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Introduction

Community supervision agencies operate in increasingly complex environments that demand accountability,
effectiveness, and measurable impact. The American Probation and Parole Association’s National Standards for
Community Supervision provide a critical foundation for advancing evidence-based practices and improving
outcomes across the field. This document, Putting the National Standards into Action: An Organizational
Framework for Effective Community Supervision, is designed to complement those Standards by offering a
practical organizational framework to help agencies translate guidance into sustainable practice.

This resource is intentionally aspirational rather than prescriptive. It is not a rigid checklist, nor does it assume that
all agencies can implement every recommendation immediately. Instead, it recognizes the diverse contexts in
which agencies operate and provides a structured approach to support thoughtful, deliberate progress. Effective
implementation requires more than knowledge of best practices — it requires careful planning, organizational
alignment, and a sustained commitment to change.

Central to this framework is the recognition that successful reform must be both strategic and feasible. Agencies
are encouraged to assess the potential impact of proposed changes alongside their practicality within existing
resources and constraints. This includes a clear understanding of organizational culture and readiness for change,
as these factors significantly influence the success or failure of new initiatives. By grounding reform efforts in this
reality, agencies can avoid overextension and focus on changes that are both meaningful and achievable.

Prioritization is crucial. Agencies should focus on high-impact initiatives that align with their strategic goals and
have the greatest potential to improve outcomes. Rather than attempting broad, simultaneous reforms, this
framework emphasizes disciplined decision-making, selecting targeted efforts that advance fidelity to the
Standards while building internal capacity for continued improvement.

To support this work, agencies are encouraged to apply principles of implementation science. This includes clearly
defining goals, establishing measurable indicators of success, and using data to guide decision-making and
monitor progress. Implementation should be viewed as an ongoing process, requiring continuous evaluation,
adaptation, and reinforcement to ensure that reforms are not only adopted but sustained over time.

Equally important is the emphasis on incremental progress. Meaningful change is most often achieved through
small, realistic steps that build momentum and reinforce organizational confidence. By taking a phased approach,
agencies can demonstrate early successes, strengthen staff engagement, and create the conditions necessary for
broader system transformation.

Ultimately, this framework is designed to help community supervision agencies move from intention to action. By
assessing feasibility, aligning with organizational readiness, prioritizing strategically, and applying disciplined
implementation practices, agencies can make steady, measurable progress toward more effective, data-driven
supervision. These efforts support not only improved agency performance but also lead to better outcomes for
individuals, families, and communities.
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Executive Summary

This resource offers an aspirational framework for community supervision agencies seeking
to strengthen data-driven practices and align with the Standards. It is not intended as an
exhaustive checklist, nor will every agency be able to implement all measures immediately.
Instead, these recommendations serve as a guide for prioritization, helping agencies
identify key areas that support fidelity to evidence-based practices, improve outcomes, and
enhance accountability. By focusing on these priorities, agencies can make incremental
progress toward a system that is both effective and sustainable.

Strategic Priorities for Agency Leaders

Integrate Data into Every Level of Decision-Making: Leaders should embed data-driven
processes into policy, operations, staffing, and resource allocation. Reliable data systems
enable agencies to monitor fidelity to Standards, measure outcomes, and adjust strategies
based on evidence rather than assumptions.

Establish and Track Performance Metrics: Agencies must define clear metrics that
capture both activities (e.g., assessments completed, case plans developed) and outcomes
(e.g., successful supervision term completions, reductions in recidivism). These measures
provide insight

into practice quality, identify gaps, and inform training and coaching needs to maintain
alignment with evidence-based practices.

Build Organizational Capacity and Foster Collaboration: Sustainable implementation
requires investment in strategic planning, staff development, and cross-agency
partnerships. Leaders should prioritize structures for ongoing training, performance
coaching, and collaborative initiatives with justice system stakeholders to improve service
delivery and support behavioral change among individuals under supervision.

Together, these priorities create guidance for effective supervision that advances public
safety, promotes rehabilitation, and ensures accountability. Throughout this resource, we'll
outline five foundational elements required to implement including: Data-Driven Decision
Making, Strategic Planning, Hiring and Retention, Capacity Building, and Cross-Agency
Collaboration. By leveraging data and efficiencies resulting from collaboration, agencies
can move beyond compliance toward meaningful supervision outcomes that benefit
individuals, communities, and the justice system as a whole.
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A Framework for Putting the
National Standards Into Practice

Purpose: Create a system that supports effective and sustainable supervision.

Start with Culture

Build a workplace where staff feel safe, supported, and open to learning.

Foundational Elements of
Organizational Development

Strategic Planning

Set clear goals and routines so the agency
stays focused, aligned, and moving in the same
direction.

Hiring and Retention

Bring in the right people and support them
so they grow, and contribute to a strong
culture.

Capacity Building

Give staff ongoing training, coaching,
and practice so they can confidently use
evidence-based skills.

Cross-Agency Collaboration

Work closely with partners across the system
to coordinate services, share information, and
improve outcomes.

Track progress through these data
categories:

Activity Metrics (Outputs)
What staff do — the basic tasks and
actions completed.

Practice Alignment Metrics
How well the work follows the Standards
and evidence-based practices.

Outcome Metrics
What results supervision is producing for
people and the community.

Data-Driven Decision Making

improve outcomes.

Use data to inform and adjust strategy and ensure accountability. Data shows whether
the Standards are being implemented as intended and helps agencies adjust practice to

Crime and Justice Institute | American Probation and Parole Association
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Creating an Environment Supportive
of Continuous Implementation through
Organizational Development

Start with Culture

In order to provide guidance on implementing
the National Standards, leaders of community
supervision agencies must first outline their
agency’s organizational development goals.
Culture sets the context in which strategies
operate; without addressing culture, even the best
technical strategies are unlikely to succeed. In
particular, supervision leaders must be aware of
the existing values, beliefs and priorities of their
staff regarding organizational change and the
ways in which leadership can foster or inhibit a
culture of continuous growth and development.

The full implementation of the National Standards
will require staff members to invest time and
energy into developing and implementing new
practices and procedures. However, many
barriers to successful implementation stem from
environmental challenges such as change fatigue
or resistance to reforms, lack of trust in leadership,
overall staff wellness when navigating vicarious
trauma, and equity and inclusion in the workplace.
Whether community supervision officers (CSOs)
are willing to expend this effort will depend in
large part on their perceptions of psychological
safety in an organization. Psychological safety —
where staff feel comfortable speaking up, sharing
ideas, and providing feedback without fear of
retribution —is essential for fostering employee
engagement and openness to change. If CSOs
feel uncomfortable speaking up or suggesting
improvements to work practices, they are unlikely
to embrace the changes recommended in the
Standards.' Conversely, agencies that have healthy
internal and external communication, as well as
other positive traits, are better able to implement
process improvement goals.?

To meet this goal of psychological safety and
openness to change, agencies should embrace the
principle of continuous learning.® An organization
incorporating this principle should have internal
capacity to study, discuss, and implement new
processes and procedures. It should prioritize staff
development beyond training by incorporating
coaching, mentorship, and other facilitative
supports that promote growth and adaptability.
Staff members at such an organization have
autonomy to innovate and suggest new processes
and procedures, and their suggestions are
considered seriously and may be implemented.
When a new policy or procedure is announced,

the benefits to leadership and to staff are clearly
and honestly communicated throughout the
organization; leadership solicits feedback from
staff members and uses it to improve the policy,
both before and after its announcement. Above
all, an organization that prioritizes continuous
learning should embody the values of honesty,
transparency, effective communication, and equity.

Equity and inclusion are particularly important
for creating a sense of belonging and fairness
among staff, which further strengthens trust
and engagement. Agencies should adopt guiding
principles for a healthy environment — such as
promoting psychological safety, balancing risk
invitation versus risk aversion, and maintaining
clear role definitions — to ensure consistency
across all areas of organizational development.

Finally, supportive cultural and environmental
principles must be embedded into every aspect
of an agency'’s strategic planning and operational
goals. Rather than treating an agency’s culture
and environment as a standalone issue, agencies
should integrate it into key priorities such as
strategic planning, staff hiring and retention, and
leadership development.

