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FOREWORD

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

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

The survey results do not provide final answers to all of the manpower issues. In
partlcular, the assumptions buili into the model for préj ectmg manpower requirements
may have 1o be modified in light of additional experience. Nevertheless, the Institute
believes the study represents a significant advance in fhe tools available to deal with
manpower problems. We hope it will be of value to the many hundreds of state and local
officials who must plan for manpower needs.

Blair G. Ewing™

Acting Director .

National [nstitute of Law  Enforcement
and Criminal Justice

SN



PREFACE

This volume presents the major findings and recommendations of the National
Manpower Survey of the Criminal Justice System. The study was performed for the Law
Enforcement Assistance Administration by ilie National Planning Association, as prime
contractor, in‘association with The American Institutes for Research and the Bureau of

Social Science Research—zll of Wachington, D.C. % was conducted in response to a
' Congressional requirement, andér the 1973 Crime Coentrol Act, for.a survey of personriel,

training and e Jucation needs in the fields of law enforcement and criminal justice and of B

the adequacy of federal, state and local programs to-meet _these needs.
» The study, initiated in July 1974, is based, in large part, on a comprehensive series of
surveys of executives, agencies and of employees of state and local law enforcement and
criminal justice agencies, including both mail questionnaires and field visits, conducted
between November 1975 and June 1976. An Interim Report, based on an initial analysis
of the survey results, was submitted on June 30, 1976, In addition to the present Summ
Report (Volumc D), the detatled results of the study have been presented in the followx
reports: . . N

Volume II, Law Enforcemerz, October 1976

*'olume IiI, Corrections, November 1976

Volume IV, Courts, February 1977

Volume V, Criminal Justice Education and Trammg (2 Parts), November 1976

Volume VI, Criminal Justice Manpower Plaaning, December 1976

_A special report, Criminal Case Loads and Estimating Processing Time in General.
Trial Courts, Fiscal Year 1975, was also completed in May 1977, as a supplement to the
* original study plan.

These reports are the joint product of a team of over 40 professional staff members
and consultants, and of suppomng research and administrative staff, of the three researsh-
organizations responsible’ for this study. These individuals came from diverse professional -
disciplines, including educatien, manpower and personnel research, economics, statistics,
sociology, psychology and law, as well as from operational roles in law enforcement’and
criminal justice agep-.es. The NMS study group ocnefited from the ‘advice and guidance
_ of a ten-member. Advisory Boaid, chaired by Dr. Donald Ridcle, formerly President of the
John Jay College of Criminal Justice of the City University of New York, and which
included_ eminent leaders and academic experts in the fields of law enforcement and
criminal, _justice and related disciplires. (A list of the NMS staff and ‘Advisory Board
members appears in Appendix A). .

In addition, the National Manpower Survey consulted extensively with a wide range
of criminal justice practitioners, technical experts and educators to ubtain r=ore special-
ized advice on, various aspects of the study. A total of over 30 panel sessions or
conferences were held for this purpose, ranging in scope from a broad review of major
criminal justice issues and assessments of major training and education programs, to
detailed technical reviews of the NMS manpower pro_)ecuon model and of the occupa-
tional analvses of key cccupations. :

This study would not have been possible without the active cooperation of some ten
thousand executives and other officials of state and local law enforcement, correctional
“and court-related agencies throughout the country who took time from their busy
‘ schedules to respond to our detalled qus:stionnaires or to meet with. representauves of our

ol
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field anal¥®s staff. The readiness of these officials to devote the necessary time to respond
te this survey provides perhaps the best evidence of the importance of the many critical
personnel, training and educational issues addressed.”

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

: * * *

fn preparation of this Summary Repor:, I would {ike to express my appreciation
particularly to Harry Greenspan, Frank McKeman and James Stinchcomb—all formerly
associated with the NMS staff—for their review and comments or portions of this report;
to Elizabeth Naden, who ably supervised the editing and production of the, manuscript,

and to Jacqueline Rupel and Lorraine Stallper, of our acministrative and secretarial staff,

who saw this document through to final copy The undersigned must, however, be held
solely accountable for any sins of omission of commission.

TN e HAraLD WooL
‘o ., Director
Naiional Manpower Survey
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CHAPTER 1. REPORT HIGHLIGHTS

A. The NMS Study Program

The National Manpower Survey of the Criminal Jus-
tice System was conducted in response to a recuirement
included in the 1973 Amendments to the Safe Streets Act
which provided for.a survey of ‘‘existing and future
personnel neéds of the Nation.in the field of law enforce-
ment and criminal jusiice and the adequacy of federal,
state and local programs to meet such needs.”’ Major
study objectives were:

o To assess the adequacy of current personnel ic-
sources of law enforcement and criminal justice
agencies and to project future manpower needs:

o To assess training and educational needs in law
.enforcement and criminal justice occupations, and
the adequacy of existing training and educational

. programs in relation to these needs;

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

e To design procedures for use in' criminal Jjustice
manpower planning, including manpower projection
models and data collection metiiods; a:d

e To identify any other needec changes in personnel
policies and procedures to improve system per-
formance. .

The study inc"orporqtggz findings based on an extensive

_ data collection program, including: ~

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

" @ A mai! survey of over 1,600 state trial and appellate

 courts; .

e A mail survey of over 250 law enforcement
academies;. . .

e An analysis of the fesults of a 1975 Census survey of
nearly 50,000 employees of state and local law en-
forcement and ¢riminal justice agencies;

o Field visits to More than 250 agenc<.es and training
or educational institutions.

In addition, the NMS study staff received vcluable

advice and assistance from its 10-member Ad\'sory
Board, from over 100 criminal justice officials and ex-
perts who participated in various panel groups, from

LEAA national offic and regional staff's and jrom staff of
state criminal justice planning agencies.

B. Current Perscnnel Needs
and Resources

Nearly 1.0 millio:: personnel were employed in state
and local crimincl justice agencies in 1974, the base
year of the NMS assessment. ' i

e Over 580,060 were employed in police protection

agencies, of whom about 80 percent were sworn
officers. s . .
e Over 190,000 were in courts, prosecution and legal
services, and indigent defen:c agencies, including
about 28,000 judges and other . judicial officers,
about 21,000 prosecutors, assistant prosecutors and
other attomeys in prosecution and legal services
offices, and 4,000 defenders or assistant défenders.

e Nearly 220,000 were in corrections agencies, in-

cluding about 70,000 correctional officers in adult
facilities, 18,000 child care workers, 23,000 proba-
tion and parole officers, and 23,000 treatment and
education specialists of all types.

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

e Responses by agency.cxeg:ut'ives to survey questions

conceming the manpower needs of these agencies;

e Comparison of actual staffing ratios with those rec-

ommended by various study commissions or profes-

“sional- organizations; and .

e Analysis of the relationship between agency staffing

.and measures of performance on work backlogs.

Based on respcnses of agency executives, an increase
of 220,000 or 26 pertent, in' number of employces in
state and 'local criminal justice agencies, other than

" courts, was needed to enable them'to fulfill all agency

responsibilities effectively in 1975. ‘ ) ,

e Afhong the major agency categories, the largest rela-
tive personnel shortages were reported by probation -
and parole administrators and by sheriffs; the small-
est, by administrators of juvenile corrections agen-
cies. ' : -

e Smaller agencies generally reported higher relative
requirements for additional personnel than did larger '
agencies. However, heads of large police depart-
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ments, with 1,000 or moie enyloyees, also reported
a need for large percentage increases in staff,

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

e Policc >mployment ratios in larger cities (100,000 to

1 million population) were found to be partially
correlated with differences in robbery rates among
these cities. In smaller cities, per capita tax levels
were found to be more important in expliining
inter-city differences in police staffing than were
crime-related factors.

e Higher icvels of police staffing have, moreover, not
bren consistently associated with improved per-
formance, in terms of crime reduction or clearance

. rates. A number of studies, based on data for states
or larger cities, have indicated positive results; other
research has been inconclusive in this respect.

® Although increases in 1.idice staffing are probably '

fully justifiable in many growing or 1éss affluent
communities, the limited correlations among police
staffing, crime rates, and police performance
suggest that, in other communities, improvements in
.deployment and utilization of existing resources,
combined with more active citizen involvement and
support, may be .as important in improving overall
police performance as additional increments of
police manpower.

In state trial courts surveyed by ‘the NMS, criminal

" case delay problems were found to be associated both

with inadequate judicial staffing and with court man-
agement and procedural policies. -

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

o The proportion of cases disposed of by plea bargain-

" ing"was found to be significantly higher in courts
with high criminal caseloads per judge.

e However, factors such as observance of strict con-
tinuance policies, greater degree of court unification
and effective speedy trial laws were also found.to be
-associated with shorter case delay.

In prosecution agencies, criminal caseloads per full-
time prosecutor were found to be nearly twice as great in
the larger agencies, with 10 or more employees, as in
offices with less than 5 employees.

o High criminal caseloads per prosecutor (300 or more
per full-time equivalent prosecutor) were found to

be associated with-a significantly longer average

court case deiay than in jurisdicuons where pros-

ecutor caselor ' ~re substantially lower, based on
a matched survey o1 prosecutor and courts data for
188 jurisdictions.

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

e These ranged from an increase of only 18 percent

based on public defender estimates of the number of
additional staff attorneys needed to *‘fully comply”’

with recent Supreme Court decisions, to as much as

a six-fold increase. based on full provision of defen-
der services to all individyals charged with felonies,
misdemeanors or juvenile offenses, whether through

- defender agencies or assigned counsel systems.

In corrections agencies, comparisons of actual staff-
mg ratios in key occupations with those proposed by
various national commissions or professional associa-
tions indicate major deficits of probation and -parole
officers and of : reatment and educational staffs in pns-
ons and local jaii-.

o Only about one-half of state pnson system< niet the
American Correctional Association staffing standard
for social workers; about one-fourth, for psychia-
trists, and only about 10 percent, for psychologists,
in. 1974; whereas 60 percent met or exceeded aratio
of one custodial officer per six inmates, originally
proposed by the President’s Crime Commission in
1967. Prison wardens responding to the NMS sur-

. vey in 1975 also reponed a much higher relative

shortage of treatment staff than of custodial officers.

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

o Staffing ratios in most state juvenile institutions in_

1975, on the other hand, generally met or exceeded
professionally recommended standards, in part be-

cause of the substantial recert declines in inmaté’

populations. Juvenile corrections administrators also
reported “substantially lower needs for addmonal
manpower than any other category of agency execu-
tive. ‘

Conclusions

1. The composite survey evidence tends to support a
need for selective increases of personnel in most
categories of criminal justice agencies, other than
juvenile corrections institutions, in order to enable them
to fulfill all their assigned responsibilities and
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" projected to £

e

workloads—particularly for addiion: pro-
secutors and defenders, and for addition. < and
caseworker personnel in correctional activiu

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

C. The Er‘wployme_nf Outlook

Overall employment growth in state and local law
enforcement and criminal justice agencies is expected 1o
be considerably slower berween 1974 and 1985 than,
during the early -1970’s, as the combined result of a
projected slowdown in crime rates and of ttghter state
and local government budgets.

e The crime rate, as measured-by the FBI index for
Pan I offenses, is expected to experience & a relatively
‘slow net growth tetween 1974 and 1980 and to
decline significantly between 1980 and 1985 as a

. result.of: (1) a projécted reduction in the vouth

“population; (2) increased popu]atlon decent.allza-
tion; and (3) a pro;ected reductlon in unemployment
rates.

. Criminal justice expenditores and employmcnt

~ growth will dlso be checked by the more limited
increase in state and local govemment expenditures
_projected for 1974-1980, as a result of the recent
economic recession. ' _

o Although *‘full-time equivalent’’ emplo; ment in
criminal justice accivities is projected to grow by

. nearly 400,000 cr 43 percent betw.en 1974 and
1985, the projected annual growth rate, of about 3
percent, will thus be substantially below the average .
annual Ancrease of. about .5 percent experienced
between 1971 and 1974.

Emplaymen. erowth rates-between 1374 and 1085 are
ubsiardially greater in the courts and
correctional sectora thar in law enforcem::i.

o Phlice protects. .sencies are expected to .ncrease
their staffs oy -cout 180,002 v 33 percont, he-

" tween 1974 2ad 1985, in vl .
their share ¢« total crishesid justice emplas i will
decline from about 59 e ~ent 10 35 pe et wvey this
pericd. Mererapid empioyment growtu 18 pmjected
for state and county agencies, than for city polics
departments.

-e Prosecution-and public indigent defense agencies are
expected o experience the most rapid growth
rates—of 71 percent and 91 percent, respectively.

° Total employment in state and local courts wul in-

JMe 2Qe derEs, but’

Yol HULT Lapid Bruwtn
than for courts of

Cicdse DY D+ peicein
for general jurisdict,
limited or special juris

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

Employment growth will be more rapid in the profes-
sionnl, technical and administrative occupattom than in-
the ''line’’ law enforcement occupation$.

e In police agencies, the -number of non-swom' per-
sonnel is expected to increase by 53 percent, as
compared to a projected increase of 28 percent in
sworn officer.employment, as a- ~result of the con-
tinued trend towards increased use of cmllars in
administrative and technical-positions:

e Employment f non-judicial personnel in general
jdﬂSdlCthn and appellate courts is €xpected to grow
more than twice as rapidly as judges, reflecting
increased requirements for admlmstratlve and tech-
“nical support personnel.

o Staff attorneys in prosecutlon and indigent defense
agencies, and probation and parole officers, will
-also experience relatively rapid employment
growth. . '

o Child care ~workers in juvemle institutions are ex-
pected to ‘experience very limited employment
growth, as a result of the projected coutinued trends
towards delnstltutlonahzatlon and the use -of
community-based programs. .

Analysis of a number of major recent trends or de-
velopments in.the criminal justice system i.udicates that
they will have mixed impacts upon agency manpower

" requirements. ¢

e The trend towards decriminalization of certain vic
timless offenses, such as public. drunkenness, has
apparently had' limited impact .upon police and
prosecution manpower needs, based on executive
responses.

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

o The impacts of the trend towards determinate, and to

3
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mandatory minimum sentences,
needs cannot yet be de*ermined, but these trends are

< likely to entail more manpower for both correctional
and courts agencies, with a probable reduction in
parole agency workloads.

e An increase i'1 court'unification is likely to result in
economies i1 judicial manpower by reducing or
eliminating various limited or special jurisdiction
courts, but may require increases in support person-
nel in higher ievel courts and court admlmstrauve
agencies.

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

~ The above manpower assessments and projections are
necessarily subject to considerable margins of uncer-
“tainty because of the limited historical data base avail-

able and the need to make -numerous assumptions

< concerning both future criminal justice system trends
and broader economic or social trends. -
o A dgtailed methodology for use in periodic updating
. of the NMS projections has been prepared, which
* will allow incorporatior of revised policy assump-
tions and new data, as they develop.

