


Needless to say, since my last message, things have not been boring. Activities concerning
the association’s business continues to demand almost my full-time attention, as well as the
other members of the executive committee and the board of directors. This is good news!
APPA continues to flourish as the national leader and trend-setter in the community correc-
tions arena. I have found that the demand on my energy level has not diminished since my
election (I couldn’t possibly just be getting older).

This will be my last message as president. It is with mixed emotions that I ap-
proach the end of my presidency. I feel a strong sense of accomplishment in areas
concerning staff safety, victims’ issues, prevention and community advocacy. APPA’s
ability to take its “vision” from an abstract statement to a point of implementation of an
extremely relevant strategic plan is impressive. As I review the program content of our
institutes, our regional trainings, our publications - all products and actions of our
association reflect this exciting agenda.

I would like to leave you with some thoughts as I finish my term as president and
begin my new job as immediate past-president. All of us must adopt the philosophy
that probation and parole’s role - whether juvenile or adult - provides the most
viable sanction in our country’s response to crime. Although incarceration can be an
effective response for serious violent offenders, we cannot allow the “caging of America.”
This approach alone will financially and morally bankrupt America.

Also, probation and parole are restorative justice in action. This was true even
before the current movement using the term “restorative justice” began its advocacy for
community and victims. John Augusts showed us how to do it more than 200 years

ago. Finally, I would hope that when inquired about our profession we state boldly that we are
probation, parole and community correction experts and that we are proud of it.

I say goodbye as president. I say that it has been an honor and privilege to serve this
association and our members. I thank you for allowing me the opportunity to experience what
is truly the highlight of my professional career.

I wish my successor well, and I solicit your support for the new administrations.



The decision to accept President Rocco Pozzi’s invitation to assume the position of chairman
of the editorial committee for Perspectives was easier than it should have been. Prudence and
ordinary common sense should make any of us who work day jobs pause before quickly agreeing
to take on additional work We all at least think we have too much to do as it is. We all should
protect ourselves from becoming overobligated, both out of fealty to our employers and a decent
sense of our own limitations. All this should have led me to think it over longer.

But it didn’t, for reasons partly sentimental and partly pragmatic. In the first
place, I am in the grip of a strong and abiding sense of affiliation with APPA. I’m no
different from any other long-time member in being proud of what APPA stands for,
does for its membership, and the extent of its growth and development over the last 20
years. My colleagues and I have taken a great deal from APPA, whether by attending
the Annual Institutes, reading the several excellent monographs, or simply leveraging
the many professional person networks spawned by APPA In short, we all owe a lot to
APPA and should look to return the favor whenever we can.

Secondly, Perspectives is in great shape. Many of us will remember its origins as a
newsletter-style publication; substantive, but not exactly stylish. As befits an organization
that has grown and matured, Perspectives in 1997, is clearly a leading publication for
corrections professionals. Its style and format have improved continually (more about
that later) and its content strikes a unique balance between keeping members up to
date on important association activities while also featuring substantive articles worthy
of publication in the best criminal justice journals.

Let me now praise a good man. Departing Chairman Bob DeComo has stewarded
Perspectives through a decade of impressive improvements and has invested (that is,
donated) more of his time in the effort than was fair to ask of him or anyone. We all are greatly
indebted to Bob and he should be very proud of what he and his able committee have
accomplished. My decision was made so much easier because of the good shape that Perspectives
is so obviously in.

As for the future of Perspectives, I can only hope to work with the editorial committee and
APPA's leadership to sustain the momentum already established. In an edition later this year, we
will have more to say about any forthcoming refinements or changes in editorial policy We will

be careful to not fix what isn’t broken while also attempting to think anew about the ways in

which Perspectives can better serve the members.
As you flip though the pages of this issue you will notice some changes in design. Probably

most noticeable is the new layout of the table of contents, the President’s Message and this very
column that you are reading now. Other, more subtle changes include headline and text fonts.
This is all part of the process of giving Perspectives a face lift. This process will take place in two
parts, with more design changes to come in the Fall 1997 issue. The goal was to enhance the
magazine’s aesthetic value and improve the user-friendliness of the format while maintaining its
integrity as a professional journal.

In the meantime, send us something! Here are just a few ideas concerning the “raw materials”
for a potential article: an edited grant application, a first-person account of an interesting case,
legislative testimony, a speech to a civic group, an abbreviated thesis or dissertation, a workshop
or conference presentation, your partner’s or neighbor’s view of our profession, thoughts while
showering, etc. While it is true that we have appropriate standards for publication, it also is true
that we have the luxury of featuring pieces in all different shapes, sizes and styles. The ultimate
test will be whether the average member would enjoy and gain from reading it. Give it a shot.

Finally, if you’re not inclined to write for us then write to us and let us know what you think
of the new look or give us your thoughts on how Perspectives can be improved. Either way, we
look forward to hearing from you!
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N I J  NE W S
SHIFT HAPPENS
by Edwin Zedlewski, National Institute of Justice (DC)

Many long-time professionals can’t help but
smirk at the recent public outcry after the U.S.
Supreme Court’s decision on “good time” in
Florida. The decision, which will fall particu-
larly hard on higher incarceration states like
Florida and Texas, basically says that states can’t
pull back the generous good time credits they
granted in the 1980s as their prison populations
began to exert significant pressure on their bud-
gets. What citizens now have discovered is that
granting massive sentence discounts means that
even the longest prison terms can become fairly
short. Sixty years for some heinous crimes has
become 20, and some people who were sup-
posed to live out the prime of their lives behind
bars are moving back into the neighborhood.

The search for who is responsible for let-
ting those violent felons out seems to be leading
to several rounds of finger pointing by the press,
state legislators and prison officials. Angry vic-
tims and their families, the populist elements of
the press and some huff-and-puff politicians are
leading a search for scapegoats. Hopefully, as
the howls of indignation and the hand wring-
ing subside, the public will understand that a
little blame must fall on everyone.

The good time fiasco is a classic case study
in mandates without money. Public sentiment
in the early 1980s completed its shift away from
planning- and capacity-oriented confinement
policies and toward more emotional demands
for punishment. Elected officials responded to
the shift in political climate with mandatory
minimums and other sentence lengthening poli-
cies. Unfortunately, the “get tough” climate came
with a “no new taxes” climate. Money didn’t keep
pace with inmates. Corrections officials tried to
cope with the problem through a variety of stop-
gap measures: increased generosity with parole,
double bunking and backing up in jail systems.
Increasing good time discounts was simply one
more way to cope with the crisis. Perhaps both
the public and politicians have found that ac-
quiring the punishment they value has several
different kinds of costs.

What’s to be done? Because the immediate

impetus for the release of long-term offenders
was a Supreme Court decision that revocation
of good time cannot be made retroactive, there
has been some talk of constitutional amend-
ment. What form an amendment might take is
difficult to fathom, but retroactive reversals of
any and all sorts of legislation are frightening
prospects. It simply can’t be an option. Perhaps
there are some second-best possibilities in the
community, however. If you can’t keep them in,
maybe you can watch them when they’re out.
Perhaps states might consider mandatory pa-
role conditions for prison inmates. The legality
of such legislation would vary from state to state
but would hinge in part whether a state’s good
time credits are applicable only to confinement
time or to every form of state supervision. Might
we see the ultimate irony in the current climate
of abolishing parole? Might we see parole in a
new community safety light as a viable alterna-
tive to maximum time served? Who knows? Shift
happens.

And now for a shift to an entirely different
topic-the National Institute of Justice (NIJ)
technology program. The Institute has been
blessed recently by the arrival of generous ap-
propriations for the development of tech-
nologies for criminal justice. While the major-
ity of these funds are dedicated to the actual
development of new and promising technolo-
gies of the field, NIJ is able to use some of these
monies for the “human side” of technology.

Part of the human side is listening to the
various criminal justice communities speak
about their technology needs. Corrections is a
major part of the community Last year the In-
stitute convened a large forum of leading cor-
rections professionals in Charleston, South
Carolina to learn first-hand about this com-
munity’s needs. Donald Cochran, Com-
missioner for Probation in Boston, Massachu-
setts, chaired the 26 person community cor-
rections group. I am passing on, in highly ab-
breviated form, the recommendations of that
group. I encourage APPA members who have
strong technological interests to talk to Don at

APPA’s 22nd Annual Training Institute, August
17-20, in Boston, Massachusetts, and convey
your priorities.

For officer safety, the committee identified
a need for: technologies that can locate officers
inside buildings and in three dimensions; dis-
tress signals; vital-signs monitors with telem-
etry; less-than-lethal weapons; integrated com-
munications for information sharing with law
enforcement; and access to law enforcement
intelligence data.

In the area of offender information, the
committee identified needs for: offender pro-
files and histories, especially if they could be
matched to community resources and to con-
trol strategies; case transfer information; risk
needs assessments; transfer histories; digital
photographs of persons who change identities;
offender tracking systems; and access to credit
reports and work histories.

Identified need for offender control in-
cluded: electronic monitoring improvements;
GPS/GIS tracking systems; collection of finan-
cial records; and life skills training for offend-
ers.

Recommendations for staff development
recognized that some officers are heavily “school
trained” but poorly “reality trained” and vice
versa. Recommendations included: preservice
and inset-vice curricula; online distance learn-
ing methods; teleconferencing; and simulation
and other interactive training to improve and
assess officer skills.

Among the general equipment issues raised
were testing and training programs for new
equipment, publication of equipment and ven-
dors through JUSTNET, access to Defense
Department exceeds equipment, the need for
open, nonproprietary systems, and the avail-
ability of group purchasing plans so that cost
economies could be realized.    
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NIC U P D A T E
Community Policing & Community Corrections
by Rick Faulkner, National Institute of Corrections (DC)

Community policing is perhaps the big-
gest buzz word in police work today as most
metropolitan and small urban departments have
adopted some, if not all, of the concepts that
were made popular by Herman Goldstein of
the University of Wisconsin and Robert
Trojanowitz of the University of Michigan.
Community policing is a movement to have
police play a bigger part in a community and
not only be visible when a crime or tragedy has
occurred. This is an attempt to get back to the
basics that were routine for officers several de-
cades past. Officers, and indeed whole depart-
ments, have become slaves to technology. Of-
ficers have a complete office at their fingertips
in the modem cruiser. This high-tech equipment
has removed officers from contact with the public.

Much like modern police officers, proba-
tion and parole officers, -for much of the past
two decades, have become office-bound for a
multitude of reasons. Court appearances have
kept officers close to the office and courthouse.
Required office contacts or reporting days for
probationers and parolees have made the office
the place of choice to supervise cases. Nation-
wide administrators have seen that this “fortress
probation and parole” is not effective. To have
probationers and/or parolees report to officers
in the office has been described by one state
administrator as “10 minutes of avoiding eye-
to-eye contact. ” This type of contact is almost
meaningless. The community is the most pro-
ductive place to interact with those individuals
on supervision. The office now is viewed as the
base of operation and the community as the
place of operation.

The National Institute of Corrections has
promoted the connection between probation
and parole officers with traditional police offic-
ers in the community. The co-ordination be-
tween probation and parole officers and the
police has been a most beneficial relationship.
Police have been amazed with the amount of
information that probation and parole officers
have regarding those who are under supervision.
Police now are learning who on their beats are
under supervision, giving probation and parole
another set of eyes in the community. Addition-
ally, probation and parole officers have been

given access to computers, radios and even use
of vehicles and training.

In 1990, NIC sponsored a training work-
shop in Portland, Maine, which featured the
Wisconsin Department of Corrections’ program
that promotes interaction with the police de-
partment with agents and officers walking beats
in the community together. As a result of this
workshop, the state of Massachusetts’ developed
the “Night Light” program that enabled proba-
tion officers to enforce curfews and other court
ordered restrictions after office hours. Police in
Boston embraced the concept of the probation
department working with gang detectives. To-
day they have one of the top programs in the
nation.

NIC has convened several forums to share
experiences that other jurisdictions have devel-
oped working with police in the community
policing environments. Washington has excel-
lent programs in Seattle and Spokane that are
different but have the same mission - to be-
come more active in the community and to as-
sist in making the streets safer. Another positive
outcome has been public recognition that pro-
bation and parole is an important player in the
criminal justice system.

The Maryland Probation and Parole De-
partment has been most fortunate to have an
elected official who takes an active role in pro-
moting community corrections. The lieutenant
governor has appeared in both print and broad-
cast media promoting community corrections
and community policing projects. Officers are
getting out of the office and conducting more
supervision in the community. They too are
being identified as a critical element in the crimi-
nal justice system in Maryland. Maryland pro-
bation and parole officers, along with other law
enforcement agencies, recently completed a
sweep of parole violators - a first in Baltimore
of agencies working together.

This year Virginia has started a program of
enhanced supervision in which probation and
parole officers work closely with community po-
licing officers identifying high-crime areas where
both agencies have a mutual interest. Recently
in several large jurisdictions, the probation and
parole office has required everyone under su-

pervision who tested positive on a drug screen-
ing to be detained. This sent the message that
illegal drug activity will have swift consequences.
In some jurisdictions, officers are in the com-
munity daily on foot, on bicycles and in cars
with the police. They are attending police roll
calls and becoming part of an active intelligence
gathering network.

The Tennessee Board of Paroles started an
identification program where every parolee un-
der supervision now carries an identification card
with the parole officer’s name and phone num-
ber, their offense and any special conditions
listed on the back of the card. The parolee is
required to present the card whenever he/she is
stopped or questioned by law enforcement. This
has built a higher level of trust and cooperation
between state parole officers and other law en-
forcement agencies in Tennessee. In Knoxville,
parole officers routinely ride with uniformed
police when making field contacts and home
inspections. The Knoxville Police Department
has entered in their computer all parolees un-
der supervision in a geo-mapping program, al-
lowing both agencies to make better supervi-
sion decisions and alerting both agencies to
trouble locations.

Only five programs have been described
here, and there are many more around the na-
tion. NIC continues to support this type of com-
munity supervision as one that works. In some
jurisdictions they have had a real impact on crime
rates and the perception and reality of safe streets.
It also is interesting that there is no additional
cost attached. Officers who find themselves in
the community more often than in the office
have stated that they have been rejuvenated. The
office is the “base of operations” while the streets
and the community have become the “place of
operations.” It just makes good sense to be in
the community, learning the neighborhoods, the
community associations and the people who
work and live in the area that officers supervise.
If we address the small problems, we do not
have to contend with so many large ones. This
is getting back to the basics and putting the com-
munity back into community corrections.    
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OJJDP’s National Training and Technical Assistance
Center in Operation

For the past year and a half the Office of
Juvenile Justice and Delinquency Prevention
(OJJDP) has been operating the OJJDP Na-
tional Training and Technical Assistance Cen-
ter (the Center) in Champaign, Illinois. The
aim of the Center is to upgrade the professional
skills of juvenile justice and delinquency pre-
vention practitioners and increase their capaci-
ties to reduce youth crime and improve the
juvenile justice system. This is pursued through
the provision of training and technical assis-
tance to state and local agencies as well as the
operation of a resource database and clearing-
house. The Center works collaboratively with
more than 40 grantees and contractors of
OJJDP to increase the availability and provi-
sion of training and technical assistance to the
field.