Crime and Justice Institute | American Probation and Parole Association 7
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Data-Driven Decision Making

The National Standards for Community Supervision
(the Standards) set forth recommendations

to improve the organization and operation of
community supervision agencies. They are
substantially evidence-based, meaning that

they are based on sound empirical and clinical
research that improves the outcomes from
community supervision.* The individual-level
outcomes include reduced future involvement
with the criminal justice system, improvements

in health and well-being, improvements in

social productivity (e.g., employment, stable
housing, etc.), and being a productive citizen. At
the supervision agency level, the outcomes are
procedural justice, fair actions, and strong working
relationships with other justice actors and clients.

However, simply adopting the Standards as
agency policy is not sufficient to achieve these
desired outcomes. The Standards must be
implemented in routine operations, and their
practice monitored for fidelity and quality. Fidelity
will ensure that the benefits from the Standards
are produced.

There are essentially three types of performance
metrics that can be used to assess fidelity to
evidence-based practice. First, the metrics

that can describe the activities — the actions

and tasks —carried out as part of community
supervision. Examples include the number of
assessments conducted, number of case plans
completed, number of service referrals, number
of face-to-face contacts, and so on. Second, the
metrics that can assess the performance of the
organization in aligning practice/policy with the
Standards. Examples include number of case plans
that identify and consider criminogenic needs,
number of service referrals that occur within a
specified time period, number of conditions that
are compatible with the risk-need assessment,
and so on. Finally, the metrics that can capture
supervision-related outcomes or achievements,
namely the results from community supervision
intervention, such as the number of early
terminations (indicating progress on supervision),
number of conditions that are maintained, and
number of individuals on supervision that are
employed or adequately housed.

Crime and Justice Institute | American Probation and Parole Association

The performance metrics should use agency
information from case management systems

as the central resource for monitoring the
activities and work of officers. The practices and
principles outlined in the Standards apply to
activities carried out by staff across all levels of
the community supervision agency. Therefore, a
centralized case management system that tracks
staff activities and information about results
across the supervision population will allow for
easier access to performance metrics that are
available to agency management, line supervisors,
and external stakeholders.

Agency managers should use these metrics to
regularly and routinely track compliance with
policy based on the Standards. The information
from the performance metrics will drive key
agency processes, including:

- Assessment of overall agency effectiveness

- Development of action plans to improve
implementation

- Development of action plans and strategies for
performance improvement

- Feedback to staff

- Performance appraisals

- Staff training (initial, ongoing, booster)

Data-driven decision-making occurs when all levels
of the supervision agency use empirical data to
inform and drive decisions about strategy, policy,
operations, staffing, training, operational needs,
and outcomes. To effectively use data that impacts
decision-making, data management systems need
to function in a way that allows for efficient data
collection and data reporting.

While this is not an exhaustive list, the data
measures listed below are baseline requirements
and a starting point to consider how to track
compliance with the Standards. A list of
performance measures requires agencies to
have clear definitions of supervision activities
and outcomes in policy so that data are tracked
consistently.
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Variables to Consider when Collecting

Supervision Agency Data

This resource outlines foundational elements of
organizational development. If these elements
are implemented and tracked with fidelity,
agencies will see improvements reflected in the
data. The data, in turn, should be used to inform
decisions around supervision policy and practice
changes. Given the resource constraints that
every supervision agency faces, organizing data
collection procedures and utilizing data to drive
decision-making supports more efficient resource
allocation.

For each of the elements of organizational
development, this resource highlights three
categories of data essential to establishing
baseline supervision metrics and monitoring
compliance with the Standards. This guidance

is not an exhaustive list of data measures but

a streamlined list of necessary data measure
examples. This resource also acknowledges
that every supervision agency has differing
data capacity. To ensure the contents within
are relevant and helpful to varied supervision
agencies, the Organizational Development
Workgroup prioritized comprehensive yet realistic
data categories as supervision agencies work
towards enhanced data collection and analysis
practices.

When presenting supervision data analyses to
legislators, community members, and service
providers, there are several types of data variables,
performance measures, and progress indicators
supervision agencies should consider:

Activity Metrics (Outputs)
These are metrics that describe
activities, outputs, or processes
without necessarily indicating
success or impact. They focus on
what was done, not whether it was
effective.

The main purpose of collecting
this type of descriptive datais to
provide a snapshot of supervision
activity levels or resource use.

Examples

+ Number of: assessments
conducted, case plans
completed, service referrals,
face-to-face contacts, drug
tests conducted, individuals
ordered to pay restitution whose
restitution was collected

+ Time period between
sentencing and supervision
officer’s first meeting with the
individual

Crime and Justice Institute | American Probation and Parole Association
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Practice Alignment Metrics
These metrics assess supervision
effectiveness or progress

toward agency goals that reflect
evidence-based practices (EBPs).

They focus on what was
accomplished and whether

it aligned with documented
guidance found in policy and
procedure or national standards.

This data should be collected
regularly to identify areas that
require additional training, skill
practice, and coaching. In doing
S0, agencies can improve and
ensure fidelity to the Standards.

Example

+ If the data shows that priority
areas in case plans do not
align with assessment scores,
this signals a need to improve
training and practice in creating
assessment-driven case plans.

il

Outcome Metrics

These performance measures
track the outcomes of officer
supervision practices and the
inputs or work achieved by the
individual on supervision. They
provide insight into whether
supervision strategies are
achieving intended goals, such
as promoting behavioral change,
supporting rehabilitation, and
reducing recidivism.

Example

+ Percentage of successful vs
unsuccessful terminations,
absconding rates, resolution
of violation reports, positive
incentives awarded in light
of sustained compliance/
achievements
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Additional Data Measure Examples

While every supervision agency has differing data collection and analysis capacity, the list below is a starting
point for agencies to review and compare against what their current case management systems track and
compile. Recognizing that some case management systems are developed in-house, while others use more
generic case management software, supervision leadership should review not only whether the following
data measures are collected, but also whether the case management system allows for comprehensive
analyses through customizable reports that inform and drive continuous decision-making and improvements.

Activity Metrics (Outputs)

+ Assessments completed

« Case plans developed

- Referrals made

- Face-to-face contacts

« Drug tests

+ Restitution collections

- Time from sentencing to first supervisee

meeting

Practice Alighment Metrics

Quality of Supervision Practices

- Timely assessments (within 30 days)

+ Case plans created with individual input (within 60
days)

Case Plans Aligned with Risk-Need-Responsivity
+ Contact schedule based on risk level

+ Criminogenic needs addressed

+ Objectives aligned with highest-need domains

- Referrals match risk/need domains

+ Reassessments conducted routinely

- Percentage of clients referred to services

Graduated Responses Aligned with

Risk-Need-Responsivity

« Presence of an incentive/sanction matrix for staff
guidance

Outcome Metrics

Engagement & Desistance Indicators
« Connection with referred providers
« Treatment initiation

- 90-day engagement in services

« Access to telehealth

- Service provider billing records

Indicators of Unsuccessful Supervision
- Violations at 30/60/90/180 days

+ Most common violation behaviors

- New arrests and convictions

Revocations & Reinstatements
+ % reinstated after violation report
* % revoked to prison

Crime and Justice Institute | American Probation and Parole Association

Jail Admissions from the Supervised Population
+ % admitted for technical violations
+ Reductions in admissions over time

Successful Completion & Stability
« Successful or early completions

+ Years arrest-free after supervision
+ Restitution completion

+ Employment

+ Adherence to conditions

- Early discharge rates

10


https://www.cjinstitute.org/
https://www.appa-net.org/eweb/

Data-Driven Decision Making Variables Across all Foundational Elements of

Organizational Development

These proposed data measures blend process, quality assurance, and outcome measures that together
delineate how well a supervision agency operates and how effectively agencies support behavior change. When
data are collected and reviewed, these measures create a full picture of system performance, helping agencies
improve practice, allocate resources wisely, and strengthen outcomes for individuals and communities.

Strategic Planning Measures

Set clear goals and routines so the agency stays focused, aligned, and moving in the same direction.

Activity Metrics (Outputs)
What staff do — the basic tasks
and actions completed.

These measures track efforts
around mission and vision
development, goal setting,
organizational structure,
staffing, and partnerships.
While not evaluative, they offer
valuable insight into internal
operations and planning.

+ Number of internal planning
sessions focused on refining
the mission/vision

+ Number of internal staff
surveys or feedback
mechanisms

- Frequency of progress
reviews

+ Number of active agency
goals documented for each
fiscal year

@

Practice Alignment Metrics
How well the work follows the
Standards and evidence-based
practices.