'D. Personnel Recruitment
- and Retention

" Rebsgively high personnel turnover rates, as well as
difficulties in recruiting qualified apphcants. had been
expenenced by many criminal justice agencies during
‘the early 1970’ s—prior 10 the recent economic recession.

o Personnel tumover {quit) rates were particularly
high for assistant prosecutors and defenders, child
carg workers, cormrectional officers, and law en-
forcement officers in small departments; they were
relatively low for police officers in large and
medium-sized departments and for probation and

’ parole officers

° Recnutment dlﬁiculnes in the early 1970’s were

reported by nearly one-half of the chiefs of small
“police and sheriff’s agencies, by over 40 percent of
the wardens (wrth respect to correctional cfficers)
. and by-cne- -fourth of the prosecutor-agencies.
Personnel turnover and recruitment problems were,
however, greatly reduced by 1975, as a result of the
economic recession. - B
e NMS survey results and.field-interviews in late 1975
indicated that quit rates had dropped sharply and that
" “gufficient - applicants e
categories of positions.

upon manpower

for- most. .

Y a oo
. - .

“nal justice occupations are projected to be substantially
lower during 1975-80; than in 1974, due to continued
low tusnover and reduced employment growth.

o Relatively sharp reductions are pmjected for swom
law enforcement officers, correctional officers and
child care workers; smaller reductions for assrstant
prosecutors and defenders.

o If general labor market conditions improve in the
early 1980’s, as anticipated, turnover and recruit-
ment rates will increase srgmﬁcantly, but could still
remain below 1974 tevels in.most occupations, other
than assistant prosecutors and defenders.

Employment of minority personnel in police officer

and correctional officer- positions increased in the early

1970's, but still remains below the ratios of minorities in

the populations served by these two occupations.

Annual recruitment requirements for most line crimi-

o For law enforcement officers, the lowest proportions -
of blacks were in state or county agencies. The -

greatest disparities, in relation to overall population
- ratios, were in LEAA Regions I'V-and VI, whrch
include most of the Southem states. '

¢ Among 17 state pnson systems with large propor- -

tions of black inmates, only § states reported pro- -

portions “of black oorreotlonaI officers which were
one-halt or more of the cornesponding black mmate
\ ratios. ° no
o At the executive level, representation of blacks or

other minorities was found to be negligible among .
police chiefs and sheriffs (1 percent or less), but .

substantially -higher among heads of correctlonal

agencies.

\ IR
o Continuation of recent minority recrultment ratios -

for blacks ahd Spanish-Americans would increase
the minority share of total law enforcement officer
positions from 9.3 percent in 1974 to.13 percent in
1985—still substantially below their projected over-

all vopulation ratio of 17.6 percent in 1985
Utilization of women in pohce officer posmons ‘has
grown only slightly—from about 2 percent in 1 960103

- percent in 1974. -

¢ Women police officers continue to be drsproportlon-
ately concentrated in support-type posrtror\xs rather
than in line activities, Y

\
\

[4

Concluslons

- .

. The outlook is for lower levels of recruitment in.
most criminal justice occupations in the next five years

than in the early 1970's, hence Tesulting in a reduccd .

volume but increased quality of entry level personnel.
2. .However, if labor market conditions substantially
rmprove, personnel turnover will agam increase, with

19




attendant costs and ptoblems for criminal j'ustice agen-
cies. Concerted: efforts to upgrade status of criminal
'_]ustlce jobs, for example—through job erlargement and
career development programs—should be encouraged
3. Criminal justice agencies—particularly state and
county police and sheriffs departments—have seriously
lagged in minority recruitment and have made limited
progress in utilization of women in line positions.

E. Higher Education for Criminal
Justice Personnel—The LEEP Program

Over $40 million per year has been expended by LEAA
in recent years for academic assistance for cnmmal
justice personnel, mainly through the Law Enforcemenl
Education Program (LEEP). -

e A basic premise of the program is that hlgher educa-

tion for law enforcement and other line personnel is
a necessary condition for upgrading their per-

formance and for improving the responsiveness of the -

system.

e A number of gundelmes issued by LEAA, establlsh
a'sequence of prorities for LEEP eligibility, as well
as certain criteria for institutional qualification, in
terms of program content, faculty qualifications and
_faculty-student rafios.

NMS assessmets have not confirmed the need for

‘mass higher education for all line law enforcement or
correctional officers, but do support the ne.d for a more

seléctive program-of support for conunumg education, to *

meet career development needs at the supervnsory and

'"'-~managenal levels and' to srrengrhen the_system’s re-

sources for research, development evaluation and train-
ing. S

e Occupational analysns studies, based on rmngs of

skill and knowledge needs for specific poli . officer
tasks, failed to identify any major task of the basic
patrol officer _which. necessitated a college-level

educational background as contrasted to a-signifi--

_ cant number of line supervisory or managen.tl tasks,
requiring such training.

" @ A review of available research findings designed to

relate education—and Other attributes—to police

_ performance, or police attitudes, similarly provided .
. limited. evidence of superior performance by -

- college-educated officers.

“@ Police chief responses to NMS queries concemning
relative perfOrmance of college-educated officers
were quite mixed, and appeared to be highly con-
ditioned by the respondent s own educationa] back-
ground. Of seven performance. criteria, college
edacated officers were rated as superior by z plural-
ity of respondents in ‘‘handling of paperwork,”’

-

. £
.“d_eaiing with juveniles'* and “achidving pmmo-'
tions."

e Only about 5 percent of police agencies responding

required completion of one ur more years of college -

as an entry standard for [olice recruits.

e Nevertheless, police chiefs and sheriffs—as well as
heads of correctional agencies—strongly endorsed
r'ontlnumg education for in-service personnel—and
reported a vanety of inducements, ranging from
adjustment of work -schedules to provision of in-
creased pay based on college credits or degrees.

The LEEP program appears to have significantly con-

tributed to a sharp recent growth in college-educated
police officers.

e Over 80 percent of LEEP assnstance has been given
to' law erforcement employees, although they ac-
count for less than half of total criminal justice
personnel. About one-fourth of all law enforcement
and probation and parole officers received some

- LEEP assistance, as compared to 14 percent of cor-
rectional personnel

e This has in turn contributed to .a pamcularly rapld
recent growth in the proportion of police officers
with one or more years.of college education—from
20 percent in 1960 and 32 pCX’CFnt in 1970 to 46

. percent in 1974.

e Since this trend was influenced by a number of other
factors, including the GI Bill and general labor mar-
ket trends, the net effect of LEEP cannot be clearly'

“isolated.
The quality of much of the LE" P funded educanon

* appears to be seriously deficien(, however, even when

related to LEAA’s own modest standards.
e At least 15 percent of all LEEP-funded ¢
narrowly training-oriented, €.8., proc. rai
control, polygraph or report writing. Thi: - as par-
ticularly frue of the two year college programs.
~ @ Only 77 percent of LEEP faculty, and 60 percent of
those in the two year collegus, had any advanced

i~ degrees, as compared to 93 percent of all college

and university faculty.

' @ Only 73 percent of all LEEP- funded programs had -

even ong full-time faculty membex in the 1975-76.
academlc year. ,,‘

e Less than one-half apparently satisfied the LEAK o
ulty .

gundelme of one full-time equivalent.
member per 60 full-time equivalent students.
o Other qualitative problems, not equally amenable to

statistical documentation, have included lack of 5

_ adeyuate_academic performance standards and lack
of adequate integration between two-yeat and four-
year college programs.

Projected cnmmal jusuce manpower trends will re-

5
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duce the need for academic assistance for hasic line
personnel, but are expected. to increase educational de-
mands for managerial positions and in the corrections
and courts sector. .
@ Employmeni will grow much more rapidly in the
latter-sectors, as well as for non-sworn police posi-
tions, indicating a need to achieve better balance in
LEEP recipients and in curriculum offerings.

e A continued sharp increase in the proportion of
police officers with at lezst one year of college is
projected—from 46 percent.in 1974 to 75 percent by
1985—due in large part to rapid growth in the pro-

* portion of new recruits with some college work. This.

will further reduce the need for academic assistance
programs at therfreshman/sophomore levels.

e There will, however, continue to be a considerable -

‘‘educational generation gap’® in many police
forces, as illustrated by the fact that in 1974, onty 28
pemeni of officers in managerial-level positions had
. completed two years of college, as compared to over
40 percent of all patrol officers and sergeants.
® Demands upon executives and other managerial-
level personnel are also becoming more sophisti-
cated as a result of growing pressures for fiscal
.performance and accountability, recent court deci-
sions and the growtn of pubhc sector umomsm
) Ma_]or LEEP Recommendations:
" _1. Upgrade and enforce qualitative standards of LEEP
programs, working with- appropnate accredmng organi-
zations.
¥2. Assxgn pnont\ for LEEP funding to advanced un-
dergracuate and gruduate-level programs; phase out aid
for first two years. b
~ 3. Place’ greater. emphasls on assistance to correc-

tional and court-agency personnel by rcqumng better

balance in course offerings.

* 4, °Initiate program- of grants tu assist both highly
qualifigd in-service personnel and pre-service personnel
enrolied in full-time graduate programs in crime-related
or management fields.

2

F. Training for Law Enforcement
and Carrechonal Occupatlons

Although formal emry training was provided by nearly
. aL }olide or’sheriffs’ agencies with 25 or more em-

ployees in 1975, and by nearly all state adult correc-
sional agencies, substantial proportions of the small *

iuveniie corrections and probation or parole offices, still
provided no formal entry traimng to their line staff.. .

\\pjlf;eand sheriffs’ agencies, and ldrger proportions of

@ Among law enforcement agencies with less than 25 .

employees, 31 percent. of the police departments and

22 percent of the sheriffs’ agcncies provided no

formal entry-level training to new. recruits. State or

regiéfal academies were used by a majority of the
~ smaller agencies which did provide training.

o Near'y one-half of all juverale agencies, and over 40
percent of probation and parole agencies, provided
no formal entry training to their line staffs.

<§‘A large proportion of entrv-training programs in these
“occupations were shorter in length than the minimum
standards recommended by the National Advisor) Com-
mission. :

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

e Over one- half of the programs for adult correctlons _
were less than 100 academic hours. - B

e Entry-training courses for child care workers:aver-
aged about 30 hours; less than oone-fourth were in
excess of 40 hours.

® About 55 percent of probatlon and parole agencnes
reported entry-training programs of 40 hours’or less;
only about 20 percent exceeded 100 hours. -

Although most .agencies provided soine formal in-
service training for experienced personnel, the propor-
tion of employees receiving such training in 1975 was
very small in the case of most police and adult correc-
tions agencies; mi« /i larger, for juvenile corrections and
probation and parole staffs.

e Over 90 percent of the police and sheriffs’ agencies
reported that less thar one-fourth of their. officers
had attended an in-service course in 1975, Only 36 ‘

_ percent of all swomkofﬁcers reported that they had
ever takena specialized course, other than recruit
training, based on the 1,975 Census personnel sur~
véy. . -

e Less than 10 percent of state’ correcuonal ofﬁcers
had attended an in-service course in 1975, e

e [n contrast, juvenile corrections and probatxon/
parole agencies reported that, where in-service train-
ing was provided, a large proportion of their staffs
had participated in 1973.

Training Courses of both law enforcement officers and
of correctional officers place primary emphasis on pro-
cedurestund on, techpical skills; relanvely lmle emphas:s
on human relations aspects. -

 Only about 7 percent of course time in law enforce-
ment academy recruit training courses_was. allocated- -
to’ ‘‘humnan values and problems,’” {e.y., commu.
nity relations, juvenile delinquency, minority rela
tions, crisis- intervention), as compared to the 22



percent rec6mmended by the Nauonal Advnory
= ‘Commission for these subjects. 5
. ® Subjects such as inmate-staff relations, inmate nghts
and race-relations similarly received much ! less em-
phasis than custodial and security procedures, in
courses for adult corrections officers.
~ Law enforcement academy training methods and Jac-
ulty resources were found to be in need of substantial
uy. grading.

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

o Field training was_included in the recruit training

. curriculum in only 36 percent of the academies re-
_sponding to ‘the NASDLET survey, despite strong
" emphasis on the need for such, training by. police
- training experts.

o Nearly 80 percent of academy faculties consnsted of
part-time instructors, many of whom are in-
adequately prepared for non-procedural subjects.

e About one-half of the surveyed academies reported

) recruit class sizes in excess of the maximum of 235, .

recommended by the National -Advisory Comniis-
sion.
Supervisory training—although strongly endorsed by
most execulives—was reqmred by only-a small propor-
“tion of law enforcemem and correctional agencies.
e Mandatory” supervisory training was recommended
" by the Naticnal Advnsory Comuission; its impor-

-

tance "was also confirmed by NMS analyses of -

" supervisory tasks and knowledge requirements.
e However, only 37 percent of the police agencies, 29
. percent of the sheriffs”agencies and abqut one-tenth

of the correctional agencies surveyed by the NMS -

required that newly appomted supervisors take such
V)
courses, either before or shortly after assumlng their

dauties.
»

Conclusuons

1. Major gaps in provision of training to line law.

enforcement and correctional personnel include~—
o Continued absence of any provision for formal entry
level training in largeproportions of juvenile correc-

tions, probation and parole, and small police or’

_sheriffs’ agencies.
o Inadequate pamcipauon ¢f line law enforcement and
_ - comrectional officers in in-service training. -
\ e  Limited requirements for supervisory tralmng, par-
"cularly for correcuonal ofﬁcers

Q
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- o Insufficient course lengths, .as compared to the
mimum standards recommended by the Natlonal

Advisory Commission.

o Inadequate coverage- -of “*human relatlons aspects
of the .law enforcement and correctional officer

- roles. .

o Excessive teliance on tradmonal lecture niethods
and on part-tlme faculty in academy programs.

.
G. Managemerﬂ Training and Educuhon

’ lncreased emphasis on scientific management me!hods
and on accountability for use of resources, as well as the ~
growth o) unionism among both police and torrectional
employees, have highlighted the importance of system-

" utic management training programs For criminal Justice

executives. .
o Courses in administration, personnel management

“budget and community relations were among the

subjects most, frequently recommended by incum-
bent executives as important for newly appomted
heads of police and correctional agencies.-

Although nearly all executives of law enforcement and

corrections agencies reported having taken some spe- .

cnal.zt’d training in their respective fields, subslanual

" proportions had -not been specifically trained for their =

management dusies;. either in formal degree programs or

in spectal managemem Irammg courses. - .

o Only about one- “fourth of police chiefs in _|unsd1c-
tions with 17, 000-or more population, and one- -fifth -
of sheriffs in agencies with 10 or more employées,
were college graduates in 1975. Among correctional
exzcutives, - the pelcentagc) of college graduates
ranged from 63 percent in ‘adult institutions to 91
percent in juvenile agencies.

o Based on comparisons of executlves tralmng rec-
ommendations with their own tralmng background,

" courses in budgeting, planning and evaluation were
consistently identified as the **most needed’’ train- -

ing for all categories of executives. Other key areas

~ of management tralmng deficiencies, based on this,

_criterion, included training in personnel manage-

men¢ and community relations for law enforcement

) /Executlves, in facility, management and community

-/ resource development for correctional institution,

executives; and in commumty relations and use of

community resources;” for’ probatlon and pamle
office heads. :

o

_Although a considerable variety of separate manage-

ment training and education courses are - avaitable, many
of these programs are too fragmented, too short and too
specialized *or—when university sponsored—are too
theoretical in approach - :

/\
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2 Few courses are addressed to such basic manage-

ment responsnbllmes as problem ldenuﬁcauon and
- establishment of management priorities, or are de-
signed to strengthen leadership skills. s

e The effort to adapt courses 3o the limited time avail-
" ability of most executives has resulted in a prolifera-
tion of short orientation courses on special subjects,
which lack integration or continuity..