The Center addresses numerous inquires
from the field regarding the availability of train-
ing and technical assistance resources and ser-
vices. The Center collects and organizes OJJDP
training and technical assistance resources and
products through a resource database and clear-
inghouse. This information is catalogued ac-
cording to grantee and contractor organization.
Center staff have the capability to conduct in-
formation inquires according to subject, title
of training and technical assistance resource or
grantee and contractor name. Through the use
of this resource database and clearinghouse,
requests and inquires are processed, and re-
quests for information, training and technical
assistance can be matched and coordinated with
the appropriate resource. The Center can to
match providers with the training and techni-
cal assistance needs of local communities
through the network of OJJDP grantees and
contractors. The provision of training and tech-
nical assistance can be provided both onsite
and via telephone. The coordination of this
assistance is guided by an established set of
operational protocols that the Center has de-
veloped in conjunction with OJJDP grantees
and contractors to ensure that the services pro-
vided are effective and appropriately conducted.

The Center also plays a key role in coordinat-
ing the training and technical assistance re-
quested by and provided under several OJJDP
sponsored national initiatives.

The Center compiles and disseminates
annually a Training and Technical Assistance
Resource Catalog. This catalog contains infor-
mation on OJJDP grantees and contractors,
OJJDP-sponsored training and technical as-
sistance projects, the training and technical
assistance services that can be accessed, and a
calendar of OJJDP-sponsored training events.
The catalog is disseminated nationally to ju-
venile justice and delinquency prevention agen-
cies, organizations and practitioners. It is avail-
able online through the OJJDP homepage at
www.ncjrs.org/ojjhome.htm. Copies are also
available through the Center and the Juvenile
Justice Clearinghouse.

To further ensure the dissemination of
information, a toll-free number is operated
through the Center’s Resource Clearinghouse.
The Center also collaborates with the Juvenile
Justice Clearinghouse, as well as with other
juvenile justice and delinquency prevention
related clearinghouses. This collaboration al-
lows for the maximum availability of informa-
tion.

Another vital function of the Center is
the coordination of a training and technical
assistance network of leading planners, practi-
tioners and scholars to assist state and local
agencies in their efforts to reduce youth crime
and improve the juvenile justice system. This
is addressed through the development of Ju-
risdictional Team Training Packages on a num-
ber of juvenile justice related issues and con-
tent areas. These packages contain training
materials and information on available re-
sources and also identify a group of experts
who provide services on an as-needed basis to
jurisdictions requesting assistance to address a
particular concern. This allows the Center to
take a proactive approach to requests received
from the field. Currently, three Jurisdictional
Team Training Packages are being developed

in the following content areas: gender specific
programming, mental health in the juvenile
justice system and juvenile corrections.

The Center conducts ongoing assessments
of emerging trends and the training and tech-
nical assistance needs of elected officials, prac-
titioners, citizen advocates and youth. These
assessments are planned and conducted
through focus group sessions that provide im-
portant information to enhance and expand
the scope and quality of OJJDP-sponsored ser-
vices. Three focus groups have been conducted
and several more are scheduled for national
conferences throughout the year.

Future activities of the Center include the
establishment of protocols for curriculum de-
velopment and training evaluation to guide the
process by which OJJDP-sponsored training
curriculum are developed, delivered and evalu-
ated. In addition, training institutes are planned
to deliver training in a variety of content areas.
These training institutes will be conducted in
collaboration with grantees and contractors and
open to registered participants.

Anyone in the juvenile justice field can
access the Center’s services. Everyone is encour-
aged to use these services to make inquires,
solicit information and access OJJDP-spon-
sored training and technical assistance.  

For more information about the
OJJDP National Training and

Technical Assistance Center

Please contact:
Karen B. Francis-Shepard

Director
800-830-4031

or e-mail the Center at
nttac@ community-research.com
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Community Justice: Bad Ways of Promoting a Good Idea

The 1995 annual issue of the National In-
stitute of Corrections’ (NIC) Topics In Commu-

nity Corrections focused on “community justice.”
The opening article, “Moving Toward Commu-
nity Justice” (also published in the Spring 1996
issue of Perspectives), defined the term and chal-
lenged readers to consider its implications for
practical application. The publication received
a very positive response and community justice
has peaked the interest of many people within
and outside the justice system as a strategy for
future action.

NIC has worked to define the term “com-
munity justice” as a philosophy encompassing
different emerging concepts of criminal justice
that share common ideals and principles. These
include restorative justice, victim services and
community policing principles. Restorative jus-
tice practices have taken hold in several jurisdic-
tions that have joined the community in at-
tempting to repair the harm caused by crime to
victims and communities. The problem-solving
philosophies and practices of community polic-
ing have spread into other components of the
justice system, including the courts, prosecution
and corrections. Community justice is not a new
way of practicing old business. It’s a new way of
viewing the business of justice; placing the com-
munity and victims at the center of justice ac-
tivities and efforts. This “new paradigm’ of jus-
tice practice has resonated with citizens and vic-
tims who have previously been ignored in the
justice process.

new
Justice professionals have also embraced this
notion of justice that taps into an intrinsic

desire in all of us to contribute to the “common
good.” In our zeal to promote community jus-
tice practices however, there is a tendency to
employ the same marketing strategy of the “al-
ternatives to incarceration” movement. The ba-
sic premise of alternatives to incarceration does
not fully align with many citizens’ and victims’
values, beliefs and expectations. There are also
some items in the restorative justice concept that
do not resonate with essential stakeholders. Re-
storative justice is often misconstrued as another

offender rights movement under the guise of
victims’ rights. If we don’t address these issues,
community justice may risk alienating the very
people it purports to champion - victims and
citizens. Thus, I offer the following caveats in
promoting community justice work practices.

Community Oriented or Focused,
Not Community Based

In the description of many community jus-
tice strategies and practices, the term “commu-
nity based’ often is used to describe them. This
is misleading because: 1) this lets jails and pris-
ons off the hook in this systemic change in jus-
tice, and 2) what we have in this country now is
statistically a community based justice system.
What we need is a community oriented or com-
munity focused justice system.

Because more than 70 percent of the cor-
rectional population is under some type of com-
munity supervision rather than being locked up,
community corrections is by far the largest com-
ponent of the criminal justice system. Unfortu-
nately, community corrections has very little, if
anything, to do with community. The “commu-
nity” in community corrections indicates where
offenders are supervised. It does not indicate a
role for the community in the corrections and
justice process. The failure of the community
corrections profession to highlight and promote
its lion’s share of the corrections population may
in part be responsible for the lack of adequate
funding, support and visibility for community
corrections. The failure of community correc-
tions to shift its focus toward the community
may result in community corrections becoming
irrelevant to the business of doing justice.

Instead of addressing these issues, the com-
munity corrections profession has brought about
the “alternatives to incarceration” concept that
is based on the notion that all we are doing in
this country is locking people up without con-
sideration for alternatives such as community
corrections. Thus, we try to persuade policy mak-
ers to stick out their necks by trying something
radically different like “community supervision”

in order for us to provide better service to our
cl ients  - offenders. Is it any wonder we have
such a poor public image and encounter such
difficulties in obtaining support?

We can better control our destiny by stat-
ing that in this country, statistically and appro-
priately, jails and prisons are alternatives to com-
munity corrections. This is called negotiating
from a position of strength. It is much better
than being perpetual victims in the alternatives
to incarceration strategy. No one needs to risk
political capital by diverting more offenders from
jails and prisons. The public does not need to
be sold on accepting more offenders into their
communities. Offenders already are there in
overwhelming numbers. What is needed are the
resources to supervise them effectively.

Once we accept our prominent position
in the system, we cannot have it both ways. We
cannot decry our nations “over-reliance on in-
carceration,” yet proclaim community correc-
tions’ dominant share of the corrections popu-
lation. Acknowledging our strength among the
justice components is the first step toward sys-
tems thinking. Such thinking allows us to see
our role as a vital, active member within the
larger system - a system of interconnected,
interdependent components. This proactive
approach is vastly different from a reactive
method that attempts to change the external
environment by making community corrections
seem more worthy than other vital system com-
ponents-prisons and jails.

Freed from the bondage of a discredited
strategy and viewpoint, we can begin to acknowl-
edge that the ultimate customer is the commu-
nity. Our work ultimately must have a positive
effect and provide value to the community in
terms of safety and well-being. This should ap-
ply to all components of the justice system, in-
cluding prisons and jails.

Punishment is Not Bad

Restorative justice fails to resonate with
many victims and citizens because it states, or
implies, that punishment is bad. It contrasts it-
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Because more than 70 percent
of the correctional population is
under some type of community
supervision rather than being
locked up, community correc-
tions is by far the largest com-
ponent of the criminal justice
system.

self with “retributive justice” and describes an
overly punitive justice system needing to be
changed. It also appears to place crime within
the context of broken relationships needing to
be reconciled through, among other things, for-
giveness. Victims are made to feel depraved in
many instances simply because they wish to see
those who harmed them or their loved ones pun-
ished.

Many victims repudiate descriptions of “re-
tributive justice” by recounting their, or their
loved ones’, victimization by paroled offenders
having served a fraction of their sentences de-
spite several prior arrests with little or no time
served. Restorative justice adherents respond that
restorative justice is not anti-incarceration. They
state that the most violent offenders should be
incapacitated. This raises several questions. What
about people who sell drugs, steal property, cheat
people out of their life savings and many other
types of nonviolent offenders? Should these types
of offenders never be incarcerated? What exactly
are nonviolent offenders? Does this category
include offenders whose violent offense has been
plea bargained down to a nonviolent offense?
Does it include offenders whose instant offenses
are nonviolent but have histories of violence?

Punishment in this country can range any-
where from a slap on the wrist and an admoni-
tion with “conditions” (straight probation, the
most common sanction) to life imprisonment
or death. Our justice system to a large degree
remains offender-focused; the main question be-
ing, what to do to or for offenders. Ultimately,
it seems our justice system defies description re-

garding its punitive or lenient nature. In view of
complaints from citizens and victims, it does not
provide much value to the people it is designed
to protect. Our justice system, thus, needs to be
changed - not because it’s too punitive or too
lenient, but because it does not represent the
interests of victims and citizens and does not
provide the community any perceived value in
return for its investment.

Modern “progressives” also have created a
false dichotomy between punishment and hu-
manitarianism. Punishment in its truest sense
does not mean some type of sadistic infliction
of pain. One of the most valuable tenets of re-
storative justice is that it considers crime to be
an act against a person rather than against the
state. So too, we must consider that principled
and fair punishment for wrong-doing (sanction-
ing as punishment, not for punishment) treats
individuals as persons and as human beings
rather than objects.

Forgiveness is Not Essential

Victim Offender Reconciliation Programs
(VORP) attempt to reconcile relations between
victim and offender and attempt to address the
hurt caused by the crime. These are extremely
valuable programs to have in any justice system
that attempts to solve crime-related problems.
Many victims however, express a certain wari-
ness regarding the pertinence of victim offender
programs to victim’s justice. This conflict can be
summarized by the basic premise of many of
our perceptions regarding the nature of crime
and criminal behavior.

Outside of the term criminal justice sys-
tem, our lexicon of justice makes limited use of
the word criminal. We more often use the word
offender. What are the subtle implications of
this? Criminals destroy, disrupt and violate the
lives of innocent victims, both physically and
emotionally. Offenders merely offend. Offend-
ing behavior is often within the context of an
existing relationship. The way to remedy the
harm of offending is by way of reconciliation of
the broken or damaged relationship. An apol-
ogy by the offender is sought and, perhaps ide-
ally, forgiveness is given by the offended. Victim
offender programs take the approach a step fur-
ther by allowing the offender and offended to

work out a method of offender accountability
and restitution to set things right.

Victim offender programs are an enlight-
ened approach to handling many cases that cur-
rently clog our justice system. Victims caution,
however, that we should beware of their limita-
tions. These programs are not appropriate for
certain crimes such as domestic violence. Rather
than attempting to reconcile the relationship,
the object should be to protect the victim from
further and more severe abuse. This applies to
many other crimes against innocent victims in-
volving criminals who refuse to take responsi-
bility, show no remorse and do not indicate an
inclination to change. Victims whose lives, or
those of their loved ones, have been disrupted,
violated or destroyed should be assisted by the
justice system in every possible way. They should
never be required to forgive those who harmed
them or their loved ones. There cannot and
should not be a requirement for reconciliation
of a nonexisting or abusive and manipulative
prior relationship.

Historical Context. It is essential to main-
tain a historical context of our justice system in
order for us to better understand it and develop
strategies to transform it.

Restorative justice is based on ancient jus-
tice principles found in the Bible and in other
texts, such as the code of Hammurabi. The jus-
tice principles described in these texts delineate
a restorative model with emphasis on victim res-
titution. As far as Western cultures, this all
changed after the Norman conquest of England
in 1066.

To centralize power and replenish his trea-
sury, William the Conqueror made crimes a dis-
ruption of the “King’s Peace.” The king thus got
a “piece of the action” by collecting fines that
otherwise would have been paid in restitution
directly to the victim. He also gained power and
authority by requiring citizens to come to his
courts for justice.

What is hardly mentioned, but is impor-
tant to understand, is that when crime became
an act against the state, it became extremely dif-
ficult, if not impossible, to distinguish victim
from offender. People were cast into dungeons
and prisons to be punished and suffer brutali-
ties for the most trivial crimes. This abusive and
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Rather than ask what to do to
or for offenders, we should ask
how we can best protect and
serve the community. This
should lead us to a mission of
creating and maintaining safe,
secure, vital and just commu-
nities.

oppressive system of justice ultimately gave birth
to the prison reform movement. It seems that
the basic notion of protecting people from the
punitive excesses of the state continues to guide
the current prison reform and alternatives to
incarceration movement.

Over the years, prison reformers have
worked to make prisons much more humane
and should be lauded for doing so. Many vic-
tims and citizens however, perceive that at the
heart of most current prison reformer’s motives
is the belief that most offenders are victims of
the state’s coercive power. In a freedom-loving
culture such as ours, it is especially easy for many
of us to perceive people who are deprived of free-
dom as victims, while institutions that deprive
people of freedom are viewed as inherently evil.
There appears to be a ring of this anti-incar-
ceration notion in restorative justice and so it
falls flat with many key-system actors, includ-
ing many victims and citizens.