These measures track the
effectiveness of planning,
alignment with evidence-based
supervision goals, and clarity of
agency goals and visions.

- Percentage of agency
goals written using SMART
(specific, measurable,
attainable, reasonable, and
timebound) criteria

+ Number of performance
indicators that align with
RNR

- Frequency with which
strategic goals are reviewed
and updated

il

LRRNAE
Outcome Metrics
What results supervision is
producing for people and the
community.

These measures track how

well strategic goals lead to

improvement in supervision
results.

- Percentageincreasein
supervision completions
following implementation of
strategic initiatives

+ Percentage reduction in
overall recidivism rates that
aligned with strategic goals

Crime and Justice Institute | American Probation and Parole Association N
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Hiring and Retention Measures

Bring in the right people and support them so they grow, stay, and contribute to a strong culture.

Activity Metrics (Outputs)
What staff do — the basic tasks
and actions completed.

These measures capture the
frequency and structure of
hiring, onboarding, training,
coaching, and feedback
practices.

+ Number of new hires per
quarter

+ Number of new staff
completing initial training

+ Number of staff participating
in formal leadership
development activities

G

Practice Alighment Metrics
How well the work follows the
Standards and evidence-based
practices.

These measures help monitor
and evaluate workforce
stability and onboarding
success.

- Retention rate within the first
12 months post-hire

- Percentage of new hires who
complete full onboarding
within 30/60/90 days

- Percentage of exit interview
responses that cite training,
support, or mission as a
reason for staying/leaving

i

I
Outcome Metrics
What results supervision is
producing for individuals
under supervision and the
community.

These measures focus on
outcomes related to hiring
quality, staff engagement,
and retention that affect
supervision effectiveness.

+ Percentage of supervisors
and officers trained in EBPs
who demonstrate improved
client outcomes
* Reduced recidivism,

increased treatment
engagement, etc.

+ Percentages of staff
engagement scores
correlated with client
outcomes such as
supervision completion

Crime and Justice Institute | American Probation and Parole Association
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Capacity Building Measures

Give staff ongoing training, coaching, and practice so they can confidently use evidence-based skills.

Activity Metrics (Outputs)
What staff do — the basic tasks
and actions completed.

These measures focus on

the volume, frequency, and
structure of capacity-building
efforts, including training,
coaching, and professional
development.

* Number of onboarding/
training sessions held for
new hires

+ Number of staff participating
in refresher trainings

+ Number of staff participating
in peer-to-peer practice
sessions

Crime and Justice Institute | American Probation and Parole Association
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Practice Alighment Metrics
How well the work follows the
Standards and evidence-based
practices.

These measures track the
quality of staff training,
coaching, and learning support
to build supervision skills and
support long-term professional
development.

- Percentage of staff who
receive performance
coaching within 30 days of
completing EBP-related
training

+ Number/percentage of
performance coaching
sessions that include use of
fidelity checklists

i

AT
Outcome Metrics
What results supervision is
producing for people and the
community.

These measures track the
impact of ongoing training,
coaching and skill development
on supervision results.

- Percentage of successful
completion of supervision
in correlation with officers’
participation in coaching
sessions

13
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Cross-Agency Collaboration Measures
Work closely with partners across the system to coordinate services, share information, and improve outcomes.

Activity Metrics (Outputs)
What staff do — the basic tasks
and actions completed.

These measures track the
structure and frequency

of collaborative activities
between supervision agencies
and key stakeholders.

+ Number of joint planning
sessions between agencies

+ Number of memoranda of
understanding (MOUs) in
place with external partners

- Number of interagency
governance meetings

G

Practice Alighment Metrics

How well the work follows the

Standards and evidence-based

practices.

These measures track the
effectiveness and alighment

of collaborative efforts across

agencies.

+ Percentage of MOUs or
agreements that include

clearly defined, measurable

collaboration goals

+ Percentage of joint service
plans that align with
assessed risks/needs

- Percentage of referrals to

external services that result
in program participation

i

I
Outcome Metrics
What results supervision is
producing for people and the
community.

These measures examine the

effectiveness of coordination,

information sharing, and
joint service delivery across
agencies.

+ Percentage of individuals

on supervision successfully

connected to community
services through cross-
agency referrals and warm
hand-offs

- Percentage of individuals on

supervision who initiate and
maintain treatment services
within a certain number of
days (set by agency),
following coordinated case
planning

Crime and Justice Institute | American Probation and Parole Association
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Strategic Planning

Introduction

Strategic planning is a valuable exercise to help
ensure ongoing organizational development,
accountability, growth, enhanced productivity,
and effectiveness. Before exploring the

specific elements of strategic planning and its
implementation, it is essential to understand its
overall impact. Strategic planning is a necessary
aspect of community supervision as it allows
agencies to balance compliance monitoring
practices with behavioral change strategies and
interventions. Community supervision impacts all
levels of society, geographic areas, demographics,
and socioeconomic structures. Therefore, not only
should organizations focus on internal operations,
such as resources and staffing, but also on how
community supervision practices influence the lo-
cal framework of the criminal justice system

and community safety. Strategic planning

helps supervision agencies translate these
responsibilities into clear and actionable goals.

In doing so, agencies can embed their mission

and goals into their daily practices to improve
outcomes and efficiency. Assigning staff to lead
planning efforts ensures consistent progress,
while supervisors can support implementation by
identifying local practices that advance strategic
goals. When embedded across the organization,
strategic planning strengthens agency operations
and contributes to more effective criminal justice
practices.

Challenges

When a strategic plan is not consistently
integrated into the work environment, it often fails
to be fully implemented. As organizations manage
day-to-day operations, it becomes increasingly
difficult to consistently address areas needing
improvement. It becomes even more challenging
to dedicate staffing to address routine supervision
requirements while also focusing on strategic
planning goals and activities.

The existence of a working group within the su-
pervision organization (comprised of all levels of
staff) responsible for setting benchmarks within
the strategic plan to track "small wins" or

necessary adjustments is one step towards
ensuring an organization’s goals are routinely
reviewed and worked on.

There is value in strategic planning regardless

of the supervision organization’s size, even if
strategic planning activities and timelines differ
based on capacity limitations. Strategic planning
can serve as a litmus test to guide organization
decision-making and can help leaders focus on
priorities by referencing the current strategic plan.

Strategic Planning Considerations

+ Involvement and buy-in from staff across the
organization; information about strategic plan
shared with external partners

+ Animplementation science approach to planning
(acknowledging implementation takes time and
specific resources)

- Focus on evidence-based supervision practices
(that further public safety and behavioral
change)

+ Acknowledgment of competing organization
demands and priorities (such as daily operations,
staffing capacity/turnover issues) while
advancing the strategic plan

Mission & Vision

A clear and well-articulated mission and vision
are foundational to effective strategic planning
within supervision organizations. These elements
not only define an agency’s purpose and long-
term aspirations but also guide decision-making,
resource allocation, and staff alignment with
organizational goals. To support agencies

in developing meaningful and actionable
statements, this section offers definitions and
distinctions between mission and vision, outlines
key components for crafting each, and provides
practical tips to avoid common pitfalls.
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Factors for Consideration

Factors for Consideration

+ Provide clear definitions and distinctions
between the mission and vision

+ Provide guidance on what elements help to
determine a mission statement

+ Provide guidance on what elements help to
determine a vision statement

- Define why the organization exists and its
purpose

+ Provide tips for knowing what things to avoid
when developing the mission/vision

Organization Goals & Objectives

Effective strategic planning requires supervision
agencies to clearly define their priorities and
establish the mechanisms necessary to achieve
them. This includes identifying who is responsible
for overseeing specific components of supervision
and ensuring that goals are structured in a way
that supports accountability and progress.
Agencies should assess whether their objectives
are SMART to guide implementation and track
performance over time.

Factors for Consideration

+ What matters most to your supervision
organization? What mechanisms need to be in
place to achieve the most important goals?

+ Whois responsible for overseeing different
supervision components?

-+ Are the goals and objectives SMART?

Organization Assessment & Quality

Assurance Measures

Strategic planning must be informed by a clear
understanding of how an agency is functioning
across internal operations and external
partnerships. Agencies should regularly assess
perceptions from staff and stakeholders, evaluate
alignment between policy and practice, and
examine organizational structure and culture.
These assessments help identify strengths, gaps,
and opportunities for improvement, ensuring that
strategic goals are grounded in current realities
and responsive to evolving needs.