Major recommendations for LEAA assistance in man-
agement training, include: (i) planning and developinent
of comprehensive management training and education
programs for criminal justice exec:iives; and (2) estab-
tishment of regional centers for provision of management
training programs-to all categories of criminal justice
executives.

H. Professional Education and Training.
for Judicial Process Occupations

Undergraduatc law school courses prowde an in-
adequate preparation for legal practice in the criminal
justice system—Whether in prosecution or defender
-agencies or in judicial roles.

e Despite some increase in course offerings, cnmmal

" justice courses accounted for only 6.8 percent of

total law school offerings in 1975. Only about oné-
third of the law schoois offered-advanced courses or -

-seminars.

e Course emphasis is on broad: principles and on de-
velopment of analytical skills, with very limited

. coverage of procedural and institutional aspects of

~ criminal Jaw practice. :

@ About.seven out ‘of ten chief prosecutors and de-
fenders considered law school graduates inade-
quately prepared in procedural and tnal advocacy

: skills. ’

e Clinical law programs are designed to pamally
coinr.nsate for these limitations, but only about

one-fifth of recent ‘graduates have completed such - )

programs.

Nearly one-half of all prosecution and public defender
11gencies surveyed by NMS offered no formal entry train-
iz1g, other than brief orieniat_ions, fo newly hired staff
at'orneys. = * -

_ @ Despite considerable recent growth in national and
state-level training progranis, 47 percent of both
prosecutor and defender offices reported no formal
-entry training other than basic orientatiom:
day or less for newly appomted assistants. A

e Avalfablllty ‘of formal entry training vaned with

agency size: less than one-half of the smsH prosecu-

tion offices ‘with fewer than 5 assistant pros-
ecutors. provided such training as compared to 80

&7
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@
percent of the large offices, with 25 or more assist-
ant prosecutors. Smaller offices are more likely,
howeyver, to recruit attorneys with prior trial’ experi-
ence, often on a part-time basis. ‘

"o Entry courses were relatlvely short, typically less
than two weeks. :

In-service training for experienced staﬂ is mainly pro--

vided through external programs, zxcept in the largest
-agencies, with participation usually on a voluntary
basis. :

e Only 28 percent of the defender agencies and 15
percent of the prosecution offices—mainly those
with 25 or more employees—provide formal in-
house training for their persornel,

. Ma_|01 sources of external continuing legal education
were the national colleges’for district attorneys and
for defenders, programs spensored by national pros-
ecutor and defender associations, and those spon-

. sored or conducted by state-prosecutor and defender
offices. .

e Although a large proportion of agencies provided
some assistance for external continuing. education,
only about one-third had policies requiring staff par-

_ ticipation. p

o Training contents of in-service programs tended to -

" parallel those of entry level courses, but with lesser-
emphasis ¢n procedural subjects.

Specialized training of>many chief prosecutors and

. defenders is significantly deficient, based on compari-

sons between recommended-courses and courses actually
taken by incumbents.
e In addition to a need for further specialized trammg'
in legal subjects, such as law of evidence and trial
_advocacy, significant proportions of incumbents ex-
pressed an interest in management courses and in
raining in community and human relatiorfs whereas
. very few had actually attended such courses.
Progress in judicial training programs.kas been un-
even, with significant deficiencies in availability of

entry-level training and in the quality of in-service train-
ing programs and training services.

"o NMS field interviews confirmed, that newly ap-
pointed Judges were inadequately prepared by prior
. experience or trammg for most specnahzed juditial
tasks., . :

' Entry level training was only provided, however, by
about. one-half of the states for judges in trial courts
of general jurisdiction, sad by about two-fifths of
the states, for Judges in courts of specnal or hmlted
---jurisdiction:: - ; - — e

e Although vmunlly all states provnded some form of
in-service judicial., education ‘through state-level
and/or national programs,.most state programs were

9 9 . . ) e b
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limited to short week-end sessions on special topics,
astontrasted to the more comprehensive programs
provided by the national colleges and by a few of the
larger states: '

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

e Supporting services for new judges, such as bench -
books, manuals and evidence g,undes were still in-

» adequate in most states.

Court administrators were found to vary wrdelv in the
scope of their manageridl responsrbllmes and in their
own' professional preparation.

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

e However, a.substantia!. propostion of trial court ad-
ministrators have predominantly administrative
duties, limited to such functions as calendar man-
- Agement and statistics. Many of the latter have no
professlonal staffs, while those with professional
assistants motre frequently reported fiscal and per-/

~ sonnel management responsibilities among their kéy
. functions. Over three-fourths of the latter were col-

lege graduates, as companed to less than one-half of
the administrators without staffs.

» Over 70 percent of court administrators had less than

5 years of service in their current _positions. How-
~ ever, about vne-half had held prior court adm,nlstra-
2 tive positions. . ¢ :
Training. and educational needs of court adminis-
tratogs vary with ‘their functional responsibilities.
e Academic field prefercnces, for all surveyed court
"+ administrators, were management, law and public
administration, in th!tt\order V/hereas state court
admiristrators strongly prefer a2 legal background,
~trial coiirt -administrators give first priority to man-
agement training. . .
o Training courses in court informatior systems and in
-p planning -and- evaluation were most frequently rec-
. “*~ommended by state court administrators, whereas
_trial court. administrators assigned _first priority to
case flow management. .

AIthough most court ac{mtmstmtors had received some
specialized training, on ly_about one- -fourth had com-
pleted a special program in j.udtcml admtmstranon be-
fore entering their current posmon . -5

. @ Major sources of court. ‘administrator trammg in-

‘—-.—cluded the. Institute for_ Court Management, state
agencies, the National Association of Trial Court
Administrators and umversnty -related centers for
continuing educatlon - el

-
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Recommendations for upgrading court administrator
capabilities incliide provision of support for graduate
fevel pre-service programs, increased emphasis on de-  *
velopment of broader ‘managerial skilfs in both pre- - .
service and in-service courses, and orientation of judges .

" on the court administrator function. ’ e

I. Major Priority Recommendations

- Educational assistance priorities under the LEEP
program should be shifted from a general objective of
upgrading of-academic educatign of all line law en-
forcement or correctional persaanel to a more selective,
quality-oriented program, designed (o, improve com-
petencies of managerial-level personnel and of profes-
sional staffs in planning, research, evaluanon and
educafion.

o LEEP institutional quahﬁcatlon standards should be
‘upgraded and effectively enforced.

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

. o Prigrity should be.given to programs..whlch tiffer
more balanced curriculum offerings, including
adequate coverage of cOrrections and court-rélated
subjects.

o Special programs ‘of dlrect grants for full time
graduate study in crime- -related or management sub-
jects should be established or strengthened for both
managenal -level in- service personnel and for highly
qualified pre-! ce students.

e Assistance should” be provided for development of
lmproved law school curricula educational materials |
and methods in the field of criminal law practlce ;

Training assistance programs should concentrate on.

correcting existing major: quanmatlve andlor qualnanve
deficiencies, in~luding emphasis on management train:
ing, on assistance for smaller agencies; and on enrich-
ment of existing training rfor line law enforcemem and
correctional officers. S -

° Pnonty should: bewgwen to~ developmv"t of -inte~ -~
graied management training programs . .1 criminal
justice supervisors and managers, to be conducted at -
-regional management training centers.

e Formal entry level training should be made manda-
tory for perSOnnel in all line criminal justice occupa-

- tfons, including police officers dnd deputy sheriffs in
small agsncies; judges, assistant prosecutors and
_ defenders; comrectional officers, child care workers
~and probatlon ‘and parole officers.

o State and regional académies for trammg of person-
nel frqm smaller agenCIes~should be expanded and -

". ~ 9
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lmproved in qullty to assist'in duhlumg this objcé
tive: ST
_.: ® Training assistance for line law enforcement. and
correctional officers, in entry and in-service pro-
grams,  should emphasize qualitative improvements
in training methods, in training faculty and in scope
of training, mcludmg improved covemgc of **hu-
man relations’’ subjects.
oSupport should be provided for- cevelopment of.
model curricula and improved training methods, for
law enforcement and correctional” academies, in-
cluding provision for systematic evaluation ef train--
ing effectiveness. = :
A positive organizational commitntent to cnmmal jus-
tice manpower planning is a -necessary condition for
" improving the long-range . effectiveness of assistance
pragrams for manpower development, at both the ng-
tional and state level. '

" @ A Manpower Analysns and Planmng Office or unit
shoud be established in LEAA for maintaining a
continuing assessment. of manpower developmcnt
needs and resources.

1

~
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@ A specialized unit on criminal jUblch mdnpower‘

statistics, as well’as @ national cleanng’house func-
tion on planned or ongoing criminal “justice ‘man-
power surveys, should be established ip the
appropriate  LEAA o1 Depanment of Justice
- statistical office. ’ ’

o Priofity in development of the needed crimipa] jus-

tice manpower data should be placed on linkages
-with existing federal statistical programs, and on

development of a cooperative federal-state program,

for meetmg supplemental data needs.

o State planining_agencies should be encouraged to
develop parallel criminal jusgice manpower planning
and Bata analysis functions. lﬁclud:.ng provision of
training asgistance to plannmg staf€g,_ - -.

e LEAA annual plan guidelines should be revns\,d to
require periodical submission of comprehenswc
manpewer assessments, in place of the current re-

quirement for routine manpower statistics in the

annual plans.

>



CHAPTER II.

PURPOSE- AND SCOPE OF

<

. -THE NATIONAL MANPOWER SURVEY -~ .

A. Backqmund

- All major‘assessments of the criminal justice system

during the past decade have assigned a high priority to

" upgrading the personrel of the Mation’s law enforce-

‘ment, judicial and correctional agencies. The President’s

.Commission on Law Enforcement and Adininistration of
-Justice, in 1967, identified as one of its seven major,

o

objectives, the need for attracting ‘‘more and better
people—police, prosecutors, judges, defense attomeys,
probation and parofe. officers, and corrections- officials

with more knowledge, expertise, 'ipitiative and integ- -

rity.”’ ! Similarly, the National Advisory Commission
on Cnmtnal Justice Standards .and Goals, in its 1973
Repon~ included numerous specific recommendations
for improvement of selection, trainimg aad.education of

personnel in virtually all major law enforcement and

criminal Justlce occupations.

Recommendatlons for qualitative lmprovements in:

personnel have often been paralleled by findings on the
neechor qua‘htltatlve increases lrLstafﬁng A decade ago,
the President’s Crime Commissibn reported the need for
substantlal increases in-personnel for a wide range of

_cnmlnal justice occupations, such as police . ofﬁcers,

judges, pubhc defenders, orobatlon and pasole officers
and correctional _speciglists. Despite considerable’ em-
ployment growth, reports of personnel shonages-—ln the
face of mounting agency workioads—have * oers:sted
throughout the past decade. Thus, in his Annual Repon
for 1976, Chief Justice Burger cited a:requirement for
addmonal judges, as one of the pressing needs of the
Nation’s _|ud101ary, in coping with large case. backlogs.?

This emphasis mpon improvement. of personnel re-

- sources stems in part.from the fact that law enforcement -
-and criminal justice services are highly labor—mtensnve‘
 activities. ‘Over 80 percent of all direct govemmental

expendltures for these activities go to defray the salaries

. and benefits of agency employees. The perfo"mance of .

these agencies depends, in large measure,. upon the

' sktlls. capabllmes “and dedication of their p.ersonnel—-

v . L .
e ., . '
Tr— . . .
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and_on the quahty of their- leadership. The personnel

vanable is particularly critical because of the wide de-
gree of administrative discretion entailed in every stage

'of the criminal: justice pmcess fn% lmtlal decisions to

s}

r

" not only at the national level, but—in considerably more

t

investigate, apprehend and charge suspected offenders
through the. process, of adjudication, and correctional
supervision of those found guilty. In relation to these
responsibilitics, the national commissioas had found’
serious inadequacies in the educational, preparation of

many incumbents oflaw énforéeme:.. and criminal jus- !

tice-positions and in the specialized tramlng available to
them.

In recognition of these needs, financial assistance for
training and education of personnel in state and local
criminal justice agencies has been provided in various
forms by the Law Enforcement Assistance Administra-
" tion since its establishment in 1968. The largest and most

- visible of these programs has been the Law Enfoircement
Education Progrzm (LEEP), which has provided finan-
cial assistance, since its mceptlon, to about 250,000
college students who were—or swho' were planning to

» become—employees of law enforcement or criminal jus-

ticé agencies” Apprapriations for this program, for Fiscal
Years 1968-1976 amounted to a total of $234 million
and were maintained af an annual level of $40 million for
the period Fiscal Years 1973-1976. Other direct finan-
cial assistance has been provided through discretionary
grants to training and educational programs, through the
Educational Development Programs znd LEAA interti-
ship programs. In addition, a-significant percentage of
state expenditures, funded by LEAA block grants, goes
to training and related activities. Total LEAA direct and
indirect expendltares for training and education are esti-
mated-at about $80 million in Fiscal Year 1975, cofre- _
sponding to about 9 percent of total LEAA outlays.?
As these programs have. growp and become institu-
tionalized, the need for systematic assessments of their -
adequacy and effectiveness has become apparent. Such

assessments are needed both to determine the aggregate ,
levels of funding for these programs and to assure that

“the #vailable funds are allocated efficiently. The estab- .
hshment of priorities for assistarice requires an adequate
“body of data-on relative manpower and training needs,
by function and occapation. Such mformatton is needed,

detail—at the state and local levels.

Moreover,. investments in specnahzed trauung and

" education necessarily entail some judgments as to future,

Mo
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v as well as current, personntl and traiwifig needs. To the

extent that these trends can be jeasonably anticipdted for
a period of-: years ahead, the.y can—and shouid—
influence decisions concemmg trarmng and educa.roml
assistance. ‘"

The 'mtratron of the Natlonal M‘anpower Survey thus
rested on the recognition of both the *i’mportam.e of
providing financia! assistance for pers(mnel upgradmg

programs and of ‘the need for a-systematic manoower-‘

planning approach, to assure that such funds would be
allocated as effectively as possible.

# o
B. The Study Mandote

~ .

.