We must realize that as governments take
on more social functions, become more demo-
cratic, and crime becomes more violent or hurt-
ful to communities and individuals, the disunion
between victim and offender becomes more dis-
tinct. The current system needs to be trans-
formed from an offender-focused to a commu-
nity and victim-focused system. Rather than ask
what to do to or for offenders, we should ask

how we can best protect and serve the commu-
nity. This should lead us to a mission of creating
and maintaining safe, secure, vital and just com-
munities.

Reformation, Replacement, or Transforma-
tion? This transformation process is different
from a goal of reforming an offender-focused
system to make it meaner, tougher, kinder or
gentler on things that are done to or for offend-
ers. It also is different from a goal of replace-
ment of existing practices, policies and principles.
We can attempt to replace the existing system
with something different, cheaper and better,
yet it may not align with the public’s values and
beliefs. We must therefore make clear our in-
tentions regarding the change process. If we
don’t, we will lose, or not gain, the support of
an important segment of people within and
outside the justice system.

Why is it important to distinguish between
replacement and transformation? Because trans-
formation allows the basics of a substance to
remain while becoming something more valu-
able and useful. A piece of wood can be trans-
formed into a fine piece of furniture, yet remains
at its essence -wood. The basics of our current
justice system, arrest, conviction and sentenc-
ing, remain valuable elements to the public and
to justice professionals. Many of us have either
not made clear our opinion of these basics or
have implied they should be replaced with some-
thing less punitive. Victims and citizens trans-
late “less punitive” as a better deal for criminals
in an already criminal justice system.

A transformation to community justice will
mean that the system will continue performing
the basics. Justice agencies will continue to ar-
rest, convict, sentence, supervise and, yes, pun-
ish (through incarceration and other sanctions)
offenders as part of their mission. These basics
will be performed within a transformed system
that strives to do justice, promote secure com-
munities, assist crime victims and promote non-
criminal options. Such a system would work, in
partnership with the community, to solve prob-
lems that create and are created by crime. Com-
munity partnerships would offer the commu-
nity a voice in the process rather than a man-
date over public officials. We then can focus on
what we want and not merely argue about bow

to do things.
This does not mean we should ignore of-

fenders. If our ultimate customer is the com-
munity, offenders also are members of the com-

munity (albeit, perhaps estranged members).
This means that one of the ways of insuring com-
munity safety and justice is to do everything pos-
sible to try to [re]habilitate offenders, respect
their rights and human dignity, and reintegrate
them into our communities. Focusing on com-
munity safety puts all the previously competing
interests (punishment, rehabilitation, incapaci-
tation, deterrence) into their proper harmoni-
ous contexts.

Clarifying our intentions regarding the
change process helps us avoid the win/lose con-
flict of counteracting the supposed “get tough"
reactions of voiceless and powerless victims and
citizens. Personal and organizational transfor-
mation will lead us toward a win/win relation-
ship among us, our constituents and our crimi-
nal justice colleagues.

Public Inclusion, not Public Relations

Because the current justice system is es-
tranged from the community, it views citizens
and victims as outside obstructions needing to
be sold on new policies. We employ a variety of
public relations strategies, but perhaps the ap-
proach that can prove to be the most self-de-
structive is premised on the following:

We believe "A.” The public and politicians
seem to want “B.” Therefore; bow can we package
"A” so that it looks and sounds like "B?”

Such an approach is dishonest and ulti-
mately will fail. Many of us are trying to con-
vince the public and policy-makers that if they
want to get tough on crime, they should imple-
ment intermediate sanctions, community cor-
rections programs, etc. Offenders sentenced to
jail or prison, after all, do nothing but “lift
weights, watch color TV and enjoy other ameni-
ties.” On the other hand, those in alternative
programs are forced to work and participate in
treatment.

When victims and citizens (not having an
active role or voice in the justice system) raise an
outcry to limit offender amenities in jails and
prisons, we shake our heads in disgust and be-
wilderment, never acknowledging or being
aware of our responsibility for helping to stir
the outcry. We instead interpret their anger and
dissatisfaction as a vengeful desire to “get tough"
on our clients. This leads us to more frustration
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and reactive measures to cope with the external
environment.

Another public relations approach that’s
being promoted is one of public education. A
particular version of this is what John Doble calls
the “tell and sell” approach. Doble and his re-
search firm have conducted numerous public
opinion studies about crime and community
corrections. He states:

“The approach, what a critic might call ‘Tell
and Sell’ where experts try to convince people
of the wisdom of a predetermined course of ac-
tion, is similar to the one used by President
Clinton with health care reform. And it will, in
my judgment, have the same result. ‘Informa-
tion sessions designed to allay fears and instill
confidence’ are not the way to build public sup-
port. People’s fear will not be assuaged if they
hear an expert say crime is not increasing and,
in certain categories, is actually decreasing. (The
reasons why people will not accept this message
are complex; briefly, fear about crime derives
from people’s direct experiences and beliefs; sta-
tistics, which may be vitally important with some
issues such as, say, the deficit, play a minuscule
role in shaping public opinion about crime.)
Instead of one-way communication, we strongly
recommend two-way efforts in which the pub-
lic becomes a partner working to solve a com-
mon, community problem.”

This statement summarizes the basic dif-
ferences between traditional criminal justice and
community justice. Community justice works
in partnership with the public and thus strives
for public inclusion rather than public relations.
Agencies who have risked giving citizens and
victims an active role and voice in the justice
process have reaped tremendous rewards regard-
ing public support and improved service deliv-
ery. Contrary to criminal justice professional’s
worst fears regarding victim and public “vindic-
tiveness,” extremely creative solutions to crime-
related problems have been crafted.

Stress Value Rather Than Cost

Public inclusion does not mean that we need to
discard all public relations efforts. In the real
world we must deal with the political implica-
tions of marketing any new strategy. We need
not, however, repeat the same mistakes of mar-

keting new justice policies and programs from
an alternative to incarceration basis. A basic sell-
ing point for community corrections has been
its cost-effectiveness relative to incarceration. We
continue to stress this point even though many
researchers point out that measuring the cost of
justice is much more complex than the simplis-
tic cost per offender per year comparisons of
various sanctions.

Determining whether community justice
is cheaper than traditional criminal justice ulti-
mately may prove to be relatively unimportant.
Doble’s research has found strong evidence that
regarding justice and safety, as with so many
other things, people prefer value over cost. He
states:

“To most people, the cost of corrections is
of secondary importance. While costs may be
key to leadership, the public - though it would
not use this language - sees the issue in social
contract-like terms: Protecting the citizenry from
the threat of domestic violence is perhaps the
most important function of government. The
public, therefore, will spend a great deal to re-
duce crime. Arguing that community corrections
reduces costs has low salience for most people.

Since costs are of secondary importance to
the public, public support for community cor-
rections does not depend on how much money
will be saved.”

Citizens therefore believe that the greatest
value the justice system should provide them in
return for their investment is safe, vital, secure
and just communities. This should be accom-
plished through goals that punish the offender,
assist or attempt to restore the victim, rehabili-
tate the offender and deter would-be criminals.
This shows that, rather than a public needing
education by experts, citizens are sophisticated
and demand results that demonstrate the out-
comes they want.

Conclusion
Community justice seeks to transform the

current criminal justice system into something
more valuable and beneficial to the public that
supports it. It does not merely strive for reform,
for the offender’s benefit or deprivation. It does
not strive to replace the current system with
something that may not be fully aligned with

the public’s values, beliefs and expectations.
Community justice does not seek compe-

tition among the justice components but instead
strives for collaboration and partnerships. These
collaborative relations occur among the justice
components and with the community. This leads
to a more valuable and effective justice system
that works collectively toward a common goal.

The implementation of community justice
practices will never be completely successful if
practitioners continue to act upon their views
that certain components of the justice system
are either more or less worthy than the others. If
we accept the community as our ultimate cus-
tomer, we must take to heart citizens’ views of
the equal worthiness of all sanctions and justice
goals, including punishment and imprisonment.
This may be the greatest challenge for those of
us who continue to view community corrections’
role from an alternative to incarceration perspec-
tive. Our goal, from this perspective, is to coun-
teract supposedly bad sanctioning practices, such
as incarceration, with supposedly good sanction-
ing practices, such as community corrections
(except, of course, for the most violent offend-
ers).

If we hope to transform our system suc-
cessfully, we must first experience a personal
transformation. This begins by viewing our mis-
sion from a systems-thinking perspective. Such
a perspective allows us to see that we are all in-
terconnected, interdependent parts of the whole.
The whole encompasses our communities,
which includes citizens, victims, offenders and
our agencies. The resultant synergy will allow
us to confront and solve crime-related problems
in our communities successfully.

If we are willing to take risks, we can pay
more than lip service to citizens and victims. We
must allow citizens and victims the active voice
and role they have been denied for so long. If
we hope to gain the approval of those who should
support us, we can have it no other way.  
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What’s New in Research?
by Michele Moczygemba, Chair, APPA Research and Technology Committee

The American Probation and Parole
Association’s (APPA) Research and Technol-
ogy Committee has recently been re-formed.
The first task of the Research and Technology
Committee was to revise its strategic plan. This
update contains a summary of the strategic plan
and details projects the committee will be in-
volved in over the next two years. Also sum-
marized are APPA research grants that are cur-
rently underway. Be sure to look for the Re-
search Update in future issues of Perspectives.
We plan to make this a reliable source to find
significant research information.

Research and Technology Committee

Mission: Inform, facilitate and educate
community corrections professionals regarding
research and technology findings, funding op-
portunities, research initiatives and resources.

Function: Identifying appropriate areas of
research and technology within the field of
community corrections, as well as possible
sources of discretionary funding for pursuing
the delivery of significant areas of inquiry.

Research and Technology Projects:
l Research Summaries: Provide summaries
of research arid technology findings in each is-
sue of Perspectives.
l Resource List of National Research Staff :
Develop a directory of research staff across the
United States and Canada who are actively in-
volved in conducting community corrections
research in governmental agencies. The direc-
tory will include listings of management in-
formation systems technologies utilized (e.g.,
mainframe, SPSS, SAS) by various agencies.
l A Guide for Conducting Research in
Governmental Agencies: Develop a resource
guide for agencies to use in conducting research
projects. The guide will contain a literature re-
view of other research guides, recommended
policies and procedures, and some standard-
ized variable definitions.
l Purchasing Community Corrections Re-
search Resources: Develop a guide for agen-
cies, academics, legislatures and others to use
when purchasing community corrections re-
search resources.

Goals for the Next Two Years: Establish a
stable committee membership of university
faculty, research and technology administrators
and community corrections researchers to
maintain a balanced perspective. Disseminate
research-based information to the field of com-
munity corrections. Identify and prioritize ar-
eas of research needs for practitioners.

For further information about the Research
and Technology Committee or if you would like
to become a member, please contact the chair,
Michele Moczygemba, Director of Re-
search, Texas Dept. of Criminal Justice, Re-
search Evaluation and Development Unit, 209
West 14th Street, Ste. 500, Austin, Texas
78701, Phone (512) 305-9338.

APPA coordinates grant projects with a
variety of agencies, including the Bureau of
Justice Assistance, Center for Substance Abuse
Treatment, National Highway Traffic Safety
Administration, National Institute of Justice,
Office of Juvenile Justice and Delinquency Pre-
vention and the Office of Victims of Crime.
Below is a summary of the grant-funded
projects that are now being coordinated by
APPA.

Handbook on Teen Courts: The goal of this
project is the development of a Handbook on
Teen Courts and the delivery of training and
technical assistance designed to assist juvenile
justice agencies. The assistance focuses on es-
tablishing teen courts as an alternative for re-
sponding to the problems of underage drink-
ing, impaired driving, drug use and other de-
linquent behaviors of youth.

Promising Strategies and Practices for Pro-
bation and Parole Agencies in the Area of Victim
Services: The goal of this project is to identify
elements of exemplary victim-related proba-
tion and parole practices. The outcome of the
project is to identify, disseminate and encour-
age the replication of innovative policies, pro-
cedures and programs developed by probation
and parole agencies to respond to the needs of
crime victims.

Test, Modify and Retest: An Agenda for
Evaluating Intensive Supervision Programs: The

goal of this project is to evaluate a prototypical
Intensive Supervision Program (ISP) model.
The premise of this new model is that ISPs can
effectively promotes behavioral change in of-
fenders by focusing on the provision of inten-
sive services rather than exclusive surveillance
and incapacitation measures.

Promising Strategies for Restitution Con-
tracting Agency: The goal of this project is to
develop a Compendium of promising practices
in restitution management and collection. The
outcome of the project is to provide a histori-
cal overview and background to the manage-
ment of restitution, a description of promising
restitution practices and supplementary mate-
rials that jurisdictions can use to improve their
restitution practices.

Capacity Building in the Juvenile Justice
System: Addressing the Need for Substance Abuse
Services: The goal of this project is to expand
the juvenile justice system’s ability to provide
treatment for substance-involved youth under
community supervision by encouraging com-
prehensive, inter-system service delivery plans
on a jurisdictional basis and helping line pro-
bation and parole officers develop effective
behavior change skills.

Training and Technical Assistance for Ex-
panding and Improving Correctional Options in
Community Corrections: The goal of this project
is to bring innovative and best practices infor-
mation, materials and training to local com-
munity corrections practitioners and agencies.
Past Training and Technical Assistance topics
have ranged from Domestic Violence to Per-
formance-Based Measures and the project has
produced an instructional videotape, WNAB
News - Special Edition: Empowering Commu-
nities Through Innovative Probation and Parole
Practices. Future activities under this grant will
include additional Training and Technical As-
sistance presentations and production of a Best
Practices monograph.   

For further information about APPA
grants, please contact: APPA, c/o The Council
of State Governments, P.O. Box 11910,
Lexington, KY 40578-1910, phone (606)
244-8197 fax (606) 244-8001.
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National Task Force of State Leaders Focuses on
Correctional Issues

The Council of State Governments
(CSG) has created a Corrections Policy Task
Force consisting of state leaders from the legis-
lative, executive, and judicial branches. The
inaugural meeting of the task force held this
spring was co-chaired by Connecticut Rep.
Michael Lawlor and Texas Senator Florence
Shapiro, and provided a forum for the discus-
sion of national and state correctional issues.

The task force was updated on the cur-
rent corrections policy activities within CSG’s
Center for Law and Justice. The Center for
Law and Justice focuses on state programs and
policy options surrounding criminal and juve-
nile justice, corrections policy and probation
and parole functions, as well as provides secre-
tariat services for the American Probation and
Parole Association. Mario Paparozzi, vice presi-
dent of the American Probation and Parole
Association and the task force’s vice-chair, gave
a brief overview of APPA activities.