+ How is the organization viewed and perceived
within the local criminal justice network
of stakeholders and the community? Do
stakeholders acknowledge alignment between
the organization’s work in the field and the
organization’s stated purpose?

+ Feedback from partners during collaborative
discussions through criminal justice
coordinating councils, continuum of care

- How do staff within the organization perceive the
organization and their performance?

+ Examine the structure/size/coverage area (staff
surveys, listening sessions across regional
offices)

- Are operations flowing in alignment with policy/
procedure? Do organizational roles have clear
job descriptions, organizational charts, and a
transparent reporting structure?

+ How does the organization define and develop
the culture of their organization? How are staff
valued and shown they are valued?

+ How does the organization elicit feedback on
evolving programmatic needs?

- What are the ongoing challenges the
organization is experiencing that can be included
in the strategic plan as focus areas?

Implementation Planning Teams

Successful implementation of strategic goals
requires structured teams that can guide, monitor,
and adapt efforts over time. Agencies should
establish diverse planning teams that include staff
from various positions across the organization and
areas of expertise. These teams play a critical role
in translating strategy into action, facilitating
feedback loops, and ensuring that implementation
efforts are inclusive, coordinated, and aligned
with EBPs.

Factors for Consideration

- Define the purpose of implementation/learning
teams (with a focus on engaging staff of all
levels to participate in implementation)

+ Individuals who own and oversee implementation
of new trainings/data-collection

+ Members of strategic planning team could
serve on implementation teams for feedback on
broader strategic planning efforts
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+ Provide tips to avoid the pitfalls or challenges of
implementation teams

+ Provide examples of the structure and design of
implementation/planning teams (size, duration,
frequency, and meetings format, etc.; e.g., how
smaller jurisdictions balance strategic planning
and implementation)

Budget & Resources

A supervision agency’s ability to implement
strategic priorities depends heavily on the
availability and allocation of resources. Strategic
planning should include a thorough review of
staffing levels, facility needs, funding streams,
and access to services. Understanding which
entities influence service delivery and where
resource gaps exist allows agencies to advocate
effectively and plan for sustainable growth and
impact.

Factors for Consideration

- Examine sufficiency of staffing (caseloads/
duties, training, and onboarding cost)

- Examine sufficiency of the physical facility
(office building/location)

- Explore funding streams (Responsibilities of
local, state, and/or federal funding)

+ Which entities have the most influence on the
types of service delivery? Are there particular
resource needs the organization should advocate
forin a given year?

- Expand availability and access to intervention/
treatment services (types, out-of-pocket cost,
sliding scale options, etc.)

Organization Practice & EBP

Implementation Science

Strategic planning must be supported by a

strong foundation in implementation science to
ensure that EBPs are adopted, sustained, and
continuously improved. Supervision agencies
should evaluate their readiness for change, assess
the effectiveness of current practices, and build
structures that support ongoing training, coaching,
and fidelity monitoring. Leadership plays a critical
role in shaping the organizational culture and
driving implementation efforts, making it essential
to embed EBP strategies into daily operations and
long-term planning.

Factors for Consideration

- Define implementation science and how this
relates to community supervision as a benefit
to staff: a field of study that examines the
methods and strategies to increase the adoption,
implementation, and sustainment of evidence-
based interventions, policies, and practices in
real-world settings.

- Evaluate organizational readiness, preparation,
maintenance, or expansion of EBP with ongoing
evaluation

+ Evaluate the effectiveness of EBP implementation
and the connection to behavioral change

+ Examine the role and culture of organizational
leadership (state/local administration, directors/
chiefs/deputies, front-line manager/supervisors)
and the impact on implementation efforts

- Develop organizational structure/processes for
continued training and sustainment of skill and
fidelity

Organization Performance Measures
(Targets)

An organization’s strategic plan can be broken
down into segments or steps to track smaller wins
along the way.

Staff Performance:

+ Training and development

-+ Skill development application and fidelity

+ Performance evaluation

Organization Performance:

+ Supervision outcomes (successful completions,
technical violations, assessment completion
rates, compliance rates, etc.)

- Recidivism rates

+ Impact from supervision interventions
(desistance measures: referrals made, program
engagements, decrease in antisocial behavior)

An organization’s approach to strategic

planning must be intentional, shared, and

well communicated throughout all layers of

the organization. The strategic plan should

be embedded as a natural part of the work
environment. It is important for every member of
the organization to view continual critique and
evaluation as a necessity, while working towards
solutions and improvement. This cycle of thinking
can foster a healthy work culture and allow space
for growth and innovation.
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Strategic Planning Measures

Activity Metrics (Outputs)
What staff do — the basic tasks
and actions completed.

These measures track efforts
around mission and vision
development, goal setting,
organizational structure,
staffing, and partnerships.
While not evaluative, they offer
valuable insight into internal
operations and planning.

+ Number of internal planning
sessions focused on refining
the mission/vision

+ Number of internal staff
surveys or feedback
mechanisms

+ Frequency of progress
reviews

+ Number of active agency
goals documented for each
fiscal year

@

Practice Alighment Metrics
How well the work follows the
Standards and evidence-based

practices.

These measures track the

effectiveness of planning,
alignment with evidence-based
supervision goals, and clarity of
agency goals and visions.

- Percentage of agency
goals written using SMART
(specific, measurable,
attainable, reasonable, and
timebound) criteria

+ Number of performance
indicators that align with
RNR

+ Frequency with which
strategic goals are reviewed
and updated

i

AT
Outcome Metrics
What results supervision is
producing for people and the
community.

These measures track how

well strategic goals lead to

improvement in supervision
results.

+ Percentageincreasein
supervision completions
following implementation of
strategic initiatives

- Percentage reductionin
overall recidivism rates that
aligned with strategic goals
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Hiring and Retention

Introduction

Staff who are aligned with their agency’s mission
and culture will be more receptive to consistent
Standards practices and a shared commitment to
improving supervision outcomes. Effective hiring
and promotion not only save on resources and
reduce turnover, but also ensure that an agency’s
investment in staff helps cultivate future leaders.

While resource allocation for hiring and retention
differs across agencies, investing in the initial
hiring and promotion process can have a positive
return. From initial hiring, to onboarding new
hires, to retaining employees, to promoting

those demonstrating leadership potential —all

of these decisions should be made with a focus

on promoting and improving an agency’s culture.
This process will likely attract candidates who

not only reflect the values within current culture
but will also enhance the culture. While every
supervision agency’s culture is different, agencies
should strive to focus on creating a culture

of continuous learning. Effective training and
competency development that elevate continuous
learning across agency positions are essential for
improving recruitment and retention of community
supervision staff, especially as modern supervision
roles require expanded skills and ongoing
professional development to keep staff engaged
and committed.®

Hiring & Promotional Process

Agencies should use teams of people to
intentionally align the organizational mission,
vision, and values; formal job descriptions;
applicant screening and interview processes;
hiring and promotional decision-making
processes; and formal onboarding processes. The
alignment should be in the context of adhering
to the Standards and evidence-based risk and
recidivism reduction as well as agency policy and
practice for effective community supervision.
Alignment among staff selection practices,
organizational mission, culture, and desired
performance expectations is helpful for staff
hiring, engagement, and retention.®

Policy and Procedure Considerations

+ The persons responsible for designing and
executing the formal hiring process for
supervision agencies should be centrally trained
for consistent interviewing processes that
identify high-quality candidates. The process
should outline how to ask questions in a way that
captures the applicant’s mindset (defined in the
next section), qualities to look for in applicants,
and ways to identify the applicant’s interest in
behavior change work.

- Some agencies delegate interviews regionally
to specific offices needing to fill open positions,
and where multiple people across different
regions are involved in the interview process,
there may be varying degrees of quality within
the candidates. Centralized hiring practices
promote more consistency and a better
applicant pool, so agencies should strive to
implement some level of quality control for the
hiring process, regardless of whether a Human
Resources (HR) department is involved or not.

Challenge

Where there are HR limits to the types of
questions interviewers can ask and minimal
qualifications are established, the supervision
agency should facilitate ongoing dialogue with
the HR department to align interview questions
and staff selection practice with desired culture
and operational expectations to identify the best
candidates for the organization.
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Competencies Balanced Among Business and
Interpersonal Areas

Staff are initially hired on job-related
competencies that align with the underlying
technical acumen (e.g., knowledge, skills,
abilities) and mindset (e.g., attitudes, thoughts,
beliefs, values) for evidence-based risk and
recidivism reduction. Job competencies should

be job-related and should be comprised of 50%
interpersonal and relationship-based domains
while the other 50% are comprised of technical
business knowledge, skills and abilities. Appli-
cants learn about the organization’s culture
through the questions that are asked during the
interview. Applicants should also be given the op-
portunity to query the organizational mission, cul-
ture, values, and priorities as part of the hiring/
promotional process in order to make informed
decisions on accepting a job offer.