Although the need for more adequate date to assist in
criminal justice manpower planning had apparently been
recogmzed for some time, the specific impetus for initia-
tien of the present study came from a provision in the
1973 Amendments to the Safe Streets Act which directed
the National Institute of Law Enfo*’ce.nent and Criminal
Justice of LEAA to: | '

» ‘‘survey existing and future personnel.needs of
" the Nation in the field of law enforcemeit and
criminal justice and the adequacy of federal
‘state and local programs to -nicet such

. needs.”” * . . oo

Included ¢in this statutory provision were specific_re-

qur.'ements to determine the ‘‘effectiveness and suf-
ficiency

emning its projeet gra‘nts for training and academrc assist-
ance ‘‘based on the needs and pnontres estabhshed by
‘the survey.'’ ®

The scope of the study was more specifically defined

. in the “‘Request for Proposal’’ issued by the LEAA,

inviting proposals for conduct of the study; and in the

" contract awarded to tpe National Plarning Association:

(NPA) in June 1974. The latter provided for a com-
prehensive study of: (1) present and projected personnel
resources; (2) present and projected personnel require-
ments; and (3) present and prOJected training and educa-

issues, inLiudiug personnel fecrvitment and wilization -
policies affec*ing jninority personnel Finally, the con- .
tractor was required to provide a method for periodic -

updating of the. mahpower, training and educution data
and projections 10 be developed for the stuoy Chart 1I-1

~piovides a schematrc summaary of these major study tasks

and cutputs. *

In addition to the formnlatlon of the studv tasks and
objectives, the LEAA contract prescribed other’ majos
guidelines for the conduct of the siudy. The Naticnal
Manpower Survey was tcrprovrde»comprehensrve cover--

) age of all major “categorizs of state and local law en-
- forcement and criminal jUstrce agencies, including t nolice

" departinents, sheriffs’ agencies, correctional institutions,
probu.on and parole - .officers, prosecutors a.d public
defenders’ offices and.the courts. Priority in analysis of
]t.cupatronal msk was. to be given to a number of *key’’.
". occupations, selected on ‘the basis of such-considerations
as -size and importance and the extent of specialized ~

' tralmng and education required..The list of these key
- occupatronc appears. in Chart [1-2.

of the training and academrc assistance
programs provrded by the Federal -Government foréuch__
personnel and forissuance of gurdelmes by LEAA gov-

» ..
1

C Scope of Surveys o

The assess nents requlred by the study entailed dez
velopment of crt,rnprehenslw.;r data on jobs, personnel and
training .and education programs, for law enforcerment
and criminal justice agencres An initial phase of the
study included an identificatiqn of the following-major
cateoones of mfonnatron needed for the assessments.

o Employment and tumover statrstrcs

e Agency workload and expendrture data

e Job charactehstrcs data .

e Personnel characteristics data ¢

¢ Training and education program data -

In almost all mstances suchdata were needed for earth
of the maJOr sectors,” or types of agencies, within the

~ criminal justice system and were’ requrred separately for

@” tion resources for state and local law enforcement and .

A

1

- 12_.

" criminal justlce agencies. Both quantrtatrve and qualita-

tive aspects of personnel needs and reSources were to be

studred with partrqular emphasis on selected key occu-

pations in each agency category. Priorities for upgrading
* training and education practrces apd’ programs were to be
. specified where inadequacies in existing’ programs were

found. Although the assessments of training and educa-
tion programs and needs were to_be the prime focus of

the study, it was antrcrpated that considerable useful data -

~would be derived on related persOnnel practrces and ,

the. majog occupations in thgse agencies. Moreover al-

K though the focus; of the National Mappower Survey was

% broad national-level assessment, some further dis-
aggregatron of this informatior by region, size of com-
munity or agency ‘size was also considered essential,

. In addition to quantitative data,. the study design re-
qurred information of a qualitative naturd, for use par-
ticularly in assessing the tfaining and education needs of
agency personnel and the adequacy of exrstmg prograims
in meeting these needs. Of equal rmportant:e, too, was
“the need to obtain the judgments of agency executrves .
_and other experts, concerning the adequacy of agency
personnel resources and training, and on expected trends :
. affecting future personnel needs.

[f\
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. Chart II-1
L : NMS Objectives

*  Tasks . Outputs

MANPOWER ASSESSMENT
® Current
® Projected

1. T&E PROGRAM

‘ RECOMMENDATIONS/
PERSONNEL QUALITY ASSESSMENT PRIORITIES
. ﬁ:ﬁf;t " , 2. RELATED PERSONNEL
S - POLICY ‘

* Minority representation RECOMMENDATIONS
TRAINING AND EDUCATION . 3. MANPOWER '
PROGRAM ASSESSMENT PROIECTIONS

* Quantitative SYSTEM

® Qualjtative
* Role of federal assistance programs

Al
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NMS Occupations

LAW ENFORCEMENT
o Police Chief Executive
® Police Mid-Level Managcr
o Patrol Officer
® Detective/Criminal; lnvcshgalor
o Patrol Line Supenfllsor
o Police Planner
o Evidence Technidian/Crime Scene Analyst
o Police Legal Ad? isor

JUDICIAL PROCF:}S
© Judge—Court ¢f General Jurisdiction
o Judge—Court of i.imited Jurisdiction
o Court Administrator
o Prosecutor
o Defender

CORRECTIONS
e Correctional Institution Administrator (Adult and Juvcmle)
o Correctional Officer
o Probation Officer
o Parole Officer
o Counselor/Case Worker

Review of the available literature and of ongoing re-
search indicated that much of the information.needed
was-not available on a comprehensive, national basis. To
illustraté, although statistics on aggregate employment
and expendnuree of state and local criminal justice agen-
cies hadibeen complled for LEAA by the Bureau of the
Census since 1969, and were considered comprehensive
and comgarable for the years 1971-1974 inclusive, .very
limited information was available on the occupauonal
dlstnbutlon of personnel in these agencies, on their train-
ing and education, on personnel turnover and on other
personnel characteristics. An on- gomg LEAA-financed
Census survey of characteristics of criminal justice em-

- ployees was expected to fill some of these data gaps, but

this' survey excluded the courts and was subject to a
number of other serious limitations. Generally, agency-

level data were soméwhat more zdequate for policc
‘atenmes, and progressively less adequate for correc-

.ns, probation and parole arcourts- related agencies.
"TO meet these data needs, a comprehenswe survey

- plan was designed, provndmg for: (1) a series of mailed

questionnaire surveys of executives of state and local law
enforcement. and criminal justice agercies; (2) a mailed

- survey of general jurisdiction and appellate court agen-

cies; (3) field visits to 200 selected state and local agen-
cies in 10 states to obtain more detaiied data about their

jobs. personnel policies, training prograr.s and futire -
plans, and (4) field ~isits to selected educatlonal institu-

t|o1s, academies and other specialized LE/CJ training

i4

P

activities. &roval for this comprehen‘sive survey pro-
gram, including over 40 separate major suryey instru-
ments, was obtained from the Office of Management and
Budget in September 1975. Questionnaire mailis.gs and
field visits were ccnducted in the period November
1975-March 1976, with the exception of surveys of
courts’ agencies and court administrators, which were
not completed until June 1976.

The largest single NMS data collection effort con-
sisted of the questionnaire surveys addressed to exectr
tives of state and local law enforcement and correction

- agencies by the Bureau of Social Science Research’

(BSSR). These detailed questionnaires requested three
broad categories of ififormation: (1) oplmons concerning
agency manpower needs, personnel policjes and future
trends; (2) data on agency functions, employment, train-
ing programs, personnel turnover and workloads; and (3)
information on the executive’s own background educa-
tion and work history. An additional questionnaire sur- -
vey was addressed to all state general jurisdiction and
appellate courts, requesting detailed agency data on court
personnel, caseloads, and training activities.

In .all of these surveys, with the exceptlon ‘of the .
smaller police and sheriffs’ agencies, the NMS attempted
to reach all state and local agéncy executives who could.
he identified in available directory sources or by other
special means. These were supplemented by large sam-
ples of the ‘“small’’ police and shenff agencies. The
rraxlmgs were preceded by a letter from LEAA Adminis-
trator Richard Velde urging cooperation with the study.

" Two follow-up mallmgs were made to non-respondents

As a result of these 9et’forts, about 9,700 of the question- ~
naires were completed. As shown in Table II-I, re-
sponse rates ranged from 79 percent for police chiefs in
jurisdictions with 17,000 8 more population, and 77
percent for wardens, to slightly under 50 percent- for
prosecutors, defenders and for the court agency survey.
The latter types of agencies include a large proportion of
small offices, or units, often staffed by part-time person-
nel. Response rates averaged 60 percent or. higher Yor
executives in all agency categories with ten or more
employees, and were reasonably well distributed by geo-
graphical region. Generally these response rates compare
favorably with analogous surveys conducted in this field,
with the sole exception of those conducted by the Burezu

* of the-Census, using its extensive field, orgamzauon

Nevertheless, the survey results must be interpreted with
considerable caution, particularly for agency categories
where response rates fell below 60 percent.

_In addition to these major new_ surveys, the NMS
establiskied cooperative arrangements with the Bureau of
the Census to process data based on its 1975 survey of
nearly 50,000 employees of state and local law enforce--

"
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ment. and criminal- justice agencies. other thun couns,
which provided information on their occupations, work
experience, education, training and other personnel
characteristics. These data were intensively analyzed,
based on a specially desigr~d occupational classification
system, and served as the imary source of current data
on the education and specialized training of these per-
sonnel. ‘
{nformation oa state and loc'l law enforccment
academies was also obtained by NS from a nationwide
survey conducted jointly with the National Association
of State Directors of Law Enforcement Training
(NASDLET), based on responses from 250 academies.

TABLE [l-1
NMS Survey Results

Response
Survey Responwes Rate*
Execuuve Survcx \

Police chiefs. ]’urisdictions with

17,000 population or more _____ 1.207 79
Police chiefs, less than 17,000 R

population _____________.___. 1.515 60
Sheriffs, 10 or more employees ___ 309 61
Sheriffs. less than 10 employees __ Rl 55
Wardens, istate adult-corrections

|nsuruu¢ns,..~_; ______________ 200 77
Juvenile corrections administrators _ 585 73
Probation ‘hld arole administrators ' 2.011 67
Prosecutors S 1.544 16
Public detenders _______________ 252 48

., Court administrators - _.____._. 334 3
Courts Agency Survey:

General jurisdiction/Appellate

courts __.... S, 1644 47

Total. all surveys ... ..._ 9.697 58
* Usable quest.onnaires as o percent of quulmnn.nrm muailed, :ulu ne af questionnaires

removed from sample as “out-of- wope” " o7 not lovatable

The NMS also conducted a program of fiela visits to
agzncies and to educational and training institutions

throughout the country. In the course of the study, staff

of the American lnstltules for Research visited about 200
state and local agenues in 10 states, to obtain first-hand
information_on odcupational tasks, training needs and
many related aspects of personnel management and or-

. ganizatioh. Similarly, about 60 visits were conducted by
representatives of the National Planning Association to'

higher education institutions offering criminal justice
programs, to law enforcement and other ‘correctional
academies and to other specialized training and educa-
tional activities. Since comprehensive statistical data on
these agencies and types of aciivities were being de-
véloped from other sources, the emphasis in all of these

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

In addition to these field data sources, valuable guid-
ance on the personnel needs. and on the training and
education needs of criminal justice agencies was pro-
vided by the NMS Advisory Board, chaired by Dr.
Donald Riddle, and consisting of eminent leaders in the
fields of law enforcement, criminai justice, educaticn
and related disciplines. The NMS staff also consulted

" extensively with a wide range of practitioners ar.
educators in relevant fields to obtain more specialized
advice on technical aspects of the study and on major
issues. A total of over 30 panel sessions or conferences
wer: held for this purpose, ranging in scope from broad
reviews of criminal justice issues to be addressed, and
assessments of major training arnd education practices, to

. detriled technical reviews of the tasks and the skill and
knowledge requirements in key occupations.

D, Major Limitations

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

. Limitations in scope. Under the guldeunes estab-
llshed by the LEAA for this study, the NMS surveys and -
related assessments have been limited to the personnel of
state and local agencies with law enforcement and crimi-
nal justice functions. Excluded from the contractual
scope of the study weic the 95,000 personnel, employed
in 1974, in federal lavs enforcement, corrections and
judicial process agencies, as well as an estimated one-
half million employees engaged in protective service
activities in the private sector or as private criminal’
defense attorneys or who performed indigent defense
services or rehabilitation services under contract with
state and local agencies. Also excluded .from the mail
survey prog?amsﬂ were certain categories of state. and
local agencies, within the scope of the study, but which
could not be covered because of technical or cost con-
straints. The most significant of these exclusions were:
(1) courts of limited and special jurisdjction; (2) local
government adult gorrectional agencies or facilities,
other tham those operated by sheriffs’ offices; and (3)
legal units, such as city corporation counsel offices,
which serve ciiies or townships, and which may have
some crilnipal prosecution functions. Information on the °
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personnel and training needs of cenain of these agency
categories was, however, devéloped trom data obtained
from field visits and from existing literature and deta
SOUICES.

2. Evaluative data on criminal justice training and

educational experiences. The original study design for the
NMS contemplated the execution of & systematic ques-
tionnaire survey of a sample of employces in key occupa-
tions of law enforcement and criminal justice agencies to
obtain detailed information from them on the extent of
their specialized training and education (including
LEEP-financed courses), their assessments of the useful -
ness of this training in their current positions and related
information on their career plans and job attitudes. Inclu-
sion of this survey in the overall NMS study plan did not
prove feasible, however, because of the concurrent fund-
ing by the LEAA of the large-scale Census Bureau Sur-
vey of law enforcement and criminal justice personnel.
Although the latter survey provided data on such em-
ployee characteristics as educational background and oc-
cupation, it did not include any questions designed
specifically to assess the quality and usetulness of the
training received, or other questions of an attitudinal
nature. Alternatives for devcloping such data, either

" through a supplement to the Census survey or through a

separate survey of former LEEP students in; one LEAA

_region, were proposed at various times by the NMS staff,

but were not approved by the LEAA. Some limited
information of this type was developed in the course of
field visits to selected law enforcement and criminal
justice agencies, and from collateral data sources,
but—in our judgment—was far less satisfactory than the
more comprehensive employee survey originally planned
for this purpose.

3. Data reliability. One of the inherent fimitations of
any survey,program of the type conducted by the NMS is
that the reliability of the resulting data depends upon the
extent of cooperation of the officials and agencies sur-
veyed and on the accuracy of the data provided by them.
Survey response rates of 85 percent or higher are con-
sidered des|rable by survey researchers to minimize the
problems of *'résponse bias:"* Such response rates have

16 ‘: ol

rarely, it cver, been achicved in any comprehensive
surveys of state and local law enforcement and criminal
justice agencies, other than those conducted by official
govemment agencies such as the Census Bureau. The
lowest response rates, in the NMS surveys, were experi-
enced in the judicia! process sector, particularly for those
prosecutor and public defender offices with fewer than
10 employees, and in the survey of general jurisdiction
courts. These may be attributable to the weak level of
administrative support in many of these agencies, to the
wide diversity in organizational structures and to the
absence of adequate records or standard reporting proce-
dures, which—in the past—have posed almost insur-
mountable problems to survey researchers in this field.
Despite these limitations, validations of the resulting’

“survey data through a«allable comparisons with other

national level data, fro.. Census, FBI .or other sources,
have suggested a reasonable degree u)f consistency in
results. In addition, in the presentation of certain of the
quantitative responses, such as estimates of manpower
needs and personnel turnover rates, weighting proce-
dures by size of agency were used, based on the esti-
maced distribution- of all agencies by number of
employees, thus reducing any bias resuiting from dif-
ferential response rates by agencies in- differept size
groups. o
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CHAPTER III. C!

RENT PERSONNEL RESOURCES

AND NEEDS

“An initial task of the present study was to assess the
& adequacy of existing personnel resources of the state and

local agencies in the criminal justice system. These re-

sources, in 1974, consisted of the approximately one
million men and women, employed in over 40,000 sepa-
rate agencies, who were responsible for law enforcement
*and the administration of justice, in the 50 states and in
thousands of separate communities throughout the na-
" tion.
- The first section of this chapter provides an employ-

ment profile of the system mcludmg summary statistics -

- on employment, on functlons performed and on the oc-
‘ cupations of personnel in each major agency category.
The second section describes the criteria and research
approaches used in the assessment of manpoWer needs.
The subsequent sections present findings on the quan-
titative adequacy of existing personnel resourcs in each
‘major cdtegory of agency.