Two current projects funded by the CSG’s
21st Century Fund are a State Elected Official's
Guide to Correctional Options and four regional
training seminars entitled: “Offender Control
in the States: Are There Any Good Correctional
Options?” The breast pocket sized, easy-to-use
guidebook will provide state decision-makers
with essential information about a wide range
of community-based correctional options. The
four, two-day regional seminars are designed
for governors and legislators and their staffs
(particularly those that serve on judiciary, cor-
rections, criminal justice, appropriations or
budget committees), judges and other judicial
personnel, corrections administrators, as well
as county/city administrators and fiscal offic-
ers. The seminars will provide pertinent infor-
mation on hot correctional issues. Tentative
seminar topics include: the economics of of-
fender control; the impact of “get tough” sen-
tencing policies; legislative responses to youth
violence and how they compare to what ap-
pears to be working; and what the public ex-
pects from our correctional system.

To provide a framework and impetus for
task force discussion, guest speaker Larry Travis
from the University of Cincinnati, Department

of Criminal Justice, gave a presentation on
current national and state corrections trends.
Travis examined the changing demographics
of the corrections population, mandatory sen-
tencing, the rising cost of corrections, boot
camps, intensive supervision and suggestions
for corrections programs that work. The pre-
sentation by Travis elicited discussion from task
force members on topics such as punishment,
retribution, recidivism, rehabilitation, commu-
nity corrections and victims rights.

The next Corrections Policy Task Force
meeting will be held in Honolulu, Hawaii, De-
cember 5-9, 1997, in conjunction with The
Council of State Governments’ Annual Meet-
ing and State Leadership Forum. The Correc-

tions Policy Task Force also agreed to hold tele-
conference meetings in the interim to discuss
key issues and possible CSG projects related to
corrections policy. For more information
about the task force, contact Elizabeth
Grugin, APPA special projects coordinator,
at (606) 244-8192.  

APPA is an affiliate of and receives
its secretariat services from the
Council of State Governments
( C S G ) .  C S G ,  t h e  m u l t i b r a n c h
association of the states and U.S. territories, works with
state leaders across the nation and through its
regions to put the best ideas and solutions into
practice.
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Management By Hope and a Prayer b
by Robert H. Rosenbloom, Operations Coordinator, Department of Corrections, Probation Division (GA)

Probation Scenario

It is after office hours and Chief Proba-
tion Officer “Jim” sits alone in his office won-
dering how he is going to survive the meeting
with his boss tomorrow. As Jim looks out the
window into the darkening evening, he sees
“Doug” getting in his car and heading home.
“It was Doug who caused this problem. It was
Doug who should be answering the questions.
“Why is my job on the line?” Jim thinks aloud.
A probationer remained in jail for three months
before Doug realized action should have been
taken on the case. The arrest was based on a
probation warrant that should have been with-
drawn more than a year ago. Now the proba-
tioner has a lawyer that specializes in negligence
cases brought by persons in custody Everyone
called today asking questions about the case,
including the newspaper and television station
- what a mess!

Jim has been a chief for more than 10 years
and has survived a number of changes in the
leadership of the agency As the administrators
change so does the focus on priorities. Meet-
ings are held, mission statements are changed,
politics are satisfied, and then everyone settles
into old, familiar routines. It was no different
for Jim after the most recent change last year.
He held staff meetings, passed on the new in-
formation from the top and stressed the im-
portance of “taking care of business” during
this volatile time in the agency. Jim started the
staff meeting by saying, “We don’t want any-
one interfering with how we do our work. We
all know what it takes to do probation busi-
ness, so make sure you do your job and we will
be fine.”

Jim knows that this administration, like
all others, talks a good game about following
procedures and insuring compliance with those
procedures. He also knows no one ever asks
him, or his staff to demonstrate their knowl-
edge in this area. No supervisor asks to see his
manual or inquire how his staff handled situa-
tions. Sure, there are times when a question
comes up about a probationer’s case and
whether it was handled properly. He could al-

ways show positive points in the case, and if
problems existed, it could be blamed on large
caseloads or some other factor out of his con-
trol.

celed and it should have approval from the
judge.”

This time Jim finds himself unprepared
to answer the questions he knew would be
asked. The probationer left in jail has no fault
in the matter and was even a sympathetic fig-

ure. She has no serious criminal history, a
mother with young children and unfortunately,
the patience of Job. Jim laments, “Why didn’t

she complain sooner. What fool allows herself
to remain locked up for no reason and patiently
awaits her day in court! If only she made a stink

earlier, I could have done some good damage

control like the other times.” Well, tomorrow
is the day of reckoning. Jim will meet with the
Director of Probation “Robert.” Robert has
talked with all the chiefs in the past months
about core responsibilities and insuring these

are being met. He has talked about checking
office procedures and knowing the local situa-
tion. Jim thinks back on those conversations
and remembers, “I sure HOPE my staff is tak-

ing care of business. One of these days I need
to take a look.”

“Is that policy in writing, something we
can use to blunt the charges of negligence?”
Robert asks.

Jim indicates that he thinks that he wrote
a memo a number of years ago when some-
thing like this happened before. But Jim goes
on to say, “I had hoped that Doug’s experience
as an officer would have made him aware of
these kind of situations.”

Robert, beginning to see a problem says,
“So, you don’t have a written policy on how
and when to cancel warrants?”

Jim feeling his gut tighten, “No, no writ-
ten policy. I have good officers and I hope they
do their job they way I know they can.”

“Allright,” Robert continues, seeing where
this is going, “lets move on to the procedure
for probationers in jail. Do you have a written
procedure for this?”

The Aftermath

Jim sees an opportunity for redemption.
Proudly he says, “Yes, I most certainly do and
everyone including Doug knows what I ex-
pect regarding this situation. I have been in
this business long enough to know that a pro-
bationer in jail on our warrant is a most seri-
ous matter. This particular situation somehow
fell through the crack.”

The next morning Robert comes to Jim’s
office. “Well Jim, lets look at the facts. Doug

issued a probation warrant last year when the
client failed to pay the fine and failed to re-
port. The casenotes show that the probationer
called and asked to talk about the situation.
She came in the following day, Doug talked to
her and decided to let her pay and handle the
situation administratively. Is that right so far?”
Robert asks. Jim nods his head, hoping the old
adage is true, “better to be thought a fool then

“Good!” Robert says. “Let’s take a look at
the procedure and see where Doug messed up.
Maybe the press and others will focus on Doug,
and how he failed to follow your instruction,
rather than on what we failed to do.”

Jim hands Robert the procedure and it
clearly sets out a process to be followed by each
probation officer. The sample form for the jail
log is appropriate and Robert notes there is a

cancellation of the warrant or discussion with

to speak and remove all doubt.”
Robert continues, “The case file shows no

the judge. Do you have a policy regarding can-
cellation of warrants?”

Jim responds, “Well, I hope all of our of-
ficers know that the warrants should be can-
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place for the officer and the supervisor to initial
the form. Robert asks to review the jail log for
the probationers. It takes a while, but Jim finally
finds it. It is set up according to the procedure,
the sample form is reproduced accurately, but
something is missing - information.

“Why are so many blank lines not filled
in?” Robert asks. There doesn’t seem to be that
many names listed for the period of time in-
volved. I thought you said we didn’t know the
probationer was in jail? Her name is right here,
but it is blank in the place for the date the pe-
tition for revocation is to be filed. Doug knew
she was in jail and didn’t do anything? Why
didn’t the supervisor check this according to
the procedure? No initials anywhere. You’re the
chief, where do you fit in?”

Jim figures that Robert was upset, so he
wants to choose his words carefully, not want-
ing to inflame a bad situation. “Well, Robert,
I had hoped that my staff was taking care of
this. I reminded them in a staff meeting last
year how important it was and to make sure
they filled in the log.”

“Jim, did you ever look at the log?” asks
Robert.

Jim, now realizing the implications, tries
to think of the best spin. “I did look once and
asked the supervisors to do a better job follow-
ing up. It was my hope they understood what
I wanted.”

Robert is clearly upset at this point. As
the probation director, it falls on his shoulders
to explain how such a mistake could be made
by employees under his direction. He knows
the truth, but how can he bring himself to ad-
mit it, to the press, to the lawyers and most of
all to the lady unfairly imprisoned? The truth
is that “management by hope” is responsible
for the whole situation. Sure, one could point
to failures of others along the way, faulty pro-
cesses and procrastinating staff members, but
underlying it all is a manager’s hope, without
verification, that probation business is being
handled. Hope is not a management strategy,
it is an excuse for avoiding responsibility.

Replacing Management by Hope with
Effective Strategies

Ronald Reagan may not have been the

first to say it, but it is an appropriate strategy,
“Trust but verify.” Managers tend to avoid su-
pervising other professionals working under
their direction. Freedom to exercise professional
judgment is used by both the staff member and
the manager as both a defense to supervision
arid an excuse not to supervise. One definition
of management is getting work done through
others. A responsibility of management is mon-
itoring processes that ensure results. The bot-
tom line of any business, including probation,
is getting results, according to Results-Driven
Management (Boone and Fulton, 1995). Pro-
cesses or procedures are developed in an orga-
nization for various reasons; one reason is to
insure that important goals are met and are
handled uniformly. What could Jim have done
to prevent the problem or at least minimize
the damage?

Strategy #1
The first problem encountered in the pro-

bation office was the lack of any written pro-
cedure. When and how to cancel a warrant is a
critical process to avoid civil liability. The chief
can effectively communicate expectations re-
garding canceling warrants by a written policy.
Without the written expectations, it is left to
each probation officer to judge each situation
without guidelines. This is unfair to the officer
since he/she will be held accountable for a nega-
tive outcome as judged by a supervisor that
may have a different view of the situation.
Written procedures protect the officer. The
written procedures communicate to the pro-
bation officer the critical nature of canceling
warrants and the priority given to it by the chief.
If it is not important enough to write down, it
must not be important enough to do, reason

some employees. Maybe they are right. But in
this case, it is a wrong assumption. The proce-
dure was not written due to the chief’s man-
agement by hope strategy. This is avoidance of
responsibility by the chief. Once a policy is
written, it implies the procedure should be fol-
lowed. The Seven Habits of Highly Effective

People, (Covey, 1989) stresses proactivity as the
first habit. “Taking initiative . . . means recog-
nizing our responsibility to make things hap-

pen, ” Covey writes. The chief must take re-
sponsibility, which is defined by Covey as “the
ability to respond.” Being responsible for pro-
bationers in custody is a liability the chief can-
not escape. “Holding people to the responsible
course is not demeaning; it is affirming”
(Covey, 1990). Managers who are concerned
that inspection for compliance is demeaning
to the probation officer should look at their
insecurities before projecting attitudes onto
other staff members.
Strategy #2

To know that the procedure is followed
requires additional work by the chief. Through
some means of verification, compliance with
the process must occur. To have a written policy
and procedure without verification sends the
message that the policy must not be impor-
tant. The bestselling book Reinventing Govern-
ment (Osborne and Gaebler, 1993), suggests a
number of principles to change to a results-
oriented government. The first two principles
are: what gets measured gets done; and if you
don’t measure results, you can’t tell success from
failure. Applying these principles to our sce-
nario would have required the chief to have a
procedure and take steps to insure it was being
followed.

The second strategy of verification should
have incorporated steps that ensure compliance.
Supervisory review of the jail log on a regular
basis accomplishes the following: Knowledge
that probation officers are following the pro-
cedure; and an opportunity for the supervisor
to follow-up on errors and have them corrected.
Tracking systems represent only a tool to be
used in a “systems” approach to managing.
Total Quality Management philosophy, pro-
moted as one solution for organizations to
manage performance, requires that systems be
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established to measure results (Osborne and
Gaebler, 1993). The purpose is to look for data
and use it to improve results. In our scenario, a
jail tracking system monitored by the chief re-
veals potential problems that can be identified
and solved in a proactive manner.

One Year Later

Chief Probation Officer Jim receives a call
from Robert, director of Probation. “Jim, I have
a letter from a probationer claiming she has
been in jail without any action by your office.
She sent a copy of the letter to the governor’s
office and claims her civil rights have been vio-
lated. Seems like I have heard this story before.
What can you tell me about the case?” Jim asks
for time to research the situation and get back
with Robert.

Jim feels some normal anxiety, but feels
confident about his staff handling their respon-
sibilities. His confidence arises from the knowl-
edge that the jail tracking log procedure has
been in place for a year. Further, he knows the
supervisors, including himself, routinely review
the log for compliance. When he checks the
log for the name given by Robert, the infor-
mation is all filled in, the procedures followed
and the delay in the revocation hearing was
due to the judge’s orders, not from any lack of
action by his office. Jim calls Robert with the
information. Robert compliments Jim on the
procedural safe-guards in place.

As Jim reflects on the past year, after the
settlement the department had to pay for the
earlier mistake, he felt lucky to have a second
chance. The work involved in setting up the
new procedures and verifying compliance was
not as time consuming as he feared. The pro-
bation officers also felt more confident regard-
ing the status of the cases.

No longer did Jim practice management
by hope and a prayer. Instead he used systems
to verify performance arid tracked data to make
quality improvements.  

References:
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Ethical Considerations in Probation Practice
by Marylouise E. Jones, Department of Psychology, Research Unit and Arthur J. Lurigio, Department of Criminal Justice, Research Unit, Loyola
University Chicago (IL)

Editor; Note: Portions of this paper were pre-
sented at APPA's 21st Annual Training Institute, July
1996, Chicago, Illinois.

Probation officers frequently face decisions
that place the needs of offenders in direct con-
flict with the welfare of society. In making such
decisions, they can benefit from a firm foun-
dation in ethics. Recent books have highlight-
ed the importance of ethics for criminal justice
professionals (Braswell, McCarthy, & McCar-
thy, 1991; Pollock-Byrne, 1994; Souryal,
1992). For example, Pollock-Byrne (1994)
notes that within the criminal justice system,
there is a variety of moral dilemmas, including
“questions of responsibility and excuse, the lim-
its of the state’s right to control the individual,
the ethical use of force, and the appropriate
use of discretion” (p. 200). Ethical issues in
probation practice, however, have been largely
ignored (Brown, 1989).