Framework for Interview Questions to Identify

Different Competenciesor-Attitudes

Behavioral Questions: These questions help
assess how candidates have handled situations in
the past. Example: “Can you describe a time when
you had to overcome a significant challenge at
work and also how you handled that situation?”

Situational/Attitudinal Questions: These
questions present hypothetical scenarios to
understand how candidates would handle specific
situations and their mindset in approaching these
situations. Example: “Imagine having a conflict
with a coworker or supervisor-what is your
mindset going into conflict situations and what can
we expect from you when that happens?”

Technical Questions: These questions evaluate
the candidate's technical knowledge and skills
relevant to the job. Example: “Can you explain how
you would work with individuals on supervision to
develop a skill that supports behavior change?”

Cultural Fit Questions: These questions assess
whether the candidate's values and work style
align with the company culture. Example: “What
type of work environment do you thrive in? What
types of climates or cultures do you struggle with?
How do you see your role in promoting a healthy
culture at work?”

Open-Ended Questions: These questions
encourage candidates to provide detailed
responses and share more about themselves.
Example: “Can you tell me about your most
significant professional achievement?”

Questions that Allow the Applicant to Learn
About the Agency: These questions help wrap
up the interview and provide candidates with an
opportunity to ask their own questions. Example:
"What questions do you have for us about the role
or this agency?
+ Interviewers should brainstorm questions
that may be posed by applicants and potential
answers that weave in the agency’s values
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Intentional and Consistent Onboarding

Agencies should develop and implement a
structured onboarding process that includes
socializing new employees to the desired
organizational culture; that provides them skill
development and performance feedback; and that
provides the emotional support with peers and
supervisors necessary to perform well in the work
of evidence-based risk and recidivism reduction.

Considerations for Effective Onboarding

+ Role Clarification
« Job Summary: Provide a brief overview of
the role of officers and other supervision
agency staff, including its purpose and key
responsibilities
+ Responsibilities: List the main tasks and duties
associated with the role
- Agency Overview: Include a brief description of
the organization, mission, and culture, including
a brief historical overview of the origins and
purpose of probation
Mapping where and who to go to for
substantive and administrative information
+ Creation of one consistent onboarding
experience across roles in an agency, even if
onboarding content has “add on” information
tailored to specific divisions

Staff Training and Corresponding Performance
Coaching

Staff Training

Agencies should develop, deliver, or otherwise
provide evidence-based learning methods that
equip line-level and supervisory staff with the
knowledge and skills necessary to reduce risk
and recidivism. Classroom training content

and methods should be aligned with evidence-
based instructional design methods. Effective
community supervision training programs (e.g.,
Strategic Training in Community Supervision
[STICS], Effective Practices in Community Supervi-
sion [EPICS], Staff Training Aimed at Recidivism
Reduction [STARRY]) are explicitly grounded

in evidence-based instructional design,
including cognitive-behavioral principles,
structured skill practice, modeling, feedback,
and ongoing coaching. Programs that adhere to
these evidence-based training methods show
significantly better officer skill acquisition and
client outcomes than those that do not.”

Classroom training should not be used as a stand-
alone or singular method for staff development;
rather, classroom training should be part of a
more comprehensive staff training initiative to
include coaching, skill rehearsal, feedback loops,
leadership development and growth opportunities
across all positions in the agency.

Performance Coaching

Classroom instructors and performance coaches
should be educated and certified on evidence-
based instructional design methods and
performance coaching approaches.®

Agencies should develop and utilize internal or
external means to provide ongoing performance
coaching to line level staff as they continually
learn evidence-based risk and recidivism reduction
programs, processes, and skills.
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Skill Rehearsal

Agency trainers and coaches should facilitate
formal methods for line level staff to rehearse
skills in evidence-based risk and recidivism
reduction and to benefit from real-time feedback
on their skill gains and development. To assist
officers’ support of people on community
supervision, trainers and coaches should review
and practice skill development areas. Skill
rehearsal should be an expected part of an
agency’s promotion planning process; such agency
leadership shows investment in their officers and
supervisors and allows officers and supervisors to
show their progress and growth in different areas.

Leadership Development

Leadership development for staff is critical even
as agencies deal with so many external competing
priorities while keeping routine operations stable.
For instance, supervision agencies have to respond
to unplanned emergencies while still dedicating
time to supervising officers and maintaining the
day-to-day organizational requirements. Creating
capacity and dedicating resources to training or
leadership coaching can be difficult, especially
during legislative or budget cycles that agency
leaders may have to prioritize at different times of
the year. Investment in leadership development
allows agencies to promote the people who take
advantage of opportunities to learn and develop,
building on their institutional knowledge as they
are promoted. Agencies should design, develop,
and deliver or otherwise provide evidence-

based learning methods for formal leaders and
emerging leaders in change management, change
leadership, implementation science, and other
formal organizational development methods.

Agencies should bring in staff with demonstrated
leadership potential to observe or help contribute
to addressing emergent issues or proactively
preparing for legislative and budgetary
requirements. Observation of leadership decision-
making and execution of activities does not require
additional resources and allows staff to ask
questions, debrief, and even contribute to some
leadership activities they may be tasked with later.

Agencies should develop and use internal or
external means to provide ongoing performance
coaching to formal leaders and emerging leaders
as they continually embrace change management,

change leadership, implementation science, and
other formal organizational development methods.

Feedback Loops

Agencies should collect and analyze data and
develop ongoing feedback loops to determine

the efficacy of classroom training, onboarding,
performance coaching, and culture work methods.
Agencies should also use an ongoing process

to evaluate the quality and effectiveness of the
hiring process, which includes staff surveys, stay
interviews, exit interviews, and staff retention data.

Agencies should design and implement ongoing
feedback loops among line-level staff; between
staff and management; among clients and staff;
and between agencies and key community
stakeholders. The feedback loops should be
designed to exchange feedback on the needs,
objectives, and challenges of people who hold
stake in the work of evidence-based risk and
recidivism reduction.

Implementation Teams

Agency implementation teams should include
people who have diverse skills and a mindset
toward evidence-based risk and recidivism
reduction. There should be people on the

team who have subject matter expertise in
evidence-based practices, implementation
science, data and fidelity measurement, team
and culture building, change leadership, and
organizational development. Implementation
teams should incorporate perspectives of all
levels of the organization to include line-level and
management-level perspectives. These teams
should have intact levels of psychological safety or
work towards improved psychological safety.

Implementation teams should have members with
different areas of expertise, but all involved should
be knowledgeable about:

+ The program or practice being implemented or
revised

+ The culture or context in which implementation
will take place

+ What types of implementation supports are
needed

- Key aspects of systems of change, such as
funding and policy
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Agencies should use structured and formal
implementation teams to facilitate feedback
loops between local offices and any centralized
implementation team. These teams should
design and measure implementation progress for
evidence-based programs and practices.

Organizational Culture, Well Being, and
Psychological Safety

Psychological safety —where staff feel
comfortable speaking up, sharing ideas, and
providing feedback without fear of retribution —is
essential for fostering employee engagement
and openness to change. Agencies should use
intentional practices to strengthen psychological
safety among all members of teams, groups,

and the organization as a whole. Agencies

should measure growth and changes to levels of
psychological safety on an intermittent basis and
provide feedback to the executive leadership and
implementation teams within the organization.

Agencies should use formal and structured
methods to continually assess and reassess
organizational culture. Agencies should identify
the current culture as well as the desired or
aspirational culture and work toward incremental
growth from current culture to the desired
culture. The desired culture should be aligned
with evidence-based risk and recidivism
reduction and set a context that enables effective
implementation of evidence-based programs and
practices.® Agencies should use ongoing dialogue

groups that include staff at all levels to continually

discuss progress toward culture goals. Agencies
should exchange culture feedback with the
implementation team and with staff at all levels.”®

Agencies should design and implement formal
programs and practices that advance individual,
team, large group, and organizational well-being.
The well-being program should provide support
for emotional, intellectual, social, cultural,
occupational, environmental and occupational
well-being."