A. Employment Profile
of the Criminal Justice System

1. Employment by sector. The provision of police
protection and of related security services, and the ad-
ministration of justice, together constitute one of the
nation’s major *‘industries,”’ in terms of number of per-
sons employed. In 1974, a total of nearly 1.1 million
persons were employed in public law enfon:ement and
criminal justice agencies at all levelst of government.
More than 500,000 additional workers were employed as
private police, investigators, guards and watchmen, or
were engaged in private criminal law practice on a part-
* time or full-time basis. Thus, as shown in Chart IlI-1, a

total of about 1.6 million persons, or nearly-2 percent of -

the total employed labor force of the United States, were
employeﬂ to provide pubhc or pnvate secunty services
+—and other. criminal justice-related services.

~ Within the public sector, police protection and related
judlcml and correctional activities are primarily the re-
sponsibility of state and local govemment agencies.
Nearly one million, or more than 90 percent, of all
" employees of public criminal justice system age-cies;
were employed by-agencies of the 50 states, or ot jocal
govemments. Of this total, 584,000, or 58.5 percent,

were in p(‘))ice protection agencies, including state and
local police departments and sheriffs’ agencies with law
enforcement responsibilities. About 192,000—-nearly
one-fifth of the total—were employed in the ‘‘judicial
process sector,’” including employces of state and local
courts, prosecution and other legal service activities, and
public defender offices.
ployecs—more than one-fifth of the total-—were ":ﬁhe
corréctional sector, including state or local correctional
institutions for adults and juveniles, probatlon and parole
functions and central administrative agencies for state or
local corrections functions. Finally, about 5,000 person-
-nel’ were employed in state criminal justice planning

~ agencies or in other administrative or planning agencies

with functions of a broad multi-sector nature (Table
A1),

2. Summary employmem 1rends. Co»mprehensive
statistics on total criminal justice employment, by sector,
have only been compiled by the Federal govemment on a
comparable basis since 1971.%The trends for the period
1971-74 are summarized in Table III-2, based on the
Census statistics on *‘full-time equivalent employment’’

in these agencies. During this period the number of - .

full-time equivalent employees in all state and local crim-
inal justice agencies increased by 133,200, or 17.0.per-
cent. This increase compared closely ta the increase of
17.9 percent, in total state and local govemment em-
ployment over the same period. The rate of employment
growth varied by sector from an increase of 14.3 percent
in police protection, and 17.6 percent, in correctional
agencies, to much sharper percentage increases in pros-
ecution and legal services, in indigent defense agencies
and in the small category of ‘“‘other’” agencies, which
includes state criminal justice planning agencies and -
other local or ‘state coordinating umts
3. Police protection agencies
a. Major. functions.. Responsibility for law en-

. forcement is primarily that of local govemments—cities,

counties and townships—with both state and federal
agencies playing a riore limited and specializéd role.
The local police protection function was performed in -
1974 by 487,000 employees in some 19,000 separate
city and county police depanments or sheriffs’ offices.
About two-thirds of these agencies are located in small

17
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An additional 217,000 _em- * -



Chart I11-1

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

— Federal Government
95,000

- Private Defenders (Lawyers)?
45,000

State Government
263,000

"Local Government
736,000

1 Estimaied llwyén with criminal practice, as one of three specialties. .
LEAA. Expenditure and Employment Data for the Criminal Justice Sysl;m 1974. p. 21. Data on private

Sources: Data on public employment from U S. Department of Justice.
adapted from results of 1972 survey by the

sector employment in profective service activities from U S Bureau of the Census sources. Estimated number of private {egal defenders

Institute of Rescarch on Poverty, Univeraity of Wisconsin
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TABLE 111-1.

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

Number (000)

" Function Percent

Total —_-____.__ e 998 100.0
Police protection e Co584” 58.5
Judicial process agencies, total _._ 192 19.4
Judicial (courts) _____.____.__ 134 13.5

" Prosecution and legal services - sl 5.2
Indigent defense . ____._ . 7 .7
Corections o - - eeem oo 21 217
Other e 5 .5

Source: U.S. Department of Justice, LEAA. and {J.S. Bureau of the Census, Expenditures
and Employment Data for the Criminal Justice System, 1974

TABLE III-2

Criminal Justice System Employmert Growth,
by Secter, Compared to Total Employment
Growth in State and Local Governments,
1971-1974

Full- Time Eygivalent

Employees (000) Increase 1971-74
' Number
1974 1971 (000) Percent
All state and, local
employees __ 6458.6 5476.6 982.0 17.9%
Criminal justice
system employ-’
ees, total ___ 917.5 784.3 133.2 17.0
Police pro- “
tection -._ 539.4 472.1 67.3 143
Judicial ... 118.4 99.7° 18.7 18.8
Prosecution
and legal
services _ 45.4 34.1 11.3 33.1
Indigent de- .
fense ___ 6.0 35 2.5 714
Corrections 203.2 172.8 304 17.6
Other ___. 5.1 2.1 3.0 1429

Source: U.S. Depurtment of Justice Expenditure and Employmen: Data for the Criminal
Justice Syn:m. 1971, 1974, Table 9. Duta are as glOuober‘in u.Ch year.
cities or rural jurisdictions and typically employ fewer
than 10 personnel. ‘At the other extreme are the met-
ropolitan police departments of our large cities. The 34
largest of these departments employed a total of 144,000

personnel -in 1974, or more than one-third of all em-

ployees of city police departments.
Virtually all local police protection agencies perform,

_to some extent, the ba51c functions of patrol, criminal
~ investigation, traffic control, and émergency communi-

cations. Large departments are much more likely to have
specnahzed units for these functions and for related
community service responsibilities, as well as special-

ized administrative and training staffs. Large sheriffs’

W

o

agencies have a particularly broad range of responsibili-

ties including operation of the county jail and provision

of services to the local courts as well as general police
protection functions. Most small police or sheriffs’ agen-

cies, on the otler hand, are likely to’have much simpler

*‘line’" organizations and to rely on state police depan- -
ments or on larger adjacem. depamnents for many spe-.
cialized services, such as crime laboratory, training and
communications -and dispatching.

State police departments, in tur, have nad primary
responsibilities for highway patrol and traffic law en-
forcement, but also provide statewide criminal investiga-
tive and laboratory services, operate state or regional
{training academies, and perform various auxiliary serv-
ices, such as motor vehicle registrations and conduct of
drivers’ license examinations. A total of 97,200 persons
were employed in state police departments in 1974, ex-
clusive of those in agencies tesponsible for vehicle
inspection and licensing, fish and game wérdens, and
certain other sgec:ahzed regulatory agencies.

b. 0ccup4tuonal distribution. Employees of police
and other law enforcement agencies have been broadly
classified as “‘swom officers,”” (i.e., police officers or .
deputy sheriffs with general arres¢ powers), or as ‘‘non-
sworn’’ employees. The latter include both auxiliary
uniformed pessonnel, such as school crossing guards and
meter attendants, as well as civilian personnel engaged in
various technical, support or administrative-type func-
tions. Although .summary statistics on total police em- -
ployees and on sworn officers have ‘been publlshed fora
period of decades; very little information has*been avail-
able on the distribution of these personnel by function or
by types of duties performed. Such data are clearly
relevant to any systematic analysis of agency manpower
and training needs.

Comprehensive statistics on the occupauons of em-

ployees of law enforcement agencies have. been de- . .

veloped for the first time based: on a special NMS
analysis of the results of the 1975 Census criminal justice
. gemployee characteristics survey. The NMS classification

_ groups all police agency employees under three broad
\functmnal categories—primary operating personnel,

direct support and indirect support—based on the rela-

jonship of their duties to their agency’s primary law

enforcement missions, and further classifies these person-

nel in terms of their more specific tasks orduty positions.

* The distribution of swom and non-swom employees,

based on this grouping, is summarized in Table III—3

" @ Primary operating personnel include those person-
nel who are directly engaged in—or supervising— .
patrolling, traffic control, criminal investigation.and
other line or supervisory functions, as well as those
responsible for overall agency management and di-
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rection. A fotal of 462,000 personnel, or 77 percent
of all employees of state and local police protection
agencies, were in these primary operating positions
in 1974. With the exceéption of some 32,500 auxil-
jary uniformed personnel, such as school crossing
guards and meter attendants, these positions were .
almost entirely occupied by swom officers. About
one-half, of all agency employees and over three-
fifths of all swomn officers were in the line patrol
officer position—the largest single police occupa-
tion and the most visible to the general public..

e Direct support personnel perform a variety~of pro-
fessional, technical, and administrative tasks closely
linked with the performance ofline law enforcement
functions. A total of 55,400 or 9.2 percent of agency
employees were engaged in these activities in 1974,
of whom 22,700 were swomn officers, and 32,700

~ were non-sworn Or, Givilian employees. About
27,500, or one-half,of all direct support personnel
were employed as dispatchers or in allied communi-
cations positions. An additional 20,000 were in such
positions as desk and booking sergeants or served as
custodial officers in police or sheriffs’ lock-ups or
‘jails. Also-included in the ‘‘direct support’ group

TABLE I

were over 3,000 medical examiners, coroners, and
forensic ‘scientists, as well as 4,800 technical
specialists, such as fingerprint technicians, evidence
technicians, polygraph operators, and crime scene
analysts.
Indirect support persoqnel, about three-fourths of
“whom are civilians, periorm a wide range of profes-
sional, technical, administrative, clerical, and
service-type duties, other than those in the *‘direct
support’’ category. This group accounged for 62,000
or about 10 percent of total pclice agency employ-
ment in 1974. The largest single occupational group
in this category consists of 52,000 clerical employ-
ees. An additional 20,000 were either professional-
technical personnel, or administrative employees,
engaged in such staff functions as budgeting, per- -
sonnel administration, research, and data process-
ing. About 10,000 were ‘‘blue collar’’ warkers in
. crafts and service occupations. :
Occupatlonal distributions were found to differ sig-
nificantly among agencies, based on functions performed
and agency size. State and county agencies (including’
sheriffs’ departments) employed a smaller proportion of
their total personnel in primary law enforcement operat-

-3

()Ccupanonal Dtstnbunon of Sworn and Nonsworn Employees of State and Local Police

Protection Agencies, Oc tober 1974

Totl Employees Swom Nonswom Nonsworn
- -— - as Percent
Percent . Percent Percent uf Total
Number of Total Number of Total Number “of Towal ., Emplovees
Total employees' - ooooo oo Ao memm e 599,300 100.0 476,500 100.0 122,800 100.0 ©20.5
Primary operating personnel, total - ..o ... 462,600~ 77.2 432,800 90.8 29,600 24.1 6.4
Management oo 45,400 7.6 44,800 94 - 600 0.5 1.3
Line officers, total 378.800 62.3 378,800 79.5 — — —
SuUpervisors - allemeeo- . 26,800 4.5 26,800 5.6 — — —
-Basic line officers, total 352,000 58.7 352,000 73.9 — -~ — —
CPatrol e 299,000 49.9  299,000°  62.8° — — —
Investigation _____. e Y ____..x% 53,000 8.8 53,000 11— — >
Trainees, including recruits,.cadets, probationers ______.._. 9,400 1.6 9,400 2.0 —~ — —
School crossing guards, meter checkers, pollcc aides ___._. 29,000 4.8 _ . = 29,000 23.6 100.0
Support personnel total ____ i i ... 136,700 22.8 43,500 9.1 93,200 ‘759 68.2
Direct support personnel ool s ooooooo_o__. 55.400 9.2 22,700 4.7 32,700 26.6 59.0-
Dispatchers and communications technicians- - __ 27,500 4.6 5,900 1.2 21,600 17.6 .78.5
Medical-forensic professionals ___________.______.___ 4 3,200 0.5 — — 3,200 2.6 7100.0
Investigative iechniciats _ . __________ a2l 4,800 0.8 } :
Other direct SUPPOrt - - oo 19,900 3.3 } 16.800 33 7.900 6'_4 323
Indirect support, total - . _____________________ 81,300 13.6 20,800 4.4 60,500 49.2 74.4
Professional and technical __. . __.______..__ » - 14,200 2:4 p T e
Managerial and admlmsu'auvc ___________________ j:__ 5,400 0.9 } 13,200 . 2.8 } 6_'400 - 327
Clerical oo oo B RRREEE R REGSEEE TR 52,000 8.7 } 7,600 . }54.000 439 8.5
Crafts, and_service workers ———eeo_______ [ 9.700 1.6 ). ’ ' C
' Source: Adapted from U.S. Bureau of the Census, Emplovee Chaructertstics Survey, 1975. ’
! Total police protection employment in this table ($99.300) differs from the total of 584,000 for 1974,

differences in agency classification and reporiing procedures hetween the two surveys.
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ing positions than djd city police departments as a group,

reflecting the more diversitied responsibilities of many of

A\

'

the former agencies (Table 111-4). Among city police
agencies, larger departments—those with 400 or more
employees—employed a larger proportion of their staffs
n *‘indirect support’” type of activities and in investiga-
tive positions, whereas smaller agencies reported higher
proporti..as in line management and line patrol duties.

These differences result, in part, from the much grealrfé‘

degree of specialization of tasks in ‘arger police depart
ments and from the fact that most smaller agencies rely
on other organizations for many technical services. In the
latter agencies,. higher ranking officers are also more
likely to perform line patrol or investigative duties, in
addition to their managerial responsibilities.

TABLE 1114

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

" 1974
0"“"} Occupanonat Group Cuy County Sute
Total employment _________.__. 386,700 99,000 80,000
Percent Distribution:
Prlmary operating pcrsunml
total e _aoo.-- 78.0 69.8 66.4
Management _____._______ 7.9 7.2 4.7
Line, total _.________.___. . 625 M 589 58.7
Supervision _____.______ 4.4 32 6.3
Basic line, total _________ 58.1 55.7° 524
Patrol ____ . _____.. 49.1 45.9 45.6
. Investigation ______.__ 9.0 9.8 6.8
) School crossing guirds. meter
checkers, police aides,
UAiNees - oo oeommeeememan 7.6 3.7 3.0
) Support positions, total .___._. 21.9 29.9 335
Direct support personnel, total. 8.4 .. 14.0 11.7
Dispatchers and communi-
cations ..o o oL 5.0 1.0 53
Other direct support _____ 2.4 "13.0 6.4
Indirect suppon personnel.
total ool oo 13.5 15.9 21.8
Professional. technical and :
administrative --.._...-- 31 2.8 35
Clerical, crafts and service :
workers ..o ... __.__."_ 1.4 13.1 18.3
Total e o 100.0 100.0 100.0

* Excludes lWﬂ\hlP\ ' v ) A -
® Includes county police agencies and shenffs departments with a police protection function
Source: Adapted from U, S. Burcau of the Census. Employee Charac®ristics Survey. 1975
The occupational distribution of swom police’ ana
sheriff officers. is of particular interest in any assessment
of law enforcement manpower, since a number of studies
have been critical of the assignment of police officers to
““civilian-type"" duties which do not effectively utilize
their spccnahzed police training. Swom officers totalled

476,000, or 79.5 percent of all pplice protection em-
ployees, in 1974. Based on their responses to the Census

survey, a tetal of 433,000, or 90.8 percent of these .
*primary operating’’ occu-

officers were classified as in *
pations, including line managers and supervisors, line
patrol and investigative officers and those in related
trainee or probationary positions. These positions are
those traditionally associated with the police officer’s
role. Certain line functions—such as traffic control—
have, however, been assignzd in some agencies to auxil-
iary non-sworn perscnnel. Of the 43,500 swom officers
classified in support-type positions, over one-half
(22,700) were assigned as dispatchers, . investigative
technicians, booking sergeénts, custodial officers or in
similar “‘direct support’ activities. The remainder,

nearly 21,000, were engaged in a vanety of indirect .

support functions or activities, mainly in staff adminis-
trative or technical duties.