Criminal justice is a young discipline, far
more concerned with crime control than with
philosophy. Most probation practitioners have
not been exposed adequately to the philoso-
phy of justice or to any serious or formal study
of ethics. Courses in ethics and justice usually
are not required for criminal justice degrees -
the most common degree among probation
officers - or included in probation officers’
training curricula. Nonetheless, ethical issues
in community corrections are significant and
complex. These issues are common to other
professions. But criminal justice agents, includ-
ing probation officers, can be distinguished
from other professionals in terms of the broad
ethical nature and ramifications of their deci-

sions.
Criminal justice professionals often ren-

der decisions on behalf of society as a whole.
These judgments entail a far greater responsi-
bility than the decisions of many other profes-
sionals and are not just incidentally, but are
primarily, moral decisions (Sherman, 1992).
For example, when a police officer decides to
arrest a person or when a judge decides to re-

lease a person on bail, the decision has signif-
icant ethical and moral implications.

Upholding the social order is a fundamen-
tal obligation of the criminal justice system
(Souryal, 1992). Social order focuses on the
rights and welfare of individuals and of society
at large. Laws and sanctions are designed to
ensure that everyone has the freedom to pur-
sue their interests and activities without un-
due fear or threat of victimization. Difficulties
arise when the needs of individuals conflict
with those of the broader community. For ex-
ample, locking up someone who is a neigh-
borhood nuisance may alleviate the misery of
a few persons while infringing on an individu-
al’s freedoms and fundamental rights. Balanc-
ing individual rights with society’s well-being
begs the question of how much social control
(i.e., laws and punishments) is needed to main-
tain an orderly society. Striking such a balance
forces criminal justice practitioners to recon-
cile the welfare of their clients with the welfare
of society.

Ethics and Probation Officer Discretion

Community corrections practitioners
experience ethical challenges because of the
formidable task of weighing an offender’s wel-
fare against the welfare of society The basic
rationale of probation is that society is willing
to take a chance on offenders who are able to
conform to its rules. Probationers are allowed
to remain in the community as long as they
adhere to the court-ordered conditions of re-
lease. If they violate the conditions of release,
which constitutes their contract with society,
probation may be revoked and they may be
subsequently incarcerated.

When probation began, and throughout
most of its early history, its purposes were pri-
marily altruistic, as probation caseloads com-
prised mostly lower-risk property and first-time
offenders. There were fewer offenders with
developmental disabilities, psychological dis-
turbances or drug addictions, and fewer of-

fenders convicted of violent crimes and other
felonies. With changes in the size and serious-
ness of probation caseloads, balancing offend-
ers’ welfare with the safety and protection of
the community has now become the ethical
imperative of probation.

Ethical decisions in probation are made
within less rigidly defined contexts than are
found in other criminal justice domains. Pro-
bation officers exercise considerable discretion
in handling their caseloads. They typically have
a lot of flexibility with regard to scheduling
their time and structuring their activities. Pro-
bation officer discretion is an important aspect
of supervision. Many probation officers do not
automatically submit violation petitions after
they discover offenders’ infractions. In fact,
some may give offenders second and third
chances before initiating the revocation pro-
cess. Probation officer discretion also plays a
critical role in determining the nature of these
officers’ reports to judges (Souryal, 1992). Pro-
bation officers can sway judicial decisions by
portraying probationers in different lights. Pro-
bation officers’ judgments are especially influ-
ential in presentence investigations. Because
probation officers’ recommendations in pre-
sentence investigations often are adopted by
judges (Abadinsky, 1996), ethical decisions af-
fecting the way they present information are
significant and can have serious consequences
for offenders.

Offenders’ performance on probation is
affected by officers’ ability to broker suitable
employment or treatment services. Outcomes
also are affected by officers’ handling of pro-
bation infractions and their interest in clients
rehabilitation and reintegration. However, pro-
bation officers’ success with clients may be
hampered for a number of reasons over which
they have little control. High caseloads, long
work hours, lack of training and the absence
of clear goals can all interfere with the quality
of services (Whitehead, 1996). Furthermore,
probation officers cannot always depend on
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the public support or resources that they need action . . . conforms to the principle of utility
to do their jobs effectively (Wehmhoefer, . . . when the tendency it has to augment the
1993). The constant interplay of intra- and happiness of the community is greater that any
extra-agency factors that influence officers’ ef- it has to diminish it” (Dewey & Hurlbutt,
fectiveness and the fact that probation officers 1977, p. 227). Charity and benevolence are
are often the final arbiters for many caseload moral actions because they produce beneficial
decisions require their judgments and activi- consequences. Thus, Benthem contended that
ties to be grounded firmly in basic ethical prin- all human actions are motivated by the desire
ciples. to increase pleasure or decrease pain. He ar-

“Moral principals have lost their distinctiveness. For modern man,
absolute tight and absolute wrong are a matter of what the majority
is doing. Right and wrong are relative to likes and dislikes and the
customs of a particular community We have unconsciously applied
Einstein’s theory of relativity, which properly described the physical
universe, to the moral and ethical realm."

- Martin Luther King Jr.

Foundation of Ethics

Normative ethics is the study of right and
wrong. In particular, normative ethics tries to
discover the fundamental aspects of all ethical
judgments. For example, lying, cheating, steal-
ing, raping and killing generally are consid-
ered wrong. If so, what is the common charac-
teristic of all these actions? One of the most
preeminent figures in the history of Western
philosophy, Socrates, searched for the univer-
sal principle that is common to all just or vir-
tuous actions.

Utilitarianism

An ethical theory that attempts to describe
universal moral principles is utilitarianism,
developed by Jeremy Benthem and John Stu-
art Mill. Utilitarianism posits that the morali-
ty of an action is judged in terms of its conse-
quences. A moral action produces good results,
that is, it increases pleasure and decreases pain;
an immoral action produces bad or harmful
results, that is, it decreases pleasure and increases
pain. Simply put, cheating, stealing and mur-
der are all wrong because of their bad or harm-
ful consequences. According to Benthem, “An

gued that a person’s motivation does not deter-
mine the rightness or wrongness of given ac-
tion. Even if the motivation for an action is to
increase pleasure (which is good), the result of
that action may inflict pain on a large number
of people. Such an action must be regarded as
bad because of its outcomes, not because of
the original intentions of the actor.

A central question when weighing the
correctness or goodness of actions in utilitari-

anism is, “Whose happiness or pleasure is par-
amount?” According to utilitarianism, all par-

ties affected by an action should be considered.
Therefore, both the happiness of the individu-
al and that of the community should be calcu-
lated in determining the goodness of a partic-

ular action. The morally correct action is the
one that produces the greatest good for the
greatest number of people. Presumably, the
pleasure of one individual does not outweigh
the pleasure of an entire community. For ex-
ample, stealing makes a thief feel good. But
the thief’s victims may suffer sadness, anger,
fear and physical and emotional distress as a
result of the thief’s actions. In this instance,
the pain of many outweighs the pleasure of one.

The greatest good for the greatest number cre-
ates the context for community. The propor-
tionality of pain and pleasure must be judged
in this context.

Utilitarianism calculus is illustrated by the
following example. A probationer misses a re-
port date in order to take care of his children.
Adhering to a zero tolerance policy for nonre-
porting, his probation officer files a petition to
have him violated. The probationer then is
convicted of a violation and is sentenced to jail.
Consequently, the probationer cannot provide
for his family while he is incarcerated and his
relationship with his officer is strained. Should
the probation officer have filed a petition to
violate him? Following the principles of utili-
tarianism, the officer should have weighed the
possible pain of the probationer against the
possible pain inflicted on the community if the
probationer does not follow rules. If the pro-
bationer presented little threat to society, a util-
itarian would maintain that the probation of-
ficer was wrong to violate him.

Deontological Ethics

Immanuel Kant, a proponent of deonto-
logical ethics, believed that by focusing sole-
ly on consequences, utilitarianism misses some-
thing even more basic to morality, namely,
goodwill or the intention to do what is right.
For Kant, the key to morality is human inten-
tion, not consequences. An act is right if it is
motivated by the goodwill or intentions of an
actor regardless of whether the action achieves
positive consequences. Right actions arise from
virtues such as honesty, loyalty and respect for
the law (Dewey & Hurlbutt, 1977). Wrong
actions arise out of selfish or malicious mo-
tives.

Consider the following scenario involv-
ing two probation officers working in the same
department: One probation officer files a vio-
lation of probation petition against a proba-
tioner who missed last months payment of res-
titution. He does so to teach the probationer
the importance of obeying the rules of the court
and to deter future rule breaking. The other
violates a probationer who missed his last pay-
ment of restitution because the probationer
belongs to a racial group that the probation

American Probation and Parole Association 27



officer is prejudiced against.

Kant would have argued that there is a
fundamental moral difference between the first
and the second probation officers’ actions, de-
spite the fact that the consequences of the two
cases are identical. In the utilitarian view, be-
cause the ends of both officers’ actions are the
same, they have the same moral value. None-
theless, from Kant’s perspective, there is still a
moral difference. The first probation officer
acted morally in order to instruct the proba-
tioner and to help him to avoid future difficul-
ties. In contrast, the second probation officer
was motivated by prejudice. For Kant, although
the second probation officer engaged in the
same action as his colleague, he filed the peti-
tion for the wrong reason so his action has no
moral worth. In short, he did the right thing
for the wrong reason.

Kant’s principle of morality contains a
categorical imperative: People have the uncon-
ditional duty to behave morally. Kant’s belief
is that people should do only what they would
permit others to do. In our example, the cate-
gorical imperative is that a probation officer
who chooses a particular response to deal with
a probationer’s rule breaking must believe that
the response would be the same one chosen by
other probation officers and that it would ap-
ply to all probationers in the same situation.

Another formulation of Kant’s categori-
cal imperative focuses on the belief that hu-
man beings have intrinsic value and that they
ought to be treated with respect. Within this
formulation, probationers should never be re-
garded as objects, that is, used to prove that
one is “tough on crime” or to demonstrate the
punitiveness of a particular sanction. Because
probation officers constantly must weigh the
needs of individual offenders against those of
society, they may have difficulty satisfying the
moral imperative.

Problems with both utilitarianism and
deontological ethics complicate moral deci-
sions. Utilitarianism has trouble dealing with
situations involving the maximum pleasure for
the majority at the expense of the minority.
For example, a large group enslaves a small
group so that the large group can gain certain
comforts and benefits from the servitude of a

few. Utilitarianism holds that the suffering of
a few is outweighed by the pleasure of the many.
Nonetheless, regardless of the pleasurable con-
sequences for some, slavery and oppression are
patently wrong, just as hurting or exploiting
others is inherently unjust.

Similarly, Kant’s moral theory has no way
to deal with conflicting motives. For example,
a probation officer is required to keep proba-
tioners’ records confidential. But when a pro-
bationer with a prior conviction for a sexual
offense applies for a job as a janitor in a school,
the probation officer may fear for the safety of
students and school staff Does the probation
officer reveal confidential information to the
potential employer or protect the confidenti-
ality of the probationer? Kantian theory offers
no solution to this predicament. The utilitari-
an would weigh the harm done by revealing
the information against the potential harm that
may arise from not doing so. Much more harm
could result from failing to warn an employer
of possible dangers.

Common Ethical Dilemmas of
Probation Officers

In the moral dilemmas facing probation
officers, it is not always clear what effects an
officer’s actions may have for offenders or so-
ciety. The probation officer who does not vio-
late probationers for failing drug tests may be
either facilitating their success or enabling their
addictive behaviors. Probation officers may
promise services to clients without any guar-
antee that these services will ever be offered.
Promising probationers possible employment
may be helpful in motivating them to fulfill
probation requirements but may demoralize
them when jobs never become available.

Probation officers also may be forced to
weigh the needs of particular clients against
those of other probationers. Because of severe-
ly limited treatment resources, such as for sub-
stance abuse, the probation officer who enrolls
a probationer in a program may prevent an-
other person - perhaps one more likely to
succeed in the program - from getting treat-
ment (Duffee & Carlson, 1996; Silverman,
1993). Similarly, a probation officer may in-
teract with agencies that might be reluctant to

“Integrity without know/edge
is weak and useless, and
know/edge without integrity is
dangerous and dreadful."

- Samuel Johnson

accept other clients from the officer’s caseload
if particular clients fail in their programs.

Besides balancing societal and offender
needs, probation officers also belong to the
wider criminal justice system, which imposes
expectations that affect ethical decision mak-
ing (Silverman, 1993). These demands may
come in the forms of sentencing requirements,
administrative exigencies or peer pressures.
Whistle blowing against the probation admin-
istration may be another area of ethical con-
cern for officers if they perceive that their agen-
cies’ practices are interfering with the rights and
well-being of their clients (Rosecrance, 1988).
Administrators may be more willing to cover
up inadequacies rather than to allow the un-
desirable practices of their departments to come
to light. Officers must weigh loyalty to their
profession and colleagues against the harm that
may ensue if they permit unethical practices to
continue. As Pollock-Byrne (1994) noted, “All
criminal justice professionals are more likely
to operate in an ethical manner when they
believe in the validity and justness of the sys-
tem that employs them.”

As discussed earlier in the context of Kant’s
theory, probation officers can be confronted
with ethical dilemmas relating to confidential-
ity. For example, an offender enters into a ro-
mantic relationship with a person who is not
aware of his previous convictions for domestic
violence. Is it the duty of the officer to keep
this information confidential or to inform the
offender’s partner out of concern for her safe-
ty? Confidentiality issues become even more
difficult with juvenile probationers (Goldsmith,
1988).

Confidentiality issues also arise when pro-
bation officers come in contact with offenders
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families. With more severe programs, for ex-
ample, home confinement and intensive pro-
bation supervision, offenders’ punishments
spill onto the lives of others. Von Hirsch (1990)
suggested that concern for the rights of others
has been overlooked in community correc-
tions. For example, he pointed out that home
visits may shame or demean offenders because
of the presence of unconvicted third-party
witnesses whose sense of privacy is diminished.
Confidentiality issues can arise yet again when
probation officers are concerned with the well-
being of crime victims (Whitehead, 1996).
Issues concerning the confidentiality of an of-
fender’s whereabouts vs. informing a victim
who might be at risk again from that offender
are often under probation officer discretion.

Other circumstances may place profes-

sional ethics in conflict with personal ethics.
For example, probation officers may not agree
with their clients’ choices (e.g., the decision to
have an abortion) or they may condone -
either explicitly or implicitly - illegal behav-
iors (e.g., recreational drug use) (Pollock-By-

rne, 1994).

Most probation sentences require offend-
ers to report to a probation site, but there may
be instances when doing so is not in proba-
tioners’ best interests (Close & Meier, 1995).
Such cases include probationers who may be
too ill or physically handicapped to travel. In
addition, probationers in gangs may be placed
at risk if they have to travel through rivals’
neighborhoods to report to their officers.