Agencies should have internal and/or external
capacity to prevent, intervene, and address
occupational stress and trauma to include
vicarious trauma and organizational trauma. This
may involve referrals to resources like Employee
Assistance Programs, a confidential, work-
based program that offers free and voluntary
assessments, short-term counseling, referrals, and
follow-up services to employees facing personal
or work-related challenges, aiming to improve
employee well-being and productivity.
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Hiring and Retention Measures

Activity Metrics (Outputs)
What staff do — the basic tasks
and actions completed.

These measures capture the
frequency and structure of
hiring, onboarding, training,
coaching, and feedback
practices.

+ Number of new hires per
quarter

+ Number of new staff
completing initial training

+ Number of staff participating
in formal leadership
development activities

@

Practice Alighment Metrics
How well the work follows the
Standards and evidence-based
practices.

These measures help monitor
and evaluate workforce
stability and onboarding
success.

- Retention rate within the first
12 months post-hire

- Percentage of new hires who
complete full onboarding
within 30/60/90 days

- Percentage of exit interview
responses that cite training,
support, or mission as a
reason for staying/leaving

i

AT
Outcome Metrics
What results supervision is
producing for people and the
community.

These measures focus on
outcomes related to hiring
quality, staff engagement,
and retention that affect
supervision effectiveness.

+ Percentage of supervisors
and officers trained in EBPs
who demonstrate improved
client outcomes
* Reduced recidivism,

increased treatment
engagement, etc.

+ Percentages of staff
engagement scores
correlated with client
outcomes such as
supervision completion
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Capacity Building

Introduction

Effective supervision that embeds evidence-based
practice into daily routines only occurs where
agencies invest in continuous learning for their
officers at all levels of an agency. Initial training,
continuous learning, coaching, and skill practice
looks different depending on whether you are part
of a statewide supervision agency where all training
is centralized and then reinforced in a standardized
way over time, or whether county-based supervision
offices take on training and capacity building

after someone starts employment. Many agencies
have varied local requirements for community
supervision trainings. Therefore, an agency

should develop a training and coaching plan that
emphasizes an expectation of ongoing training
engagement across staff levels.

Staff Development & Engagement Through
Training

Well-structured and ongoing training is essential
for effective and engaging staff development.
Training is often seen as critical in the first weeks
or months of employment, but continuous training
is just as important to reinforce these concepts
and how skills should be applied across different
scenarios. All training programs should start with
foundational topics, including giving context for
what evidenced-based practices are and what
they meanin the supervision field. Evidence-based
practices are practices that are rooted in

research and empirical literature. Agencies are
encouraged to create practices that align with
empirical literature wherever possible.

Agencies may want to try various approaches to
training like traditional in-person training, online
modules, or it can use more modern approaches
like the use of peer coaching, learning networks,
and other social learning opportunities.’

Onboarding: Critical to any foundational
onboarding training would be an agency's rules,
regulations, and ethical guidelines, Principles

of Effective Intervention, and Core Correctional
Practices. Exposure to skills such as Motivational
Interviewing, conflict resolution, and working with
practitioners across different agencies such as
courts and law enforcement are important.
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Motivational interviewing, in particular,
“encourages behavior change by using a non-
authoritative style of communication that fosters
growth and helps to overcome the idea that
change is hopeless.””® Motivational interviewing
and other soft-skills help officers remain client-
focused, and prepares them to navigate apathy,
difficult situations, and difficult conversations they
will inevitably face during their supervision career.

Onboarding training should also explain the
administrative support available to staff and
address specific expectations regarding time
management and scheduling practices, office
paper systems and/or software programs, and
effective writing and note-taking skills.

Refreshers: Refresher trainings should include
reinforcement of initial onboarding topics with
activities that prompt officers to brainstorm
examples of interactions where they have had
the opportunity to use a specific skill or where
they wish they would have used their training
differently. Agency leadership should outline
timelines for continued training and booster
trainings on a regular basis.

Agency leaders can use the National Standards
for Community Supervision Quick Reference
Guides (one-page summaries of each of the eleven
Standards) to help staff understand the Standards’
utility in day-to-day supervision practices, through
quick summaries of topics including assessment,
caseloads, motivational interviewing, sanctions
and incentives, and special topics like procedural
justice, cognitive restructuring, and interpersonal
communication. Staff may use the one-pagers

to help guide monthly trainings on specific topic
areas, as mentioned above.

While many refresher trainings can be delivered
to audiences across different roles — supporting
cross-learning —there are instances where role-
specific refresher trainings are more appropriate.
For instance, a refresher training focused on how
to best engage line officers on staff performance
may be limited to supervisors; this refresher
would offer allow presentation supervisor-specific
content to encourage more open discussion
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around questions or challenges supervisors have
for management. Similarly, refresher trainings
focused on line staff can provide a comfortable
space for practicing skills or raising issues that
staff may feel uncomfortable discussing in the
presence of supervisors. Conversely, refresher
trainings on administrative tools, such as online
case management system, are best conducted for
all staff to ensure case notes are being entered
consistently.

Expanding training capacity: Agencies should
establish an internal network of trainers to
facilitate agency-wide trainings. These trainers
can work as a centralized unit, pulling on outside
agents when needed if a specific skill or area

of expertise is needed. Larger organizations

may designate individuals with expertise in
mental health, housing, substance use disorders,
transportation, or other topics as the main

point of contact for questions related to those
specific areas. Smaller organizations may need
to work with outside partners to host trainings
on specialized subjects. Lastly, agencies should
consider guidance from unions related to
compensation for staff who are called upon to
provide training services.

Opportunities for Skill Rehearsal/Practice
Beyond the structure of periodic trainings,
agencies should also ensure that staff have
opportunities to rehearse and receive feedback on
their use of evidence-based skills. If staff capacity
permits, agencies can create an internal ‘learning
team’ whose job is to identify skills and topics for
staff to rehearse, using tools such as simulated
scenarios or real example cases from officers’
current or past caseloads.

‘Learning team’ framework

There are several factors agencies can consider
when developing a learning team, including but
not limited to:

- Development of a skill-based driven curriculum

- Assigned staffing for co-training

+ Scheduling for learning team meetings

+ Outlined topics for skill practice: simulation
scenarios or case studies from are on current
caseloads

+ Locally driven, based on staff resources and time
capacity

Agencies should also devote dedicated staff
meeting time for skill review and rehearsal. This
additional professional development gives officers
time to practice and master specific skills and
helps ensure that the material from periodic or
one-off trainings does not go to waste.'

Coaching for Staff and Leadership

Community supervision agencies can supplement
formal trainings and skill rehearsal sessions with
one-on-one coaching sessions. These sessions

are an opportunity for supervisors to provide
personalized feedback to staff based on an
individual officer’s performance of specific skills,
which supervisors can observe through recorded
interactions or by reviewing case files. Supervisors
should devote part of their regularly scheduled
one-on-one meetings with officers for this purpose
and can also use the time to recognize officers who
are performing particularly well at a given skill.
Several academic studies have found measurable
improvements by community supervision officers
in skill usage, proficiency, and adherence to
evidence-based practices when using a coaching
m0d6l.15']6’17

These regular coaching sessions can also

serve other purposes. In addition to skill-

based coaching, supervisors can use this time

for long-term professional development in a
broader sense: working with officers to set goals
and expectations, identifying strengths, and
brainstorming strategies for how the officer might
meet those goals. Additionally, officers should
have the opportunity to give candid feedback to
supervisors, related to supervisors’ own skills and
the general direction of an agency. This feedback
loop can give supervisors a window

into officers’ daily work and assist supervisorsin
improving agency programs and practices.

Mentorship Opportunities

Another less formal avenue for professional
development is peer mentorship. An experienced
community supervision officer can help new hires
acclimate to an agency and provide valuable
insights on how to supervise individuals effectively.
Agency leadership should select potential
mentors based on their history with an agency,
documented high performance, and interest in
teaching staff across different experience levels.
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Agency leadership can distinguish mentorship
types — some mentors should be matched with
new hires shortly after those new hires go through
the onboarding process and coordinate ongoing
check-ins; other mentors currently holding
leadership/management positions should be
matched with mid-level officers interested in
connecting with leaders across the agency to learn
different aspects of staff supervision, agency
operations and budget, training units, and other
critical parts of leading a supervision agency. It

is important to note that any mentorship program
should comply with collectively bargained union
rules related to promotional opportunities.