Civilians, or non-swom personnel, totalled 123,000 or
20.5 percent of all police agency employment. Nearly
one-half of all non-sworn employees were engaged in

indirect-support functions, mainly in clerical jobs. About .
34 percent were employed in auxilizry uniformed posi- .

tions, such as part-time school crossing guards. About 18
percent were dispatchers or communications technicians.
The remainder were emplcyed in a variety of profes-
sional, technical, and administrative activities.

c. Police en.ployment trends. Police -employment
has experienced a sustained growth over a period gf
decades, both in absolute numbers and in relation to the

- total United States population. Based on decennial Cen-

sus data, the number of policemen and detectives (public

and private), increased from 74 per 100,000 population.
in 1910—the earliest census y€ar for which. comparable -

statistics. are available—to 182 per 100,000 .in 1970.
Data from the monthly sample labor force surveys indi-
cate a further increase in this ratio to 217 per 100,000 in
1975. The increased concentration of population in urban

aveas and accompanying increases in crime rates, the -

rapid growth in motor vehicle traffic “and—more
generally—the growing affluence of our society, have all

resulted in increased demands for police protectiOn p

services.

More detailed annual statistics.indicate a steady recent
year-to-year growth in-toral employment in state and
local police protection agencies (swom and non-swom),
from-341,000 in 1960 to 597,000 in 1974. The average
annual rate Of growth over this period- was-about 4
percent, with particularly rapid growth—averaging 5.1
percent annually—between 1965 and 1970 (Table III-5).

The recent growth in police employment appears, in
large part, to have been a response to rapidly rising crime

“ in our cities and tv related symptoms of urban unrest,

v
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including the rash of large scale civil disorders during the
1960'8. The increase in serious (Part I) crime rates was
particularly sharp in the years following 1965, due in-

. part to the rapid growth in the aumber and propction of

teenage youth and younger adunlts in our population—ihe
age groups with the highest propensity for crime. As

shown in Table 111-5, the mos(rapiu‘ increases in police
department employment also were recorded after 1965.

Nevertheless, over the entire 15-year penod (1960-
1974), the increase in the crime rate, of 157 percent, was
more than three times as gmat as that in per capita police
employment.

TABLE lil-5 ' .

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

it}

Part 1 Crimes per

State and Local Police Departments 100,000 Population
Employees per
Yeur Totl 100,000 Population
N Employment Number Index -
{00 Number =~ Index (1960=100.0)
' (1960=100.0)
341 159 - 100.0 1,876 100.0
345 188 99.5 1,894 101.0
358 192 101.6 - 2,008 107.0
368 195 103.2 + 2,167 118.5
378 197 104.2 2,374. 126.5
397 204 “107.9 2,434 129.7
413 210 S 2,655 141.5
433 218 115.3 2,972 158.4
463 231 122.2 3,350 178.6
487 240 . 127.0 ° 3,658 195.0
508 (é 248 131.2 3,960 211.1
524 253 135.° 4,140 220.7
550 263 139.2 3,939 209.9
. 581 276 145.0 4,130 220.1
'597 282 149.2 4,821 257.0°

Soure: Police employment from U.S. Burcau of the Ceasus. Census of Government.- 1972, Vol. VUL p. 265, and l.I.S. Bureau of the Census, Public bnplay;nnu in 1974, p. 7. Crime n-zs"

from FB! Uniform Crime Reporis. 1975, p. 5. o

4. Judicial process agencies

a. Major functions. The judicial process sector of
thc criminal justice system consists of those public agen--
“cies directly responsible for the administration of
justice—the courts, prosecution and legal service offices,
and publicly funded indigent defense activities. In nearly
all states, the function of adjudication of both criminal
and civil cases—other than those which involve federal

v+~ laws—is, in first instance -very largely a responsibility of
' local government agencies, at the colifity or city-levels:- -

“The high degree of decentralization of this system is
illustrated by the fact that nearly 26,000 separate state

and local judicial process agencies wem identified in

Census directories as of 1974, mcludmg\ls 000 courts
(at all levels), over 10,000 prosecution and'! gal services
offices and over 500 public indigent defense\agenmes

" The major-types of judicial process dgenmes are de-

scribed below. N
"@ Courts. In all but a few states, the courts are or-

ganized hierarchically into three tiers:' appellate.

-Q

22

level courts, trial courts of genéral juﬁsdibtion and
limited, .or special,” jurisdiction -.courts. The
appellate-level courts include the state supreme

courts, as well as intermediate appellate counts. The -

former may also exercise -administrative authority
over the entire state-court system. The trial courts of
general jurisdiction are nonnally the courts of initial
jurisdiction for trying felony cases; however, most
of these courts also exercise jurisdiction over civil
- cases and over ceriain types of misdeme nor cases,’
These courts are consolidated- under a statewide sys-
tem in a few states, such as New Jersey. but are
based on judicial districts or counLy/ ﬁmsdlctlons in
~ most .states. Courts of limited jurisdiction have the
dual responsibility of trying mlsdemeanor and -
municipal ordinance violations and of holding pre--
trial hearings and setting bail in-felony cases.
Juvenile cases, démestic relations issues und probate
of wills are also often handled by these courts. In
tnany states, non-law trained judges or para-judicial

[y
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" personnel are authorized to preside over trials or
hearings, and to make judicial decisions, particu-

_ larly in minor offenses and in juvenile cases.

@ Prosecution and legal services. The prosecution
function within states ‘may be shared by three or
more offices: the state attomey general, the district
attorney and the county or city attomey. At the local
level, the district attomey, or prosecutor, is nor-
mally responsible for prosecution of felony cases,
with jurisdictions which normally tend to parallel
that of the court structure. Dlsmct attomeys also

handle misdemeanors and other ‘less serious offenses -

in some jurisdictions; however, the lattep.are often
assigned to municipal legal officers (corporation or
city counsels) to the extent that they are not directly
h~1dled by the police. These officers also often have
responsibilities for civil law actions; and for provi-
sivn of related legal services to local officials par-
ticularly in smaller communiiies,

o Indigent defense. The constitutional requirergent to
-provide counsel to indigent defendants is ac-
. complished either through an ‘‘assigned counsel™

system, where courts assign local attorneys as de-
fenders on a case-by-case basis, or through a public
defender system. The latter may consist of salaried
attoneys, directly employed by a state or local pub-
lic defenider office, or of attomeys retained by con-
tractual arrangements with legal aid organizations or

private law firms. The use of public defender agen--

cies is more typical of the larger urban jurisdictions,

whereas rural jurisdictions continue to rely mainly
on assigned counsel.  _

b. Employment by agency category. Of a total of
192,000 :mployees of state and local judicial process
agencics in 1974, 134,000—or about 70 percent—were
employed in the courts, and 51,500—or 24 percem—ina
wide variety of prosecution and legal service offices.
Public indigent defense offices, the newest and smallest
component, eraployed 6,500 personnel (Table I11-6).

4s a result of tie high degree of decentralization of
these functions, the typical court or court-related agency
is very small, averaging 7.5 full-time or part-time em-
ployees per agency, or 6.6 per agency on a full-time
equivalent basis. State level agencies or units tend to be
larger in size, as do public indigent defense agencies,
which are mainly located in the larger jurisdictions. In
contrast, the staff of a typical municipal legal office is
likely to consist of one awomey and a secretary—often
on a part-time basis. Part-time employment is also fre-
quent among county-level prosecution offices. Thus,
over one-third of all chief prosecutors and assistant chief
prosecutors responding to the NMS survey were em-
ployed on a part-time basis, as were 14 pcrcent of all
assistant prosecutors.

c. Occupational dlsmbuuons Four JudnCnal pro-
cess occupdtlons were selected for detailed analysis of

s

Aod

i Y y agencies. All dats

3

TABLE [1-6
Slate and Local Jqdlaal Process Agencies: Number of Agenaes and Employmem by Type of Agency, and Local
. Governments, 1974
Average Employees
Number Employees Per Agency
Agency Type amd of — . -
Level of Wrnmcm A e Total Full-Time Total Flﬂ!-TiI“C
Equi alents Equivalents
Tozal, judicial process _ e 25,720 192,300 169,830 1.5 — 6.6
Sl e 2,380 39,700 38,300 16.7 16.1
County o 9,410 104,900 93,000 1.1 9.1
Muaicipal .. - 13.930 47,700 38,400 34 2.8
Courts 14,990 134,300 118,400 9.0 7.9
State - 1,550 24,600 23 900 15.9 154
CountY il e 6,330 78,300 68,700 124 10.9
Mumcnpal LA VNP 7,110 31,400 25,700 44 3.6
. mecunon and legal services ______________ 10,300 . 51,500 45,400 50 ° 4.4
qsme,.h,.-..._.‘-.,;“A-,_,_,,..‘,-,___&_,__._*-_2,,,_._“ _______ e -6(X)_ 12,400 - - 31,800 o 22067, e ,,.._'.~l9,'7.-....._-——-.-—‘_ ~
5. County oo 2,800 23,000 21,100 8.2 1.5 )
Mumcnpal ___________________________________________ 6,800 16,100 12,500 ° 24 1.8
Jndlgent defense - - oo e 530 6,300 6,000 12.3 1.3
" OSWME e c e emmmimmm e 230 2,700 2,600 7 1.3
County e meeee e ——m—— 280 3,600 3,200 12.9 1.4
Municipal oo 20 200 200 -10.0 10.0
Sourves: Number of agencies from Census Bureau Directory files. as revise¢ by NMS. Employment data from LEAA/Census, Expenditure and Empl v Data for the Criminal Justice

. Sym\, }974 N..ntg, of employees in county and municipal -g:nmel partially cmmmd bwsed on data for large couniies and cmu Municipal dau include data for cities, townships. lnd
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personnel needs and of-specialized training and educa-
tion requirements for the National Manpower Survey.
These include judges, chief and aSSIStam ‘prosecutors,
chief and assistant defenders, and professional court ad-
ministrators. These occupations- accourt-—in - com-
" bination—for about 30 percent of total judicial process
employment. Descriptions of thes¢ occupations are pre-
sented below.
o Judges play the central role.in the adjudicative pmc-
ess. In addition to presiding at trials, conducting
hearings and similar proceedings, setting bail, im-
posing sentences or fines, their duties may. include
administrative responsibility for operation of the
courts, holding gf conferences with prosecution and
defense counsel, preparation of opinions and related
tasks. A recent survey by the American Judicature
“Society identified a total of 21,60 judges, or per-
sons exercising judicial authority, in courts of
limited  jurisdiction.? Included in this total are offi-
cials, such as justices of the peace or magistrates,
who- are not necessarily lawyers, and who perform

certain limited judicial functions oftenon a part-time .

‘basis. A total of\5,400 judges were employed in

~about 4,400 parajudicial personnel, such as magis-
trates :«nd referees
_ployed in state appelflaté. ccarts.

@ Prosecutors and assistant _prosecutors review evi-

general jurisdict_iog.g:ouns, whigh also employed .

" “dence to determine whether a criminal chargg is

warianted, dey.elop case information through inter-

views and the collection-of physical evidence, pre-

pare cases, negotiate with defense counsel and
pmsecute cases in court. An estimated total of about
"21,000 attorneys were employed in all state and
local prosecution and legal service offices in 1974,
including those periorming exclusively or ‘mainly
civildaw functions. It is estimated that about t.iree-
fifths of this total were employed in state or coum\y

. offices with responsibilities for prosecution of seri-

.+ ous criminal offenses.~

@ Defenders and assistant defenders in state and local

defense agencies perform the responsibilities of de- ;

fense counsel to represent clients found to” be
indigent, and, in addition, may provide collateral
services, such as referral to appropriate community
service a{enmes or related counseling. About 3,6:0

attomeys were employed as chief de.enders or graff

attomeys in public indigent defense offices in 1974,
or about 3,200 on a full-time equlvalent basic.

e Court administrators. The need for more effective
management of courts and court ‘{ystems has re-
sulted in the emergence of the professional scourt
administrator as a recognized occupation during the

24

ss than 800 judges were em- -

past decade. These are defined as non-elected pro-
fessional administfators concemed with caseflow

throughout the court system, personnel rianage- *

ment, budget and financial management, planning
and researcly, and all other administrative and man-
agerial business of the court system. Based on a
special NMS'survey of state court administrators, a
toal of 455 state or local professional court adminis-
trators were identified in 1975.

" More detailed statistics an the occupational dlstnB'u-
tion of personnel attached to trial courts of general juris-
diction are presented in Table II-7 based on the NMS.
Survey of Courts. Of an_estimated total of 53,800 full-
time equivalent court persofinel (mcludmg pmbatiﬂn

officers), about 18 percent were either judges or other

judicial officials, such as magistrates and referees.
Among non-Judlcml occupatlons the largest ‘group, 22

_ percent. of the total, were Clerks of the Court and their

deputies. The Clerk of the Court is normally an elected
official whose responsibilities may rangg from smctly

clerical functions to full respousibility for court adminis- ™\

tration. A total of about 8,200 probation officers were
reported as attached to these courts, although not neces--
sarily on the- court payroll (Since many probation and
parole offices function as mdcpendent agencies or-are
attached to correctional organizations, this key function
has been m:ated in this report as pan of the corrections
sector, m.accorde_lpcﬁe with current LEAA-Census statis-

tical reporting procedires.).Other major categories of
courts personnel include bailiffs; court reporters and der-

.ical and sécretarial personnel. Larger courtsialso employ

includiag law clerks, staff attomeys,: co adminis-
trators, computer specialists and in other /professlonal
technical or administrative occupatlons

The overall proportions of non-Judlclal personnPl

personnel in a number of other specialize‘d Sx‘cupations,

“tends to increase with the size ofz(the count, from 77

percent, for cayrts with fewer than 10 employees, to 88
percent in those with 150 or more employecs. Whereas
the typical court in a small rura! jurisdiction may consist
of a single judge, a clerk of the court, and a bailiff often
functioning on a gan-year oasis—the large metropolitan
trial courts include a much more diversified ragige of

- specialized persohnel. 5

NMS survey data on prosecution and pubhc defender
offices indicate a relatively simple occupational structure
for these agencies. In both categories, the attorneys sen‘r@
ing as prosecutors or defenders and those, in assistant,
prosecutor or defender positions, together constitute

about 55 percent of total agency personnel. The second |

largest group consists of secretaries, typists and othér
clerical personnel, who account for over 30 percent of .
the total staff. Other specialized personnel found "

3g .
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OccupatlonaLDlsmbunon of Employees in State and Local-Courts of General Jurisdiction
. . . by Size of Count, 1974- 1975a

. s o~

» Al} Size Grodps
Occupational Group .