Finally, ethical issues may arise out of the
unequal relationship between probation
officers and their clients. Probation officers may
misuse their power (Pollock-Byrne, 1994).
Concerns with the misuse of force come into
play even more so when probation officers carry
weapons and work in stricter surveillance
programs. According to Sherman (1992),
“Force is the essence of criminal justice. . . .
The decisions of whether to use force, how
much to use and under what conditions are
confronted by police officers, juries, judges,
prison officials and probation and parole
officers” (p. 17).

Typology of Probation Officers

What are probation officers supposed to

do when faced with the kinds of dilemmas
described here? Whom should they be serv-
ing? How can they maximize benefits for of-

fenders and minimize harm to society? A well-
known typology of probation officers helps to
illuminate the ethical postures that officers may
assume (e.g., Klockars, 1972; Souryal, 1992).
Each of these probation officer types acts out
of a particular ethical principle or a set of prin-

ciples. Not every officer fits into one type. Rath-
er, most officers represent a combination of

types, and those within a type may not always
behave the same way. In addition, no type is
considered completely ethical or unethical.
Such determinations require knowledge of the
context in which actions take place (Souryal,

1992).

Punitive Officers

The first type of officer is the punitive or
law enforcement practitioner who always places
society’s interests above clients’ interests. “This
type underscores a dogmatic, utilitarianism
view that seeks to maximize goodness through
serving the largest number of beneficiaries-

Table 1

American Probation and Parole Association’s Code of Ethics

1. I will render professional service to the justice system and the community at large in effecting the social adjustment of the offender.

2. I will uphold the law with dignity, displaying an awareness of my responsibility to offenders while recognizing the right of the public to be
safe-guarded from criminal activity.

3. I will strive to be objective in the performance of my duties, recognizing the inalienable right of all persons, appreciating the inherent
worth of the individual, and respecting those confidences which can be reposed in me.

4. I will conduct my personal life with decorum, neither accepting nor granting favors in connection with my office.

5. I will cooperate with my co-workers and related agencies and will continually strive to improve my professional competence through the
seeking and sharing of knowledge and understanding.

6. I will distinguish clearly, in public, between my statements and actions as an individual and as a representative of my profession.

7. I will encourage policy, procedures and personnel practices which will enable others to conduct themselves in accordance with the values,
goals and objectives of the American Probation and Parole Association.

8. I recognize my office as a symbol of public faith and I accept it as a public trust to be held as long as I am true to the ethics of the American
Probation and Parole Association.

9. I will constantly strive to achieve these objectives and ideals, dedicating myself to my chosen profession.
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community members” (Souryal, 1992, p. 366).
Controlling offenders and enforcing the con-
ditions of probation are the main goals of these
officers. They file petitions to violate proba-
tioners no matter what the circumstances in
order to uphold all the rules and regulations of
probation.

The relationship between probation of-
ficers and offenders is distant and built on only
the conditions of the sentence. Their interac-
tions are frequent, formal and brief. Punitive
officers are detached from offenders and dep-
ersonalize them. They have little concern for
probationers or their families. Whether proba-
tioners complete their sentences successfully is
of minor importance to punitive or law enforce-
ment practitioners. As Souryal (1992) notes,
“In this model, recognition of the true purpose
of supervision, of the obligation to assist a fel-
low human being in distress, or of fidelity to
the ethics of treatment is all but ignored” (p.

366).

The ethic of care recognizes
individuals’ basic rights and
values but it does not elevate
them above society’s.

The punitive officer is concerned with
preserving community safety by controlling
probationers. Probation is viewed as a privi-
lege, not as a right. Probationers are perceived
as criminals who should be closely supervised,
a danger from whom society must be protect-
ed. The punitive officer frequently reminds
offenders that probation will be revoked, with-
out exception, if conditions are violated. This
style of supervision emphasizes firmness, legal
authority and rule abidance. Interaction be-
tween the rule enforcer and probationers tends
to be formal, official and largely a manifesta-
tion of “one upmanship” on the part of the
officer. Punitive officers uphold the law for its
own sake, irrespective of whether the best in-
terests of probationers have been satisfied.

Punitive officers attempt to protect soci-
ety by monitoring offenders and making sure
that they adhere to the conditions of release.
By ignoring probationers’ needs, however, such
officers may bring more harm to the commu-
nity. Although offenders may comply with the
conditions of probation, they may not be able
to reintegrate successfully into society because
they lack the services or skills to do so. Society
may be harmed by these probationers in the
future.

Welfare Officers

The welfare/therapeutic practitioner or
social worker is the second type. Probation of-
ficers in this category focus on offender treat-
ment and rehabilitation. Even if clients violate
the conditions of probation, their welfare out-
weighs the possible harm to the larger com-
munity. Probation officers concentrate their
energies on “advocating, brokering, educating,
enabling, and mediating” for their clients
(Souryal, 1992, pp. 366-367). Offenders’ needs
are crucial. Officers of this type attempt to bro-
ker services such as employment, housing and
psychological counseling for their clients. They
treat clients with care and respect.

Welfare/therapeutic officers attempt to
rehabilitate offenders and reintegrate them into
the community, and they view the conditions
of probation as ways to facilitate offenders’
progress. Probation is a time for problem solv-
ing. Social-work oriented officers cultivate close
relationships with offenders in order to formu-
late a suitable treatment plan that will assist
offenders in avoiding future crimes and in
making their lives more productive. Officers
in this category assume that individuals are
fundamentally good and will choose noncrim-
inal behaviors and life styles once they are
helped to understand themselves. This self-
knowledge will promote personal growth and
unnecessary prosocial attitudes. Within this
framework, offenders are seen as emotionally
disturbed, victims of circumstances or socially
disadvantaged.

Welfare/therapeutic officers’ actions are
noble from the viewpoint of Kant’s model be-
cause of the sincere and benevolent motiva-
tions behind their actions. However, these of-

ficers may be inclined to “rescue” clients by
finding resources for them without allowing
clients to make mistakes and learn how to ac-
quire necessary services. “Finally, there is a dan-
ger of becoming too personally involved with
clients, a situation that may lead to consider-
able disappointment and frustration for the
practitioner” (Souryal, 1992, p. 367).

Passive Officers

The third type of officer, the passive time
saver or civil servant, cares about neither cli-
ents’ needs nor the welfare of the community.
The only persons these probation officers care
about are themselves. Practitioners of this type
see the greatest good in inactivity and avoid-
ance of work. They merely manage their case-
loads, viewing their work as meaningless. They
may be employees who do not define them-
selves as service providers or professionals. Or
they may have once belonged to one of the
aforementioned probation officer types but
have become burned-out and are waiting for
promotion or retirement. Or they may simply
be amoral.

Probation officers who adopt the role of
civil servant invest in their jobs a modicum of
effort and personal commitment. Civil servants
concentrate on maintaining or advancing their
positions within the agency and find no law-
enforcing or casework vocation in probation.
Instead, this type of officer works within the
probation bureaucracy and concentrates on
retirement, pension or entry into another field
such as law or police work. Consistent work
attendance, proper and prompt completion of
paperwork, and the kind of self-enhancement
that results in salary increases are characteristic
of the time saver. Their job performance
contributes to the smooth flow of office
functioning; however, all responsibilities are
met minimally and mechanically. Although
contact with offenders is regular, civil servants
attempt to minimize personal interactions with
them. Civil servants’ duties, as they perceive
them, are advising probationers about their
failure to obey rules, apprising the court of
offenders’ criminal behaviors and observing
probationer progress as opposed to initiating
client changes.
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Table 2

Federal Probation Officers' Association Code of Ethics

As a Federal Probation Officer, I am dedicated to rendering professional service to the

courts, the parole authorities, and the community at large in effecting the social adjustment
of the offender.

I will conduct my personal life with decorum, will neither accept nor grant favors in
connection with my office, and will put loyalty to moral principles above personal
consideration.

I will uphold the law with dignity and with complete awareness of the prestige and
stature of the judicial system of which I am a part. I will be ever cognizant of my responsibility
to the community which I serve.

I will strive to be objective in the performance of my duties; respect the inalienable
rights of all persons; appreciate the inherent worth of the individual; and hold inviolate
those confidences which can be reposed in me.

I will cooperate with my fellow workers and related agencies and will continually
attempt to improve my professional standards through seeking of knowledge and
understanding.

I recognize my office as a symbol of public faith and I accept it as a public trust to be
held as long as I am true to the ethics of the Federal Probation Service. I will constantly
strive to achieve these objectives and ideals, dedicating myself to my chosen profession.

Source: Close and Meier (1995)

Synthetic Officers

The final type of role identification of
probation officers incorporates both the treat-
ment and control components of probation.
Synthetic or combined officers’ supervisory
styles reflect the desire to satisfy the basic ori-
entations of the rule enforcer and social work-
er. In doing so, these officers are, perhaps un-
knowingly, coming to grips with the proba-
tion officer’s fundamental quandary: reconcil-
ing the conflicting tensions arising from the
legal and social services dimensions of proba-
tion work. Synthetic officers integrate moni-
toring and rehabilitation by evaluating each
case to determine which particular strategy will
best protect community safety and meet the
offender’s needs. This type of officer is most
likely to develop working relationships with

community resource agencies and local police
departments. They understand the complexi-
ty of probationers’ difficulties and acknowledge
the inherent limitations in working through
these problems.

In the combined type, practitioners see
the highest good in the middle ground between
the welfare of their clients and the protection
of the community. Although offender control
is important, these probation officers also try
hard to obtain client services. Practitioners of
this type are both humanitarian and justice-
oriented. Their decisions are based on the view
that offenders’ interests are critical. As we not-

ed earlier, their decisions are made on a case-
by-case basis; sometimes, the welfare of the

individual is secondary to the community’s and
vice versa. Because of this, such probation of-

ficers must be attuned closely to the basic eth-
ical principles underpinning their actions. In
practice, they are probably the most ethical of
all the probation officer types.

What about probation officers who are

inclined to act according to a certain type but
are prevented by their current work environ-
ments from doing so? For example, officers may
be inclined toward the welfare/therapeutic
model. However, because of the constraints of
large caseloads, lack of resources and agency
expectations, they are prevented from being
more social work-oriented with their clients.
Similarly, punitive officers may want to impose
harsh penalties on probationers to keep them
in line but are prevented from doing so be-
cause of judges’ decisions. Hence, probation
officers also are influenced by the contexts in
which they work. The greater the degree of dis-
continuity between officer type and department
culture, the more likely it is that officers will
become frustrated, cynical and at risk of be-
coming passive time savers. The best situation
is one in which officer type and department
culture are congruent.

Conclusions

Probation officers should be aware of ba-

sic ethical principles (Braswell, 1996). Specifi-
cally, they should be guided by the ethic of care,
the central goal of which is to reintegrate indi-
viduals into the community (Pollock-Bryne,
1994). Such a posture embodies the belief that
probationers are human beings no matter what
types of crimes they have committed. The eth-
ic of care recognizes individuals’ basic rights
and values but it does not elevate them above
society’s. Within all relationships, a continual
re-evaluation of needs, responsibilities and
rights must occur to insure that the well-being
of all parties is promoted. Therefore, ethical
probation officers must be ready to override
the needs of offenders who pose a serious threat
to the welfare of the community.

Probation officers will be able to make
competent moral decisions better by examin-
ing the values and motivations underlying their
actions. They must work out of a combined
model of enforcement and treatment. Such a
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challenge can be met by adhering to basic eth- In addition, officers can enroll in recently de-

ical principles. In making ethical decisions, veloped training sessions on professional eth-

probation officers can receive guidance from ics (Wehmhoefer, 1993). The wider network

the American Probation and Parole Associa- of staff within probation departments, includ-

tion’s and the Federal Probation Officers’ As- ing fellow officers, supervisors and chiefs, also

sociation’s codes of ethics (see Tables 1 and 2). can encourage and support officers’ ethical de-

cisions and give them a forum to air ethical
concerns and problems. The continually
changing nature of probation supervision will
create new ethical questions for practitioners
(Silverman, 1993). A basic grounding in eth-
ics is necessary in fulfilling probation’s goal of
serving both offenders and the community.   
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Survey On The Effectiveness Of The Comprehensive
Sanctions Centers
by James L. Beck, Ph.D., Assistant Administrator, Community Corrections Branch and Jody Klein-Saffran, Ph.D., Research Analyst, Office of
Research, Federal Bureau of Prisons (DC)

Introduction

For the last three years, the U.S. Bureau
of Prisons (BOP), with the extensive coopera-
tion of the Federal Probation System, has been
piloting the concept of the Comprehensive
Sanctions Center (CSC). The CSC is an in-
tensive, multi-dimensional halfway house pro-
gram, which incorporates several rehabilitative
programs and varying levels of supervision. The
CSC is designed so that each offender’s incar-
ceration and rehabilitation needs are addressed
and met through a tailor-made program.

Program Overview

The CSC is a multifaceted, community-
based correctional center with a range of su-
pervision and accountability programs varied
to reach a broader spectrum of offenders, in-
cluding higher-risk federal offenders who pre-
viously might have been denied placement in
a halfway house program. The CSC provides
the court with a wider range of sentencing
options and BOP institution chief executive
officers with the confidence that a community
plan will be tailored to the individual needs of
the inmate transitioning to the community.

The CSC is used for pre-release assistance
to inmates returning to the community from
BOP institutions, for inmates serving their
entire sentence in the community and for su-
pervision cases in lieu of revocation. The CSC
was developed in order to provide a versatile
community-based program for federal offend-
ers. Services include programs designed to as-
sist offenders in becoming law-abiding, self-
sufficient, contributing members of the com-
munity. The program is designed to meet the
needs of higher-risk offenders, particularly of-
fenders on supervision who have reverted to
the use of drugs and inmates who have com-
mitted more serious crimes and are returning
to the community after an extended period of
incarceration.

The program does not represent a dra-

matic change in direction for federal commu-
nity corrections. All elements of the CSC pro-
gram already exist in some form in current
Community Corrections Centers. The pro-
gram further defines and gives greater empha-
sis to those elements that increase offender ac-
countability and the delivery of services. If suc-
cessful, these initiatives will significantly shape
the future of community corrections.

The CSC is designed so that
each offender’s incarceration
and rehabilitation needs are

addressed and met through a
tailor-made program.

Program Components

To better meet the needs of higher-risk
offenders in a community corrections setting,
the CSC program tests a number of separate
initiatives. The specifics vary from site to site,
but the basic elements can be summarized as
follows.

Classification System

The CSCs utilize a comprehensive classi-
fication system ranging from 24 hour restric-
tion to home confinement. Higher risk offend-
ers initially will be allowed very limited access
to the community until the offender has shown
evidence that greater responsibility can be ac-
cepted. There are five levels of restriction:

1. Level One: Offenders are denied all
access to the community except in emergency
situations for a limited period of time, gener-
ally not to exceed 30 days. This level is specifi-
cally designed for supervision violators, par-

ticularly substance abusers, who can benefit
from a brief period of nearly complete restric-
tion. This is followed by a highly structured
period during which the offenders can be in
the community for employment and gradual
reintegration into the community environ-
ment.