Training Resources

As agencies consider ways to keep training
opportunities consistent and accessible across
experience and skill levels, there are free training
resources centralized within APPA’'s website (with
specific resources related to the Standards),
Center for Effective Public Policy’s Community
Supervision Resource Center, George Mason
University’s Center for Advancing Correctional
Excellence’s Practice Guidelines, the Justice
Community Overdose Innovation Network,
electronic trainings such as Staff Undertaking
Skills to Advance Innovation (SUSTAIN), National
Institute of Corrections, and other community
supervision websites that offer information on
training exercises and coaching models.
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Capacity Building Measures

Activity Metrics (Outputs)
What staff do — the basic tasks
and actions completed.

These measures focus on

the volume, frequency, and
structure of capacity-building
efforts, including training,
coaching, and professional
development.

+ Number of onboarding/
training sessions held for
new hires

+ Number of staff participating
in refresher trainings

+ Number of staff participating
in peer-to-peer practice or
mock sessions
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Practice Alighment Metrics
How well the work follows the
Standards and evidence-based
practices.

These measures track the
quality of staff training,
coaching, and learning support
to build supervision skills and
support long-term professional
development.

- Percentage of staff who
receive performance
coaching within 30 days of
completing EBP-related
training

+ Number/percentage of
performance coaching
sessions that include use of
fidelity checklists

i

AT
Outcome Metrics
What results supervision is
producing for people and the
community.

These measures track the
impact of ongoing training,
coaching and skill development
on supervision results.

- Percentage of successful
completion of supervision
in correlation with officers’
participation in coaching
sessions
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Cross-Agency Collaboration

Introduction

In the public sector, it has long been accepted that
collaboration is a necessary part of effective work.
According to Gallup, collaboration results in 50
percent higher productivity and 76 percent more
staff engagement.”® Cross-collaboration between
stakeholders is particularly important in the justice
system, where policy and procedure decisions by
individual agencies impact many stakeholders
throughout the system, perhaps to a larger extent
than in any other area of the public sector. If done
correctly, collaboration can help agencies:

+ Build trust and develop relationships with
stakeholders

+ Clarify roles and align them with an agency’s
overall vision

- Encourage innovation and embrace different
perspectives

While this is not an exhaustive list, stakeholders
that could and should be involved in cross-
collaboration include judges, prosecutors, defense
attorneys, treatment providers, victims’ groups,
employment and housing organizations, law
enforcement, legislators, correctional agencies,
justice-involved individuals and their families

and certainly community supervision agencies.
Implementing new policies and practices in just
one of these agencies or groups may have ripple
effects for many other stakeholders, affecting
both their internal practices and external policies.

Cross-Agency Collaboration Requirements

Shared Vision and Goals

In order for collaborative efforts to have

real impact, there needs to be acommon
understanding of the needs of individuals under
supervision. Studies show that where thereisa
shared understanding of needs, collaboration can
lead to increased consensus on goals between
partners, including changes in attitudes or agency
policies.” One objective way to identify shared
goals is using available data to define the problem
and demonstrate the need for action across
parties. Recognition of shared challenges serves
as an impetus for establishing an agreement that
outlines improved outcomes requiring cross-
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agency collaboration. Research indicates that
regardless of the subject matter, interagency
collaboration generally involves three core
principles: 1) information sharing, 2) joint decision
making and 3) coordinated intervention.?

Additionally, to build successful and effective
collaboration, trust must be developed between
organizations. This can be fostered through the
exchange of information and knowledge, as

well as increasing interactions and problem-
solving opportunities. Agency leadership can

take initiative to establish strategies and formal
procedures, such as outlining clear roles and
contributions. Research has also found that power
sharing, which is the distribution of power across
the different agencies, is a significant contributor
to effective collaboration.?’ This leads to increased
vested interests for involved parties, resulting in a
more cooperative and engaged dynamic.

Formal Agreements

In order to establish clear accountability
mechanisms and build transparent guidelines,
agencies should use formal documents such

as MOUs, which outline terms of agreements
between two or more partners. MOUs can be used
to clarify roles and responsibilities of all parties,
on both an organizational level (identifying the
function of partnering agencies) and at a staff
level. This includes establishing project leads

at each partnering agency, holding interagency
meetings and trainings, and establishing
information-sharing procedures. When sharing
sensitive information between agencies, it is
important that involved parties create a formal
data-sharing agreement. These agreements
include identifying the types of data, tools that will
be used, and practices and policies that ensure
privacy, security, and civil liability protections.
Supervision agencies may consider levels of
detail needed for different partnerships when
requesting or sharing information. For example,
victim contact information may not be relevant

or appropriate to share with treatment providers
serving the supervised population and treatment
providers may limit the level of detail they share
with the supervision agency regarding therapeutic
interventions.
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Leadership and Governance

+ Cross-agency leadership teams
- Designated liaisons or coordinators
+ Regular interagency meetings

A cross-agency leadership team, composed

of leaders from various criminal justice and
service provider agencies, is a vital part of cross-
organizational collaboration. These teams should
operate like a singular cohort, establishing
regular interagency meetings, and have clearly
defined short-term and long-term goals, specified
roles and responsibilities, formal agreements,
and shared performance metrics. Within
goal-setting initiatives, teams should identify
specific challenges or opportunities they aim to
address through this collaboration and outline
how each agency’s leadership will contribute

to achieving these objectives. To ensure clear
communication between agencies, teams should
appoint dedicated liaisons or coordinators, who
will be tasked with organizing meetings, relaying
important updates and information, and ensuring
consistent communication within the team. The
cross-agency team should establish guidance

on decision-making by consensus voting or
delegating authority for certain tasks in a way that
is representative and also acknowledges different
agencies’ expertise.

Communication and Information Sharing

Clear Communication Channels

- Regular case conferencing
+ Communication through joint trainings and/or
meetings

Agencies collaborating to serve individuals on
supervision should regularly meet to discuss
necessary intervention strategies and case
management updates. Ideally, this communication
should include supervision officers, court

actors, judges and/or parole board members,

and service providers. To establish these
networks and promote clear communication
between partners, agencies should create and
maintain avenues for direct communication.

Early communication should include supervision
condition recommendations from supervision
practitioners well-versed in risk/need assessment

to the court before sentencing so conditions are
individualized. In some jurisdictions, pre-sentence
investigation writers may be hired by the probation
department or Department of Corrections,
allowing for more organic communication between
supervision experts and the court. Where the
supervision agency does not have the opportunity
to provide condition recommendations in advance
of sentencing, the court and supervision agency
should explore streamlined mechanisms for
adjusting conditions throughout the supervision
term, at the recommendation of the supervision
officer who has the most updated knowledge

of the individual’s progress. This efficient
communication fosters more flexible responses

to prosocial behavior change and keeps the court/
parole board apprised of reductions in risk and
need levels, which may impact the prospect of
early discharge from supervision.

Additionally, where new supervision initiatives
are piloted at the supervision-agency level, it

is critical that supervision leaders have regular
opportunities to update judges and other decision-
makers to give and get feedback on how the pilot
is progressing. Courts and paroling authorities
may be more willing to make program referrals or
consider new supervision strategies where there
are structured opportunities to give feedback to
supervision leadership and correct course, when
needed. Additionally, communication between
the court and supervision officers enhances the
court’s understanding of conditions that may be
difficult to enforce or the status of working with
service providers.

One way to facilitate organic communication

and shared learning is through joint training
opportunities across agencies’ staff. Supervision
staff should be trained in local community-based
services and methods of service delivery such

as telehealth access. Similarly, service providers
should be trained in criminal justice processes
and common challenges for this population to
tailor their treatment interventions (e.g., access
to identification, employment opportunities, and
trauma). An example of joint learning that fosters
collaboration is multidisciplinary teams attending
conferences together and interacting outside of
their agency-specific roles while learning about
other jurisdictions’ cross-agency collaborations.
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Data Integration

+ Shared case management systems

- Real-time access to relevant population data

- Compliance with privacy laws (e.g., Health
Insurance Portability and Accountability Act
[HIPAA], Criminal Justice Information Services
[CIIS))

Cross-organization teams should utilize shared
digital case management systems to allow
supervision officers, community correction
facilities, court practitioners, and service
providers to access data related to individuals

on supervision. This includes information such

as initial assessments, case plans, program
attendance, condition compliance, and community
services hours. This is helpful as it provides staff
with real-time data, allowing them to effectively
respond to any issues or concerns that may arise.
Staff should also use these platforms to engage in
direct communication between agencies, leading
to more comprehensive treatment and supervision.
This can also lead to stronger cross-organization
collaboration, identifying specific data-informed
goals and shared performance measures.??
Through collective review of shared data, agencies
can conduct better resource analyses and identify
specific challenges or gaps in services and
treatment.