" Sizedf Court—Number of Employees

Number® Percent 150 o mere 75-149 15773 10-24 1-9
- L e K Percent of Total Emplt)yr;rer:!

" aTotal oo 53,800 106.0 1000 . 1000 "100.0 100.0 100.0
Judicial occupations © 9,800 18.2 11.7 17.7 24.6 . 25.9 22,9
 Judges o oo . .5,400 10.0 5.2 8.0 13.8 T 16.1 19.1

Other officials exercising jucicial . ’ .

. authority —o ool 4400 .. 82 6.5 . 9.8 108 ° . 9.8 3.8
Other occupations ____ ..l .- T 44,000 81.8 88.3 82.3 75.4 74.1 771

Clerks & deputy clerks of court ____ 11,800 21.9 17.1 21.9 22.4 Y260 - 34.0

Probation officers — - oo oo oo o_ 8,200 15.2. 18.8 4.5 1.9 12.7 11.4

Bailiffs et oemcmcemeeee 5,800 10:8 10.6 12.4- 10.6 11.5 9.8
* COrt fePOMers —- o oe e 4,700 8.7 6.6 716 . 9.5 106. 139

Law cletks oo oo oo 1,100 2.0 2.8 2.5 2.3 1.0 . 4

Staff AUOMEYS — oo i ooomceae- 700 1.3 1.0 1.0 1.5 1.5 1.5 -

Other professional & technical -——__- 1,600 3.0 4.2 3.9 23 1.2 4

‘Clerical/secretarial _____ e 7,300 13.6 20.6 ©132 © 96 * 6.8 4.2

Ol oo 2,800 5.2 6.7 5.4 5.2 3.0 1.5

B Towl employmen as of October 1974, adapted from LFAA/Census Elprnduum undEm,immem DdSafor the Criminal Jusnce System. 1974. Includes ¢ stimate of 10,700 probation officen
and associated derical eniployees. anzq\ed to courts. but #xcluded ffom the LFAA/Censm satistics. The latier esfmate and data on other occupations are from the NMS Courts Survey (1976) a1

sefers to Jupe 1975,
® Full-time equivalent employm

&

TABLE I11-8

Occupanonal DlSI"Ibu!IOIl of Employees in Prosecution Agencies by Size of Agency, 1974
v (Percent distribution)

[
Size of Agency
Occupational Group 75 or More 25-74 10-24 - s 59 14
All Agencies Employces Employees Employees Employees Employees

Total employment —---—-. 100.0 100.0 100.9 100.0 100.0 100.0

Chief and assistant chief

PrOSECUtors o __—___- 12.1 .32 7.0 14.0 203 37.2

Assistarft Pmsecutors T______ ) 33.0 39.3 35.9 33.6 29.3 12.4

Investigators __ oo 10.4 14.0 10.9 _ 89 75, 3.0

Paralegals __ oo _______. C 26 031 4.1 3.4 ) 3

Secretaries, stenographers :

and typists _______.____i.__ 342 294 . 33.8 33.6 . 39.0 4.6

[0 T U, 7.7 - 109

8.3 : 6.4 3.5 ‘ 2.4

Source: INMS Survey. 1975

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

A substantial proportion of attomeys serving as pros-
ecutors and assistant prosecutors ju smaller agencies
perform these functions on a part-time basis, while main-
taining their privaie law practices. The National Advi-

'sory Commission on Criminal Justice Standards and
"Goals and otheér studies: have recommended that each
~ prosecutor’s office should employ at least one full-time

prosecutor, through restructuring of jurisdictions, where
necessary. v

5. Corrections »

a. Major functions. The correctional functlon en-
compasses a particularly dwersnﬁed range of actwmes
which begin at the stage of initial detention of persons '
charged with crimes and include pm-sentencc investi-
gations of adjudicated offenders, confinement and
treatment in correctional institutions or facilities, deter—
minations of parole eligibility, and correction super- .
vision of those under probation or parole Agencies are
differentiated as either residential facilities such as
prisons, jails, reformatories and ‘work camps, or as non-

© Q. . . . 25
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‘res1dent|al programs including probatlon an‘q pdl’Ole ac-
‘tivities. They are further differentiated by.zype of offen-
der group. served (men, women, juveniles), and—i the

_case of institutions—by length of detention, degree of

security and the type of work, training or rehabilitation

" ~activities pursued.

t

The major categories of state and local agencies are

described below:

e Correctional institutions designed primarily for adult
offenders account for 106,000 or 52 percent of total
state and local correctional employment based on
fuli-time equivalents (Table 111-9). These include
about 66,000 state employees'in state pﬁSOns. road
camps, prison farms and related activities. as well as
40,000 employees of county and municipal jail
facilities. Most of the latter are operated by county
sheriffs’ offices.

e Juvenile institutions employed 43,000 full-time
equivalent employees in 1974. Staté juvenile institu-
tions, such as training schools;ranches, and camps,

accounted for 29,900 or two-thirds, of this total. _

" Locally operated facilities, such as detention cen-
‘ters, or group homes, employed an additional

14,000. The latter total excludes publicly funded’

community-based juvenile residential facilities if the
latter are nperated by a non-governmental agency.

e State and local prabation and parole activities ac-
counted for 46,000 full-time equivalent employees

.in 1974. These activitiez are performed in a large
variety of organizational centexts, including inde-
pendent state-level agencies or boards, agencies
affiliated with correctional departments, and units
affiliated with couri systems. Abou. 27,000, or
three-fifths of probation and parole staff, were em-
ployed by iocal governments. )

e An additional 8,000 comrectional employees were in
administrative or miscellaneous ‘activities, mainly at
“the central administrative level of state correctional
**headquarters’’ agencies.

b. Occupational distribution. Large correctional

a2 institutions, such as state prisons and juvenile training

centers, are—in mMany respects—self-contained com-
munities. In addition to their primary responsitﬁlilies for
assuring secure custody of inmates and for their rehabiki-,
tation, their work forces must provide for feeding of
inmates, for-maintenance of facilities and grounds, and
for specialized inmate services, including medical and
dental care, recreational activities and religious services,
in addition to the usual administrative staff services.
Summary statistics on the distribution of orrectional
employees by occupational group have been developed,
based on separate censuses or surveys conducted in the
past few years of each of the major categories of correc-

‘tional activity. As shown in Table HI-10, the line correc-

tional occupatlons accounted—-—m.combmatlon—fur 61"
percent of total correctional employment in 1974. Cor-
rectional officers and supervisors in adult institutions, the

. largest single occupational group, accounted for more

than one-half of this total and for 34 percent of total
correctional ¢mployment. Line prbation and parole
officers were the second largest group, with an'estimated
employment of 22,500, e)églusive of about 3,000 super-
visory personnel. About 17,800 additional employecs
were classified as child care workers in Juvemle institu-
tions or other residential facilities. :

The managerial group (including probation and parole
supervisois) is estimatéd at 14,300 or 7 percent of the
total. This category iucludes individuals with wldely
differing scopes of managenal responslblhtles from ad-’
ministrators .of state correctiona systems and of large
correctional institutions to those supervising local jails,.
group hories, or probation and parole offices with very
small numbers of employees. Many of the latter also
perform line correctional duties, in addition to their ad-
ministrative. or supervisory responsnhlltlesh .

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

TABLE 111-9

State and Local Corectional Employees, by Type of Agency: 1974

(Full-time equivalents, numbers in thousands)

Total - State N .‘»Local'
Type of Agency — - R

' Number Percent Number Percent Number Percent

TOl mmee oo e e 203 - 100 121 100 82 " 100

Adult correctional facilitiec . _____ .. __._.._ 106 52 66 55 40 49

Juvenile institutions ...l 43 21 29 24 14 w 17

Probation/Parole ool lllo_il 46 2 18 15 277 | 0®
. Administrative and miscellaneous ................. 8

4 7 6 1 i

* Estimatea of distribution of locaj employment by type of agm.y based on data I’or 384 cities and 312 counties. which accounted for 84 percem of lolal local correc .ions einployment.
Source: LEAA/Census, Elpcmluurv and mployment Dara for lhf Criminal Justice System, 1974, Tables 9. 45, 36, 47.
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. TABLE HI-10 suppaﬁhg role. The latter are included, with all other
Estimated Digtribution of Flitime Equivalent - support and administrative personnel, among empIOYecs -
. Employment in State and Local Correciional in the »cl'encal. cra‘fts. and other suppon-_personnel
AcsiFities by Major Occupational Group: 1974 group, 'whxch accounted for 56,500 or 28 percent of total
X (Full-time equivalents) ' correctional employment in 1974. :
. - ¢. Correctional workload and.employment trends.
. Occupational Grdup Number  Percent . The rapid gscalation of crime rates during the past two -
e - dedades has been accompanied by sharp increases in the
"~ Toul ~meomesssiroessogesmomeooo 203,200 100 totaknumber of offenders either arrested and convicted of
Mg e 1 serouscrimes i aduls, or i K e et
Child care WOrkers - cen T 17.800 g - juvenile delinquents, and who have thus—in either
Probation and'parole officers * ~-—----Z—--: 22,500 i case—nofmally become subject o some form of correc-
Treatment and educational specialists in adult/ tional controi or supervision. Although comprehensive
juvenile facilities —w-—-nuuooooq-mmooo-- 22,600 1 historical data on the flow of offenders through the
Clerical, .craft and other support personnel - 56,500 28° ;

criminal justice system are not available, Table II-11,

" — : . . . . ‘e " L .
= Managemment group a'so ncludes spproximatey 3,000 probation and parce superors P ides. indicators of: (1) .“‘inputs’ into cm_mct_!gnal
Sources: NMS estimstes by occupational group adapted from occupational distnibutions of control, as measured b)’ estimates of the nmﬁﬁf of

1

various gories of ¢ } gencies, primartly from following svurces:

LB oo, Census Sunes ofState Corrctonal Fciles, 1975 ~ convictions of persons charged with felonies, and of
A Conses. Consusy Juvenile Desention and Crrectional Fuciltes, 1973 unpublihed  delinquency cases disposed of by juvenile courts; and (2)
. dam). ) o, NG
LEAA. The Nation's Jdis. 1975 (bases on 1972 jail census) of the number of offenders actually in custody in state
o NMS Executive Survey ofProbation and Parcle Executives, 1975 adult or juvenile penal institutions. ) ?

_ : . . . The comparisons provide a sharp contrast between the . .
primarily limited to those in specialized_professional - trend of correctional inputs and that of the numbers

oc‘cvupations, and who perform functions such as counsel-  actually confined in state institutions. In the case of adult -

ing, rehabilitation, education, ‘medical, and related offel)ders. the number convicted increased by about 46
welfare services. It excludes correctional officers and _ percent between 1969 and 1974. On the other hand, the

- auxiliary personnel, such as clerical workers and para-  number of inmates of state institutions showed little net

professionals, who may be assigned to thése functions in a change between 1969 and 1972, then increased in the
' + TABLE i1
Indicators of Cor'rez:tionbl-‘W(grkloads for Adult and Juvenile Offenders, 1965-1974 ' i

-8 (Numbers in thousands)

o

’

-»

:’\.dulu " o ’ R Juver' s
K . Pelinquency Cases ?é
Estimated Felony Prisoners in .. posed of by Juve? le Oifenfi‘m in
Convictions * State Institatiocs ® Courts © / ’ State Institutions ¢

i b.umber Index * Number tndex * - Number // Index ¢ Number Index *
1965 ——--- § A - - 189.8 1076 657.0 / 70.5 42.4 97.7
1966 —------ L - . — 180.4 102.3 7450 /154 - — -
1967 - S — — 175.3 100.6 811.0 / 82.0 — -
1968 o loemeeee- 387.5 95.6 173.1 98.1 900.0 ; 91.0 -— —
1969 - oo cocmneaeean 405.2 100.0 176.4 100.0 988.5/ 100.0 43.4 100.0
1970 cccimamee —— 450.8 111.3 176.4 " 100.0 1052.¢ 106.4 42.2 9.2
1971 oo e e 486.6 120.! 177.1 100.4 11250 113.8 36.8 84.8
1972 e 492.0 121.4 174.4 : 98.9 IIIg.S 112.5 — —
1973 e 537.3 132.6 181.4 102.8 1143.7 115.7 * 28.5 65.7
1974 _--_'__--___--_'__ 591.1 145.9 195.8 111.0 /— — 27.4 63.1 4

1
s

& Esumated felony convictions: Adspred from data in EB), Uniform Crime Reports. Calculated by applyiag disposi‘l'mn statistics from sample cities to totai number of offenses known. Includes
_both. persons found guilty of offenses charged and those found guilty of lesser offenses. : 4 :

® prisoners in ttate insritutions: U.S. Bureau of Prisons. Natlonal Prisoner Statistics. NPS Bulleti No. 43, Awgust 1968 and No, 47, April 1972 and LEAA. Prisoners in State and F ederal
Instinatlons, December 31. 1971, 1972, and 1973, May 1975. Data for 1960-70 include all sentenced inmates; ﬁ;lc 197174, include prisoners sentenced Lo at least a year and a day.

© Delinquent cases disposed of by juvenile Courts: U.S. Department of Health, Education and Welfure, Offices of Human Develop and Youth Develop Juvenile Court Statlstics, 1973,
March 1975. ' . ’

4 Offenders in stare institutions: National Council oft Crime and Delingusncy. Correction in the Uhited States, 1966, Tablé 28 and Children in Custody. for the years indicated (1971 data are
revised. Data for 1974 are preliminary.} M !

* 1969=100. . C .
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| = level.® In the case c'fJuve'nle offenders, the num

,‘. _cluding -

3

following 2 years. Morcover. it continued to grow
sharply to a rccord high of 217070 in 1975. according to
preliminary repons However, in 1974, the prison f{in-
mate population was still only 11 percent above the 1969
r of
. delinquency cases dlspmed of by juvenile couyts]—m-
‘status’* offenses, but excluding ordmary fraffic
cases—rose by 64 percent between 1965 and 1973 Yet
over the same period, the nuniber confined: in state
juvenile institutions remained stable between 1965 and
1970, then dropped sharply‘in the followmg three years.
In 1974,"it was 35 percent lower than in 1965. .