2. Level Two: Offenders are allowed ac-
cess to the community for employment and
program participation.

3. Level Three: Except for employment
and program participation, access to the com-
munity is restricted to four hours per week.

4. Level Four: Offenders are allowed ac-
cess to the community at the discretion of the
CSC.

5. Level Five: Offenders are on home con-
finement. In some CSCs, this is further divided
into home confinement with electronic moni-
toring (Level Five) and without electronic
monitoring (Level Six).

Program Review Team (PRT)

The Program Review Team (PRT) is made
up of representatives from Federal Probation,
the BOP Community Corrections Office and
the halfway house provider. The PRT reviews
each case entering the CSC and approves each
change in level. The purpose of the PRT is to
involve Federal Probation more formally in the
case management of both inmates and super-
vision cases to improve the transition process
to the community and to ensure that the needs
of the court, particularly for supervision viola-
tors, are being met.

Greater Use of Volunteers and Mentors

The use of volunteers is encouraged to
assist in providing training to offenders in or-
der to provide these services in a cost efficient
manner.

Drug Transitional Services

Inmates who complete a residential drug
treatment program in an institution are re-
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quired to participate in drug treatment in the
halfway house. The CSC goes a step further
and requires that any inmate with a history of
drug abuse be evaluated for potential enroll-
ment in drug treatment as part of the program
plan. The inmate is enrolled in the same treat-
ment program used by Federal Probation to
ensure continuity of care after the inmate is
released to supervision. Originally this was
unique to the CSCs, but this has since been
expanded to other federally contracted half-
way houses.

Greater Emphasis on Programming

Offenders are required to participate in a
fixed number of hours of drug education and
life skills training including job readiness, fi-
nancial management and wellness.

Field Survey

In order to evaluate the success of the CSC
project in better serving the needs of the court,
the Community Corrections Branch, during
the summer of 1995, first surveyed the 10 chief
United States probation officers who helped
“pioneer” the program. A response was received
from every office contacted. Indications from
on-site monitorings conducted on a regular
basis and contacts with CSC participants gen-
erally have been positive. However, it was felt
that direct contact with Federal Probation
would be a useful way of determining the im-
pact of the program on local jurisdictions.

Federal Probation offices were asked to
comment on the classification system, the pro-
gram review team, the use of volunteers and
drug transitional services. It was not asked to
comment on enhanced programming as gen-
erally Probation is uninvolved in this aspect of
the project. Enhanced programming was ad-
dressed in a separate study discussed later in
this report.

In order to further evaluate this endeavor,
the BOP, during the spring of 1996, contacted
16 CSC directors and asked their views on the

success of the project. They were asked to com-
ment on the Program Review Team; the clas-

sification system; enhanced programming; and
the use of volunteers. CSC directors were not
asked to comment on drug treatment, as this

is typically provided by a separate provider off-
site.

At the time of this report, there are 20
CSCs in operation and additional sites are
scheduled to become operational in the next
year. The most recent CSCs are not represented
in this study.

Overall, there is strong support for the
CSC concept. Representative comments are
as follows.

Classification System

There is generally strong support for the
revised classification system, particularly the

availability of “Level One,” which allows the
option of complete restriction to the center for
a limited period of time. Representative com-
ments noted the following:

Federal Probation:

“It is frequently used in cases reverting to
drug abuse. This sanction allows for an imme-

diate sanction; a ‘cleansing’ period; more in-

tensive and immediate counseling; and the
ability to structure behavior quickly without
the journey back to a prison.”

“Since a large percentage of our violators
has to do with substance abusers and failure to
participate in substance abuse treatment facili-
ties, the CSC has definitely been a great alter-
native to revocation for technical violators. Yes,
our court supports the use of CSC in lieu of
revocation. The reason the court supports the
CSC is because it provides them (court) with
another option, which, in the case of technical

violations, that other option is of great impor-

tance.”
“Substance abusers, in relapse, often

manifest many problems. It is common for
there to be a loss of employment, loss of resi-
dence and broken personal relationships. Level
One, complete restriction to the CSC, facili-
tates the diagnostic and treatment processes.”

There are concerns, however, about re-

stricting all access to the community in Level
One, including employment and the availabil-
ity of treatment outside the facility.

CSC Directors:
“In my opinion, Level One is a wonder-

ful alternative that provides the courts with an

option to use in lieu of incarceration in an in-
stitution. The majority of the offenders are

grateful for the opportunity to be in a CSC vs.
incarceration in an institution. The sanction

Indications from on-site
monitorings conducted on a
regular basis and contacts

with CSC participants
generally have been positive.

of complete restriction during Level One some-
times imposes a burden on my staff, especially
with those difficult cases that believe they did
not have a fair trial. But overall, the offenders
adjust to the total restrictions and they try their
best to abide by the rules and regulations of
the program.”

“The ‘Level One’ provision for complete

restriction appears to be a viable alternative to
revocation for technical violators, particularly
substance abusers.”

Program Review Team

Involvement of Probation in the PRT has

received strong support. Typical comments are
as follows.
Federal Probation:

“The Probation Office’s participation has
definitely increased the communication be-

tween our agency, the Bureau of Prisons, and
the halfway house by working together on a
daily basis. Prior to implementing this program,
a good line of communication already existed
between the Bureau of Prisons and halfway
house staff However, it is now on a more for-
malized and structured basis which continues

to run effectively for all agencies involved.”
“Over the past several months, the Pro-

gram Review Team seems to have provided
many worthwhile opportunities between U.S.
probation officers and the resident advisers at
the CSC. Communication and visitation in-

volvement has improved between U.S. proba-
tion officers and staff at the CSC. Probation
officers meet directly with resident advisors to
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review treatment plans for offenders while at
the CSC, thereby providing for a smoother
transition of offenders into the community.”

The only comment that indicated that the
PRT was not an improvement was from a chief
U.S. probation officer who stated that the “cre-
ation of the PRT did not introduce anything
new.” The chief, however, supports the full in-
volvement of Probation “as soon as the offender
reaches the halfway house.”
CSC Directors:

Involvement of Probation in the PRT has
been found to improve significantly the tran-
sition of the offender to the community.

“The PRT has given the Probation staff
an opportunity to gather information on new
resident arrivals and assign the new cases
quickly. This enhanced communication be-
tween our agencies has also helped manage the
more difficult cases and helped coordinate their
program plans.”

“The U.S. probation officers involvement
with cases has greatly assisted in the transition
process by allowing the offender access to an
officer prior to release. This introduction al-
lows for questions about supervision and re-
lease planning to be discussed openly by all
parties. Involvement by the Bureau of Prisons
and Probation in the PRT is essential for the
continuity of supervision.”

Greater Use of Volunteers and Mentors

The view of Probation towards the use of
volunteers in general and mentors in particu-
lar appears the be mixed. There is general sup-
port for the use of volunteers, but there are
training and resource issues, as indicated by
the following comments.
Federal Probation:

“The use of trained volunteers can be very
labor intensive from the probation office’s
standpoint, particularly in education and train-
ing. The probation office does not have suffi-
cient staffing to even address the starting and
the maintaining of a volunteer or mentoring
type program.”

“Yes, I support the use of volunteers, if
they are carefully screened and selected. My
staff has volunteered time to the local halfway
house, including participation in the life skills
and drug education programs, lecturing at staff

training seminars, attending evening resident
meetings, and serving on the VOA board.”
CSC Directors:

“In theory, I support the use of volun-
teers but I have not found it to be practical.
Mentors are very difficult to locate, and I am
not sure what the research states about their
effectiveness.”

“Volunteers have facilitated education on
issues such as HIV, Domestic Violence and
Reproductive Health Care and offered assis-
tance with issues of education and housing.
Because of the support of volunteers, we are
able to offer weekly in-house classes.”

Drug Transitional Services

Respondents see a benefit in starting drug
treatment as soon as possible and using the
same treatment provider used by Federal Pro-
bation for offenders on parole and supervised
release. Typical comments are as follows:
Federal Probation:

“I believe that the BOP Transitional Ser-
vices Program is a good one. I believe that the
TSP facilitated the transition of the offender
to drug aftercare after leaving the CSC because
it permitted a continuity of services that previ-
ously did not exist.”

“This is perhaps the most successful as-
pect of the CSC. Inmates who will be required
to participate in substance abuse treatment as
part of supervision can begin a program as soon
as they reach the community. Since the BOP
‘piggybacks’ with our contract providers, a
smooth transition can occur from pre-release
to supervision with no disruption of services.”

Enhanced Programming

In general, there was support for increased
programming in the CSC.
CSC Directors:

“We support mandatory participation in
life/family skills training. For years we have
been conducting mandatory groups that we
call ‘Personal and Social Adjustment.’ Such
programs are the essence of what separates us
from jails.”

“It is my opinion, as I have seen changes
in communication skills, improvement in an-
ger management and independent thinking
skills develop, that these programs can only

improve the offender’s chance of success in the
community Most of the life skills are provided
by staff. However, we have found many inter-
esting groups in the community willing to share
their expertise with the offenders. We have se-
cured speakers, ideas, workbooks and outside
material in an effort to enhance the programs.”

Case Study

Research Design

In addition to the field survey, a plan to
evaluate program effectiveness was developed.
This consisted of a study of a three-month co-
hort of offenders entering the program in eight
locations who were followed until they com-
pleted or were removed from the CSC. The
data was collected from these eight sites be-
tween March 1, 1994, and June 1, 1995.

The sample totaled 377 offenders, includ-
ing supervision violators, newly sentenced of-
fenders (direct court commitments) and in-
mates released from BOP institutions through
pre-release procedures. Data was collected from
computer records as well as telephone inter-
views with CSC case workers. The informa-
tion included the number of hours of drug
education and counseling, life skills, formal
education and participation in a mentoring
program.

Demographic Variables

Information was collected on several vari-
ables including the offender’s gender, race, age
and offense type.

The CSC sample was comprised of 347
(92 percent) males and 30 (8 percent) females.
In addition, 58 percent of the offenders were
white, 41 percent were African American and
one percent was categorized as other. Com-
pared to the general halfway house population,
the CSC sample was more likely to be male
and African American.

The offenders’ age at the time of entry
into the CSC ranged from 20 to 66. The aver-
age age was 39, and two-thirds were between
the ages of 30 and 50.

By type of offense, drug-related offenses
accounted for 38 percent, while 32 percent of
the offenders’ committed fraud/extortion of-
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fenses. The next most common offense was for
property-related offenses (8 percent), followed
by robbery (7 percent) and firearms offenses
(7 percent).

The CSC sample was similar to the gen-
eral halfway house population in terms of age
and offense of conviction.

Program Variables

One of the major components of the CSC
was enhanced programming that addressed the
needs of the offender. The CSC programs were
divided into several program areas that included
life skills and drug education. Drug education
was intended to be a general overview that did
not require teaching by treatment specialists.
Components of the life skills programs include
parenting, wellness, stress management, money
management and self-esteem training. All of-
fenders were required to complete a minimum
number of hours for each program area.

The requirements varied from site to site
depending on the resources available to each
halfway house. In general, CSCs were required
to provide 20 hours of drug education and 35
hours of life skills for each resident in the CSC
for 30 days or longer. Unfortunately, this
proved to be overly ambitious in most cases.
As reflected in the results of the review, rela-
tively few residents were able to complete the
full 20 hours of drug education and 35 hours
of life skills. Participants averaged a little more
than 8 hours of drug education and a little more
than 17 hours of life skills. However, there was
a great deal of variability from site to site in the
hours of programming provided.

Based partially on the results of this study
and other input from the CSCs, the require-
ments were changed for newly implemented
CSCs to 8 hours of drug education and 1 2
hours of life skills. Given the demands placed
on offenders to work and, in some cases, par-
ticipate in intensive drug treatment, the new
requirements are more reasonable and should
be well within the reach of all CSC sites.

Several questions also were asked regard-
ing volunteers and mentors. According to the
survey, 25 percent of the CSC participants had
volunteers provide services for courses that in-

cluded drug education, spirituality and finan-
cial management. Virtually no CSC partici-
pants benefited from support from a mentor.
As previously indicated in the field survey, the
mentors and volunteers can cause the CSC and
probation staff extra work in areas of training.
Many of the CSCs and probation offices have
limited resources and cannot afford to provide
training to support these programs.

Conclusion

The survey was an attempt to evaluate the
success of the Bureau of Prisons in meeting the
needs of the federal courts, Federal Probation
and the Bureau of Prisons, at least as far as the

CSC project is concerned. There appears to be
strong support for the involvement of Federal
Probation with offenders in the CSC through
the PRT. This has helped to better inform the
courts about the nature of the halfway house
program and has eased the transition of the
offender into supervision after release from the
CSC.

The availability of close supervision in
CSCs Level One offers a viable alternative to
the courts for sanctioning technical violations
of supervision, but some concern was expressed
about the lack of treatment available to offend-
ers while restricted to the CSC. The view on
the advisability of using mentors and other
volunteers is decidedly mixed, but is seen by
some as a viable option if there is a large in-
vestment of time for training.

Drug transitional services in the CSC
improves drug treatment after release by intro-
ducing treatment as soon as the inmate arrives
in the community.

Finally, the requirements for life skills and
drug education proved to be overly ambitious
and it was found necessary to reduce the re-
quirements. It is hoped that the reduced hours
will nonetheless prove beneficial.

While the survey suggests areas that need
further review, in general, it appears that the
CSC project is meeting its program goals and,
where feasible, should be expanded to other
locations.   

Request for Site Proposals
Bids are Open for the APPA Annual &Winter Training Institutes

Applications to host the APPA Winter Institute 2000 and 2001 and for the 2001
Annual Institute are now being accepted. Completed applications to host these
Institutes must be received by July 1, 1997, in order to be considered. The APPA
Board of Directors will select these sites at the meeting in Boston, Massachusetts,
August 17, 1997.

Any board member, affiliate group or state agency wishing to request consideration
of a particular city for these Institutes must complete an application. In order to be
considered by the board of directors, completed applications must be received by
APPA no later than July 1, 1997. Further information and applications may be
obtained from:

Yolanda Swinford
American Probation and Parole Association

c/o The Council of State Governments
P.O. Box 11910

Lexington, KY 40578
(606) 244-8194
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What Works? What Matters? Recidivism among
Probationers in North Carolina
by Mark Jones, Ph.D., and Darrell L. Ross, Ph. D., East Carolina University, Criminal Justice Program (NC)

The phrase “what works” has been asso-
ciated with several areas of criminal justice
policy, but corrections in particular. Since Rob-
ert Martinson’s (1974) report on prison reha-
bilitation painted a very bleak picture of cor-
rectional intervention’s effectiveness, at least 60
articles or books, as well as numerous techni-
cal reports and conference papers, have ad-
dressed that question with regard to some as-
pect of criminal justice. Policy makers and leg-
islators constantly search for what works in
probation, parole, intermediate sanctions and
prison.