Privacy laws and standards such as HIPAA or CJIS
agreements require that information relating to the
provision or coordination of care for individuals on
supervision should only be accessed by specific
agency staff and service providers. Collaborating
agencies should enact safeguards and policies that
ensure involved parties abide by these policies.

In addition to these policies, agencies must
establish clear procedures for information exchange
when sharing data across systems, particularly

in case management settings. Case management
platforms should be compatible with these
procedures to ensure seamless collaboration. Key
considerations include agreeing on a standardized
method for assigning unique identifiers to
individuals and developing protocols for the secure
exchange of electronic documents and reports.
These steps help ensure consistency, accuracy,
and compliance with privacy regulations while
supporting effective cross-agency coordination.
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With enhanced data integration, supervision
agencies, courts/paroling authorities, and service
providers can craft more compelling and complete
recommendations to legislators and other
decision-makers regarding resource and funding
allocations or policies that need to be changed to
better serve the justice-involved population.

Service Coordination

Integrated Case Planning

- Joint assessments and service plans
+ Inclusion of probation officers and results of
service provider assessments in planning

Joint assessment is the collaborative evaluation
and analysis of caseloads conducted by two

or more agencies, with the goal of identifying
shared priorities and strategies for individuals
on supervision. To develop comprehensive

case plans, interagency collaboration between
criminal justice, behavioral health, and social
service partners is necessary, as it will ensure
that each of their specialized expertise is
reflected in the management of tailored case
plans. After each agency reviews the results of
validated criminogenic risk/need and behavioral
health assessments, partnering agencies should
incorporate the information and produce a
comprehensive service plan.

When starting this process, teams should
appoint a liaison or a coordinator, who maintains
lines of communication between partners
through regular conferencing. Interagency
collaborators should also identify and agree
upon specific goals, treatment needs, barriers,
and proposed interventions so that thereis a
uniform understanding of the priorities for each
individual. For this to take place, agencies should
outline procedures that promote opportunities
for supervision officer and service provider

input to avoid duplication of services or missed
opportunities where each agency thought the
other would address a specific need. Additionally,
agencies should facilitate and offer joint training
on case planning, the risk-need-responsivity
model, and other relevant knowledge gaps to
maximize relationship-building and shared
knowledge.
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Continuum of Care

Person-Centered Approach

+ Seamless referrals and warm handoffs
- Coordination of services (e.g., housing, mental
health, substance use)

Effective interagency collaboration should ensure
that referrals are made early in the supervision
term, if not while the individual is still in custody.
Where individuals are transitioning from a
custodial setting to community supervision,
supervision agencies should work to create an
“in-reach” process to promote communication
and information-sharing between the assigned
officer and staff working with the individual in
custody. Where an individual is transitioning from
one service provider or case manager to another,
collaborating agencies should facilitate a warm
handoff, which refers to the direct, preferably
in-person (or virtual) transfer from one agency’s
staff to the next agency’s staff. Additionally, warm
handoffs should be person-centered, actively
engaging the individual and placing them in the
decision-making process. Agencies must be able
to identify the specific needs of each individual,
clearly articulate the goal behind any referral,
make sure that the receiving agency has the
capacity to meet the needs, and ensure that the
individual is able to have continued access to the
services with the new provider. To foster this type
of comprehensive continuum of care between
coordinating agencies, partners should develop
wide networks and maintain an updated directory
of all available social service resources. It is also
important to note that agencies are addressing
each facet of the reentry or referral plan, including
housing, substance use, veteran support,
community-based medical providers, identification
cards, transportation services, and healthcare
coverage.

An example of cross-agency collaboration that
supports effective continuum of care is problem-
solving courts. In this model, external standards
have been set by professional organizations for
the operation of problem-solving courts. It is
expected that problem-solving courts adhere to
these standards, and some states or jurisdictions
have adopted policies or judicial rules that require
compliance with problem-solving court standards.
These standards are often monitored by a cross-
collaboration steering committee.

+ Trauma-informed and culturally competent
practices

* Inclusion of individual’s voice in planning and
feedback

Cross-agency collaboration also enhances person-
centered interventions, where practitioners from
diverse professional backgrounds bring their
training and experience to promote individualized
responses. Agencies should provide joint trainings
across agencies that prepare staff to provide
trauma-informed and culturally competent care.
Trauma-informed care is an evidence-based
approach to treatment and client interaction that
acknowledges the impact of adverse experiences
on both clients and staff. To incorporate this
approach, agencies should establish and
implement policies that provide systems of
support, and ensure the physical, psychological
and emotional safety of staff and individuals

on supervision. Agencies should also prioritize
education around cultural competence, which

is necessary for working effectively with the
diverse population of justice-impacted individuals.
Culturally competent practices refer to the

ability to understand and effectively engage with
individuals from various cultural backgrounds.
Informing staff of these concepts and identifying
how they are applicable to their work is not only
beneficial for individuals on supervision but

can also build a strong foundation of trust and
compassion within the workplace.

Practices and policies that are rooted in trauma-
informed and culturally competent care also lead
to the increased incorporation of the individual’s
voice or feedback, which should be used to

inform organizational development. Empowering
individuals to give feedback through surveys

or other methods provides the opportunity to
highlight areas of supervision that are not inclusive
or create obstacles for people. This feedback is
essential to understanding ways that supervision
progress could be improved and tells agency
leadership what is already working well. Actively
empowering individuals to have their voices

heard, to make informed decisions and to have
real influence leads to services that are better
tailored to individual needs and results in better
outcomes. The importance of agency collaboration

Crime and Justice Institute | American Probation and Parole Association 32


https://www.cjinstitute.org/
https://www.appa-net.org/eweb/

in obtaining this feedback is that individuals

on supervision may feel most comfortable
providing feedback to service providers distinct
from their assigned supervision officers.
Collaboration between agencies serving the
supervised population holds all practitioners more
accountable when ensuring a person-centered
approach to the work.

Cross-Agency Collaboration Measures

Activity Metrics (Outputs)
What staff do — the basic tasks
and actions completed.

These measures track the
structure and frequency

of collaborative activities
between supervision agencies
and key stakeholders.

+ Number of joint planning
sessions between agencies

+ Number of memoranda of
understanding (MOUs) in
place with external partners

+ Number of interagency
governance meetings

@

Practice Alighment Metrics
How well the work follows the
Standards and evidence-based
practices.

These measures track the
effectiveness and alignment
of collaborative efforts across
agencies.

+ Percentage of MOUs or
agreements that include
clearly defined, measurable
collaboration goals

+ Percentage of joint service
plans that align with
assessed risks/needs

- Percentage of referrals to
external services that result
in program participation

Outcome Metrics

What results supervision is
producing for people and the
community.

These measures examine the
effectiveness of coordination,
information sharing, and

joint service delivery across
agencies.

+ Percentage of individuals
on supervision successfully
connected to community
services through cross-
agency referrals and warm
handoffs

- Percentage of individuals on
supervision who initiate and
maintain treatment services
within 14 and 90 days
following coordinated case
planning
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Conclusion

Implementing the National Standards for Com-
munity Supervision requires agencies to maintain
fidelity to evidence-based practices and ensure
consistency across all operations. This is not a
standalone effort; success depends on aligning
key areas such as strategic planning, staff hiring
and retention, capacity building, and cross-col-
laboration between various criminal justice
stakeholders. Each of these components works
together to create a system that supports effec-
tive and sustainable supervision.

Data tracking and analysis should be integrated
into every organizational development decision.
Agencies need to use data to monitor progress,
measure outcomes, and identify gapsin
implementation. This includes tracking staff
retention, utilization of RNR assessments,

and monitoring the collaboration between
supervision officers and the individuals on

their caseloads. Data-driven decision-making
ensures accountability and helps agencies adjust
strategies as needed.

Overall, the purpose of this document is to provide
the guidance necessary for implementing the
Standards effectively. By understanding how
these elements fit together, agencies can build

a structure that supports compliance, improves
performance, and strengthens public safety.
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