a 53
percent alcohol abuse rate prevailed.
The sex difference in proportions
of alcohol abuse was significant,
and in the same direction as that
observed in the statewide inmate
population. Eighty percent

of Anchorage area female inmates
were reported not to be alc