Defining and measuring what works is
problematic. Traditionally, community correc-
tions administrators and researchers have used
low recidivism as a principle measure of suc-
cess. Feeley and Simon (1992) suggested that
high recidivism can be viewed as a success in
the sense that programs that catch individuals
breaking the law, or the rules, are insuring pub-
lic safety. Los Angeles County Probation Chief
Barry Nidorf (1995) suggested that low recidi-
vism be abandoned as a measuring stick of pro-
gram effectiveness. In an article describing
crime victims as the “Conscience of Commu-
nity Corrections,” Sinclair (1997) stated that
the fixation on recidivism assures “an aura of
failure by measuring . . . the ignorant one di-
mensional, win-lose dichotomy of offender
recidivism” (Sinclair 1997; 12).

Sinclair’s point that community correc-
tions is about more than guarding against re-
cidivism is well taken by the authors, both of
whom are former probation officers, one in
Georgia and one in Michigan. Nevertheless,
recidivism remains one measure by which many
community corrections programs are evaluated.
Many policy makers hope that corrections of-
ficials can devise the right program that will
not only prevent recidivism while under su-
pervision, but that such a program will be the
permanent baptismal cure that will cause an
offender to “sin no more.”

In North Carolina, the General Assem-
bly requires the Sentencing and Policy Advi-
sory Commission to examine recidivism among
the state’s community-based correction pro-
grams. The time frame for our study was fiscal
year 1992-93, or July 1, 1992, through June
30, 1993. The General Assembly mandated
that offenders be tracked for recidivism, and
the legislation defined recidivism as rearrest
within two years or more after assignment to a
program or release from prison.’

The term “recidivism” can be defined
many ways, and any definition is problematic.
For instance, the definition used in this study
- fingerprinted rearrest within two years or
more - did not include:

1) crimes committed but not reported to law
enforcement;

2) crimes reported to law enforcement that
did not result in an arrest;

3) crimes committed in other states, unless
the crime resulted in extradition from
North Carolina to that state;

4) crimes other than those requiring finger-
printing; and2

5) crimes that should have been finger-
printed and reported to DCI by local law
enforcement agencies but were not.

Such a definition of recidivism also assumes
that each fingerprinted arrestee is guilty of the
offense with which he/she has been charged,
which is not always true. Many arrests eventu-
ally result in acquittal, dismissal or reduction
of charges.
Despite these shortcomings, the working defi-
nition of recidivism is the most useful for a
study of this kind, given the improved sophis-
tication of information systems in criminal jus-
tice agencies. While the definition for the cur-
rent study no doubt resulted in isolated inac-
curacies, it provides some overall indicators of
recidivism among the programs examined.

The study included: Community Penal-

ties Program3 (COMPEN), Treatment Alter-
natives to Street Crime4 (TASC), Community
Service Work Program5, regular probation,
regular parole, intensive probation, intensive
parole, electronic house arrest, “special proba-
tion” or split sentence, and the Intensive Mo-
tivational Program of Alternative Correctional
Treatment (IMPACT), or “boot camp” pro-
gram.

Our objective was to examine which char-
acteristics were associated with whether a per-
son was rearrested, and if he/she was arrested,
for what type of offense. In addition to partici-
pation in a correctional program or sanction,
the following characteristics were included in
the analysis on all individuals:

1)  age,
2)  race,

3) gender,

4) marital status,

5) county size,
6) whether the person pled guilty,

7) whether the person had a monetary con-
dition (over $100) attached as a condi-
tion of release or probation,

8) current offense, and

9) number of prior arrests.
The information contained in the client

assessment instrument also was included. This
included the score recorded by the classifying
officer on the following items:

1) number of address changes in the past

year,
2) age at first conviction,
3) past alcohol problems,
4) past drug addiction,
5) probationer attitude,
6) employment stability,
7) financial situation,
8) types of friends/associates,
9) educational attainment,
10) prior periods of probation/parole super-

vision, and
11) prior or current weapons convictions.
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Table 1

Recidivism of Program Participants

Number of Number of
Participants Participants

Program in Study Rearrested Program Impact on Recidivism

Regular Probation 18,966 4,362 (23%) No significant relation to recidivism.

Intensive Probation 2,088 1,274 (61%) Correlated with property, drug, and “other” rearrest

Electronic House Arrest 1,254 839(67%) Slight association with property rearrests.

IMPACT (boot camp) 340 175 (52%) No significant relation to recidivism.

Special Probation 2,105 842 (40%) No significant relation to recidivism.

Community Service 7,302 1,658 (23%) No significant relation to recidivism.

TASC 563 196 (35%) No significant relation to recidivism.

Community Penalty 252 86 (34%) Correlated with avoiding arrests for violent and
drug offenses.

Frequencies and means were used to de-

velop a preliminary assessment of the perfor-
mances (in terms of rearrests) of the program
participants. These simple, “univariate,” de-
scriptive statistics do not necessarily provide
accurate indicators of characteristics that, dis-
tinguish program participants or identify char-
acteristics associated with recidivism. Table 1

includes the number of offenders rearrested
within the various programs. It also includes

the impact that participation in a program had
on recidivism, when the other factors men-
tioned earlier were taken into account.

In order to develop a more accurate mea-

sure of what factors were associated with rear-
rest, we used a form of multivariate (more than
one variable) analysis called logistic regression.

Logistic regression allowed us to examine
whether a particular program, or a personal
characteristic (independent variable) was a sig-

nificant correlate of committing a new offense.
There were four logistic regression mod-

els conducted. Each of the models measured
indicators, or predictors, of four outcomes:
rearrest for a violent or sexual offense; rearrest
for a property offense; rearrest for a drug of-

fense; and rearrest for other types of offenses
not included in categories two, three or four.
We did not include rearrests for probation or
parole violations, nonfelonious traffic offenses,
or civil actions, such as failure to appear in
court.

Most of the offenders participated in more
than one program. For instance, an offender

could have participated in TASC, Community
Penalties, IMPACT, regular probation, elec-
tronic house arrest, intensive probation and

community service, all on one sentence. Plus,
the offender could have been ordered to pay a
fine, court costs or restitution as a condition of
the sentence. We controlled for participation

in other programs in the logistic regression
models.

Most of the programs had no significant

effect on being rearrested or avoiding rearrest..
The exceptions included intensive probation,
which was a significant indicator of being re-
arrested for property, drug and other offenses.
Even though electronic house arrest had a
higher percentage of its participants rearrested,
its impact on recidivism, when all factors were
taken into account, was only slight. COMPEN

was the only program that seemed

to have an effect on avoiding rear-
rest.

Table 2 contains a summary of
the other variables and their correla-
tion with recidivism. Personal factors
like age, race, substance abuse his-
tory, gender, education level, prior
weapons convictions, and current
offense were more important corre-
lates of recidivism than was partici-
pation in a program. Some of the
client assessment and personal vari-
ables were included in the analysis,

but were not associated significantly
with being rearrested or avoiding re-
arrest. Those variables were: num-

ber of address changes in the past
year, employment, marital status and
types of friends or associates.

Implications

While North Carolina policy makers and

program practitioners cannot claim that their
programs were the magic bullet needed to
“cure” criminal behavior, neither should they

despair to a great extent. Rearrest, or avoiding
rearrest, for those in Regular Probation, IM-
PACT (boot camp), Special Probation, Com-
munity Service and TASC, seems more depen-
dent on personal factors than on the program.

The high recidivism rates and correlation
with recidivism for Intensive Probation and
Electronic House Arrest should be cause for
concern. While we do not intend to act as
apologists or defenders of those programs, we
think that several factors should be considered
when evaluating these two programs. Inten-
sive probation was designed as a prison alter-
native. Therefore, it is reasonable to assume
that the program would attract a high-risk
clientele. These individuals stood a greater chance
of recidivating than regular probationers; such
was and always has been the nature of the pro-

gram.
Officers who supervise intensive proba-

tioners sometimes report the names of their
clients to local law enforcement officials. We
are not suggesting that law enforcement un-
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fairly targets these individuals, but being put

on a list of people to watch increases the likeli-
hood of being arrested by those doing the
watching. North Carolina’s Intensive Probation
program uses a team approach to supervision.
The team is composed of a probation officer
who is responsible for supervising the case and
at least one surveillance officer, whose primary
responsibility is making field visits. Many of
the surveillance officers who assist intensive
probation officers, especially those hired in the
early 1980s and early 1990s, had law enforce-
ment experience, quite often in the same juris-
diction where they worked as a surveillance
officer. This also increased the closeness of the
relationship between intensive probation teams
and law enforcement.

Between 1988 and 1992, North Caro-
lina experienced the greatest percentage in-
crease in crime rate of any state in the nation
(Morgan et al. 1994). During this time, North
Carolina was experiencing a tremendous prison
and court docket crowding crisis. Intensive
probation served as an outlet for this backlog,
since it and EHA-probation were designed to
divert offenders from being incarcerated.

The study reported here was part of a
larger study that included released prisoners in
addition to participants in the programs men-
tioned in this article. When the author of the
original study presented the findings from the
larger study before the Justice and Public Safety
Appropriations Subcommittee of the North
Carolina House of Representatives, one legis-
lator questioned the utility of pouring money
into intensive probation. The first author re-
minded this legislator that though recidivism
for the program was high, it was only slightly
higher than that of prisoners who were either
paroled, or prisoners who “maxed out,” that
is, served all of their time and were released
into the community with no supervision. The
author’s words to the legislator were “pick your
poison.” Either continue to use intensive pro-
bation and hope that future rearrests and in-
carceration can be avoided, or go to the ex-
pense of incarcerating these same individuals
and expect similar recidivism outcomes once
they are released with no way to monitor them
or quickly respond to their violations of the
law.

Table 2

Other Characteristics’ Impact on Recidivism

Characteristic Relation to Recidivism

Age
Age at first conviction

Alcohol Problem

Being young was associated weakly with rearrest for violent offenses.

Being 17-23 when first convicted was associated with avoiding rearrest
for drug offenses.

Attitude

Having no alcohol problem was associated with avoiding rearrest for
drug offenses.

Being “unwilling to accept responsibility” was associated with avoiding
rearrest for other offenses. Having a receptive or extremely negative
attitude was insignificant.

Being African-American was associated with rearrest for violent, drug
and property offenses, in that order. Race was not a factor with regard
to other offenses.

Gender Being male was associated with rearrest for violent, property drug
and other offenses.

Education Being classified as a high school graduate, or an enrolled student, was
associated with rearrest for violent and property offenses. Both high
school graduates and those with some high school were likely to
avoid rearrest for drug offenses.

Financial Situation Having “no known difficulty” was associated with avoiding rearrest
for drug offenses.

Monetary Condition Monetary conditions were associated with avoiding rearrests for violent
as Part of Sentence offenses, drug offenses and other offenses.

Past Drug Problems Past problems was associated with rearrest for property and drug
offenses.

Plea of guilty

county size

Having pled guilty was associated with rearrest for drug offenses.

Being from suburban vs. rural counties was associated with rearrest
for drug offenses.

Prior/current weapons
conviction

Current Offense

Prior convictions were associated with rearrest for violent, property
and drug offenses.

Being under sentence for “other” felonies was associated strongly with
avoiding rearrest for property, drug and other offenses. Being under
sentence for drug felonies and drug misdemeanors was correlated
with avoiding rearrest for drug offenses. Being under sentence for a
drug felony was associated with avoiding rearrest for “other” offenses.

Prior Arrest Record In several cases, having numerous prior arrests was associated with
avoiding rearrest. This probably was due to “aging out.” As offenders
aged, they were less likely co be arrested than younger people, even if
the older people had more serious prior records.

Prior probation/parole
supervision

Prior supervision associated with rearrest for “other” offenses.

40 Perspectives Summer 1997



The punitive, or surveillance-oriented
programs included in the study were either
insignificant in relation to recidivism or were
associated with being rearrested. The only
program that seemed to impact future criminal
activity positively on an aggregate level was
Community Penalties. Just as high recidivism
for intensive probation could be due to factors
not controlled for in our analysis, the low
recidivism associated with COMPEN also may
have been due to other unknown factors.
However, with the rehabilitative ideal having
fallen into disrepute over the past three decades,
we think it is worth noting that the one
program that was associated with avoiding

rearrest, at least for violent and drug offenses,
was a program that emphasizes a rehabilitative

ideal.
While we have discussed the statistically

significant findings from our study, we think

there is one statistically insignificant finding
that merits some attention. Regular probation,
often described as a “slap-on-the-wrist”
punishment, has been maligned in numerous
studies and books as a danger to public safety.
Some people under regular  probation
supervision do commit crimes, both while
under supervision, and after being released
from probation. Such occurrences always are
regrettable and sometimes are tragic. In our

study,  regular  probation,  along with
community service, had the lowest recidivism
of any program. Our multivariate analysis
indicated that participation in regular
probation was inconsequential in terms of

being rearrested or avoiding rearrest.
This slap-on-the-wrist punishment does

not appear to pose the danger suggested by at
least two prominent writings. The California-

based RAND study released in the 1980’s
suggested that felony probation (our study
included felons and misdemeanors) posed a
threat to public safety (Petersilia et al. 1985).
William Bennett et al.’s (1996) Body Count
provides some interesting insights on the causes
of crime (moral poverty) and suggestions on

combating drug abuse. However, though Body
Count’s authors use some empirical and
generalizeable evidence in their criticisms of

community corrections, they also have joined
the chorus of condemning regular probation
largely by anecdote, rather than by the more
rigorous means used in our study.

Conclusion

Our original questions in this article were,
what works, and what matters? Though we
cannot draw definitive conclusions regarding
what works or what does not work in terms of
program intervention, we can draw some
inference about what matters. What seems to
matter more than program assignment can be
found by examining the information in Table
2. Note some of the characteristics associated
with recidivism: youth, gender, prior alcohol
or drug problems, being African-American and
being from a large county. Our findings
partially support Samuel Walker’s (1994)
position that crime is not a justice system
problem. Our results suggest that correctional
intervention may make a difference in some
cases. Our results also indicate that the
problems of young, black males in densely
populated areas cannot be fixed simply by
creating a new program or the aboliting an

existing one.   
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