Gne o! ..,us explanation for these commstmg trends
has been the increased dwéMon of bq;h juverile and
adult effenders from institutionalization to probauon or
other forms of community-based, ‘nonresidential pro-
grams. In 1969, the Joint Commission on Corre:ctional
Manpower and Training estimated that a total of 836,000
offenders were under the control of probation/parole
agencies, as compared to about 279,000 in adult institu-
tions, jails, or juvenile detention facilities.® Although
definitive statistics are lacking. there is constderable
evidence—developed iater in this  chapter=-that
probation/parole caseloads have. grown rapidly since
then. Severa} factors contributed to this trend, in our
judgment. These include: (1) the high cost of. in-
stitutionalization, which was estimated to be about 10
times as great, per offender man-year as community-
based nonresidential programs. by the President’s
Commmlon in its 1967 report; 7 (2) mounting evidence
pubhcnzed by such studies as that of the Crime Commis-
sion that impriso.ament was no more—and perhaps even
less—effective in- rehabilitation of offenders than the
much less costly community programs: (3) the increase:
in prison riots in the late 1960°s and early 19705, which'

served to dramatize the deplorable and inhumane condi- i

tions in many institutions. as well as related problems

concerned with overcrowding and racial tensions in these -
institutions; and (4) an. apparent increased reluctance on

the part of 1 .any judges to sentence offemders to prison
terms, or to assign them to juvenile institutions, in view
of these conditions. _ ‘
Although the above interpretations are not readily ca-
pable of empirical'\'leriﬁcation. it is clear that.ii, prison-

“ment has increasingly been reserved for the more sericus
,and aangerous offenders. Thus, J.Q. Wilson has noted
hat the proportion of state prison inmates who had been

convicted of homicide, robbery, or-assault rose from

-about one-third of the prison pepulationin 1960 to nearly

one-half in 1974, while those convicted of non-violent

.crimes. such- as burglary, larceny, and auto theft.fad-

actually decreased—despite the fact.that the reported rate
of these crimes had increased more than four times.?
Additional confirming evidence is provided by the
data on employment trends in various correctional uc-
tivities during the past decade (Table L1-12). Between
1965 and 1974 total correctional employment nearly
doubled, rising from about 116,000 in 1965 to neardy

" 208,000 in 1974. Probation and parole agencies experi-

enced the most rapid growth over this period, increasing
their staffs from about 19,000 i 1965, to nearly 50,000
in. 1974, Relatively rapi?! growth was alsa indicaied for
local jails and other locally based facilities. Thic slowest

employment growth, about 41 percent, was experienced '

by the state correctional institutions for adults and
juveniles.

B. Zriteria for Assessing
Personnel Needs

The data presented in the preceding sections of this

chapter have indicated that both employment in criminal

e TABLE 111-12

S Emplovment in State and Local Correctiona: Activities-
g 1965, 1974 *

Number ~ Percent Dutribution Percent

? B ST S A Change

1965 1974 196, 1975 1965 74
Total L e _._ 1189 - 207.6 100.0 100.0 - 87
State adult institutions __.______ ... ___...>/ 46.7 66.0 40.3 318 41
‘Local jails and other adult facilivies ___________________________ 19.2 4.4 16.6 214 o3
State juvenile institutions . ____.__ .. .. . ... _.___. 21,2 © 300 18.3 14.5 41
Local juvenile institutions .___.__.___._.___.__ [ 9.9 17.6 8.5 . 85 78

Probation and parole ___ . _______ 18.9 49.6 16.3 23.8

162

. N
Sources: 4965-Based on wurvey by National Council on Crune and Delinqueny, published in Corrections in the United States. 1966. Table 25, Probation and parole employment. including
court-affiliated agencies, estiniated 10 part based on terpolation of dati on probation and parole officers for 1962 and 1967, from the Probation und Purole Directors, 1976, RCCD.
1974-LEAA-Cenun. Emplosment aml Expembitiere Dund for Cramime Justwe Agencies, 1974 The distnbution of kocal government by type of aciivity is partially esiimated.

Data 0 both years refer 0 total employees. and exclude employees in adintnitraline agencics.

® Includes Tull-fime and part-time workers Parl lune workers pot wljusted 10 full-tame equivalents
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justice agengies and crime-related workloads have in-
creased substantially in recent years. They provide no
direct basis, however, for assessing total agency person-
nel needs and the adequacy of current staffing levels to

_ meet these needs. Any assessment of personnel or other

- resource needs in the public sector poses some unique

problems. .In the private economy, resource allocations

among competing goods and services are govemed by
the rules of the market place. In the public sector, such
allocations are accomplished through a complex process
of decision-making involving legislative and executive
officials at all levels of govemment. . _

A point of departure in this decision-making process is
the setting of social goals and priorities. Govemment
officials in a democratic society tend to set their priorities
based on their perception of what their constituents are

-willing to ‘‘spend™’ for these services.

Measures to control crime have ranked high on this list
of priorities. Almost all recent public opinion surveys
have revealed widespread fear of crime, as a major
concern. The Omnibus Crime Control and Safe Streets
Act of 1968, the statutory authority for the ‘Law En-
forcement Assistance Administration, reflects this con-
cern. The preamble to this law states its purpose t0 be:
““to reduce and prevent crime and juvenile delinquency,
and to insure the greater safety of the people. . ."’ 9

The premise underlying this legislation, as well as .

similar governmental responses to the crime problem at
the state and local levels, is that crime car be reduced
through a strengthening of those agencies directly re-
sponsible for coping’ with crime, i.e., the police, the
prosecutors, the courts, the correctional agencies and
other elements of the ‘‘criminal justice system.’’ Al-
though nearly all assessments recognize that crime is a
social problem, with deep-rooted causes in the fabric of
our society, most have also accepted the assumption that
crime can be reduced, to some extent, by making crime
more ‘‘costly”" to the criminal, i.e., by increasing the

“likelihood that he will be apprehunded and prosecuted,

found guilty.

that he will reccive a speedy tral and be punished if

Although thic premise appears inherently reasonable,

_direct empirical evidence of the linkage between in-

creased personnel for various cateizories of law enforce-
ment and criminal justice programs and crime reduction
is still quite limited. This is due, in part, to the fact that
the incidence of crime in our society is influenced by a
large number of economic, social and psychological fac-
tors outside of the control of agencies within the criminal
justice system. Most informed observers; including
many ‘officials of these agencies themselves, recognize

that the efforts of their agencies can have only a marginal .

effect upon the overall crime problem. Thus, when
.-—”‘\

queried as to how much improvement in crime control
and the administration of justice could be achicved
through changes in staffing, organization and policies of
law enforce ment agencies generally, only 41 percent of
the 1,185 police chiefs responding to this question ex-
pected a ‘‘great deal of improvement’’; 51 percent an-
ticipated *‘some improvement’” and 8 percent, *‘little or
no improvement.’’ 1°

Another difficulty in any attempi to assess ‘‘optimal”’ '

manpower needs for law enforcement and crimina! jus-
tice agencies results from the fact that most of these
agencies have multiple functions or goals, some of which
have no direct relationship to crime reduction or preven-
tion. Thus, the typical local police department performs

a wide range of community functions not related tocrime

control, including—among others—such activities as
i-affic regulation, crowd control, resolving “conflicts

.among family members or neighbors and providing

emergency assistance for the sick, the disabled and the
inebriated. “Prosecutors in many jurisdictions perform a
variety of legal services of @a’civil nature, such as tax
collection, as well as handling criminal cases in their
jurisdiction. Most state courts similarly combine civil
and criminal functions. Finally, correctional agencies,

such as prisons, jails and juvenile institutions, are re- -

sponsible both for the secure custody and maintenance of
their inmates, and for various inmate counseling, train-
ing, work and recreational .programs:

The emphasis given to these varous agency functions
“or goals can vary widely among jurisdictions, depending

upon such factors as agency structure, resource availabil-
ity, community attitudes and the priorities of agency
officials themselves. Some indication of the extent of

_variation in these goals is provided by responses to ques-

tions addressed to police protection and correctional ex-
ecutives concerning *‘the most important goals’” of their
agencies. '

e Police chiefs and sheriffs. Police chiefs and sheriffs
were asked to rank in order of im\ponance five pos-
sible goals.” Over half ranked one, of these goals,
“‘community satisfaction,”” as the most important
criterion of their agency’s performance (Chart Tl-
2). About one-fifth identified *‘a low rate for major
street crimes’” as their [ rimary goal, while relatively
small percentages cited such other performance
measures’ as a quick response to service calls, a low
reported (overall) crime rate or a high clearance ratg,

. as their first choice. Clearly, a more generalized
formulation, such as ‘‘community satisfaction,”’
more accurately reflected the multiple functions of

most police or sheriff departments. In turn, the
. . . : 4 )
lower ranking assigned to crime rates, as a measure .

of police performance, reflects the growing appreci-
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ation by law enforcement executives that thése are
influenced by many factors outside of their cantrol.
e Corrections administrators. Administrators of state
correctional institutions for adults ranked * ‘inmate
maintenange’’ most frequently as their most impor-
tant goal {56 percent) as compared to ‘‘rehabilita-
tion of offenders’’ (30 percent), with relatively few
identifying other functions, such as inmate counsel-
ing, vocational training or job placement of offend-
ers, as **most important.”” In contrast, a majority of
administrators of state juvenile correctional
institutions assigned highest priority to their re-
habilitation functions, including such activities as
counseling, education and training. Only about four
out of ten of these executives considered mainte-
nance of juvenile residents (provision of adequate
housing, food and medical care) ot enforcement of
discipline, as their.principle goals. In even more
" emphatic fashion, heads of probation and parole
agencies agreed that rehabilitation of ex- -offenders
was the primary objective of their-agencies, while
only about10 percent of responses related their
agency's most important goal to such monitoring
" functions as ‘‘adnerence to probation-parole
agreements’’ or a “Iow probation-parole violation
rate.”’
In the face of these diverse functions and goals of
criminal justice agencies, and of the inherent difficulties
of any attempt to measure the direct relationship between

_ manpower resources for these agencies and crime reduc-

tion, the research approach to this aspect of the National

‘Manpower Survey was designed to provide information

on two closely related issues: (1) ‘whether existing staff
levels appeared generally adequate, or inadequate for
performance of the responsibilities and functions ofthe%e
agencies; and (2) whether some categories of crir
justice agencies or functions appeared to be relar .y
more in need of additional personnel than others.
Sevéral aporoaches were used in assessing the quan-

- titative-adeovzcy of current personnel resources, depend-
_ing in part upon the data available in each sector.

o First, executives in all categories of agencies were
queried in the NMS surveys concerning the majcr

perSOnneI prcblems and manpower needs of their -

agencies to enable them to effectively fulfill their
responsrbllmec .

° Second actual staffing ratios, for certain categories
of ‘agencies and personnel, were compared to those
recommended for/these agencies, by professional
orgenizations in the field or by various studv com-
missions. Such comparisons were primai... .nmted
to the corrections sector, for which detailed staffing
norms have been developed. !

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

The results of these analyses are presented in the

following sections of this chapter.” * &

C. Agency Manpower Needs:
The Executive’s Perspective

1. Major agenc‘v manpower problems. In any assess-
_ment of an agency'’s resource needs, a reasonable point
of departure is to request the agency’s executive's own
appraisal of these needs. The executive of any public
agency is accountable for its performance. His requests .
for funds and personnel are the hormal starting point in .
the budgetary process, although these are often con-
strained by fiscal guidelines and by his own judgment of
fiscal realities. One would, a priori, anticipate some
upward bias i n any executive's response to queries con-
‘ceming his agency'’s total manpowerneeds as compared
to those which might -be derived from an independent
management assessment. On the other hand, our field
interviews with several hundred executives and man-
_agement staff of such agencies throughout the country
suggest that—as would be expected—these individuals
as a group have a firm grasp of the attainable. Although
their assessments will be conditioned by their cwn per-
ceptions of their agency’s goals and responsrbrlmes they
are not likely to indulge in *‘blue sky’’ estimates.

Each executive surveyed was first requested to ldentlfy
in rank order the ‘*most serious’’ manpower problem in
hi- agency. The problems listed were:

Inadequate number of authorized posmons
o Inability to achieve or maintain authorized strength
e High (excessive) turnover
e Inadequate traiiting of personnel
e Inadequate representation of minorities or women
on staff ’

As shown in Table III-l3 an *‘inadequate number of
authorized personnel’’ was the problem most frequently
identified as ‘‘most serious’’ in each agency category.
*‘Inability to achieve or maintain authorized strengths’’
was the next most frequent response in the case of pollce
sheriffs and administrators of adult corréctional institu-
tions. This item was designed to identify manpower
problems resulting from recruitment difficulties. How-
ever, as a result of the fiscal problems experienced by
‘many state and local jurisdictions during the period of
this survey, ‘it is probable that many agencies did not
have sufficient funds to hire personnel who may have

./..
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“been originally **

TABLE HI-13 ' .

Executive Responses on

""Most Serious Manpower Problem’’

and on ‘‘Major Factor Contributing to Most Serious

Problem,'’ by Type of Agency !
. (Percent distribution)

/' Adult Juvenile Probation
Palice Sheniffs * Prose- Defender " Correc: Correc- and
- cutors tions tions Parole.-
Most Serious Manpower Problem:
Inadequate number of authorized
positions _______.____________. 53.3 68.0 68.1 74.9 52.2 35.8 53.9
" Inability to achieve or main- :

tain authorized strength _________- 19.9 13.3 5.9 6.3 3R 10.1 10.0
High (excessive) tumover _________ 37 4.4 7.0 2.9 9.5 12.6 6.5
Inadequate training of personnel ____ 11.0 7.3 10.7 8.8 134 319 19.0
Inadequate representation’of minor- -

ities or women _.______________ .93 28 1.7 38 & 6.0 a1 46

" Othér - oo e .29 a4l 6.6 33 5.2 © 49 6.0

Total e . 1000 100.0 100.0 100.0 100.0 100.0 100.0

Major Contributing Factor: '
General budgetary problems ___-_"_ 66.2 71.8 60.9 74.5 63.6 42.6 591
- 'General lack of qualified appli- - ' v .

CAMS oo e 6.7 2.9 2.2 1.3 8.1. 7.3 24
-Lack of minority of female appli- , .

CEMNS oo - 7.0 1.8 0.9 - 0.4 2.5 2.8 1.2
Inadequate levels of compensation __ 5.7 1.7 24.0 7.8 8.1 . 12,6 10.7
Insufficient funds for training ______ 5.4 33 4.4 5.2 8.6 18.5 11.0
Limited opportunmcs for advance- : : ) . : ! o

memt oo . . 1.8 8 1.6 0.4 © 4.0 5777 3.8
OEr o 71 6.6 6.1 10.4 5.1 10.5 118

Total oo 1000 100.0 100.0 100.0 100.0 1000 -~ 100.0

! In cities with populations of 17,060 and over.
* Sheriffs agencies with 10 or more employees. oA
Sources: NMS Executive Surveys, 1975,

authorized’’ in their budgets for that
year. Other categories of agency executives, including
juvenile correctional administrators, heads of probation
and parole offices, prosecutors and defenders, identified
“‘inadequate training of personnel’’ as their second most
frequent response. Thus, numerical shortages—and, to a

_ considerably lesser extent—recruitmient difficulties or
- qualitative deficiencies were identified as the manpower

problems of :greatest concern to virtually all categdries of
law enforcement and criminal justice executives..
~ As would be expected, whern executives were next

. asked to indicate the major factor contributing to their’

“‘most serious’’ manpower problems, ‘‘general budget-
ary problems’” were most frequently reported by all
categories of agency exscutives. Inadequate pay or in-
adequate training funds were also noted by 10 percent or
more of the. respondents in the case uf juvenile correc-
tions administrators, prosecutors, sheriffs and heads of
probation and paro’e offices.

Althongh all categories of agency executives identified

.the manpower/budget squeeze as their most pressing
-personnel problem, the proportion of executives who

32

rahked these first on their list did vary significantly by
agency category. Thus, about 75 percent of the public
defenders and over two-thirds of the prosecutors and
sheriffs (in agencies with 10 or more employees) ranked
this as their most serious problem, as contrasted to only
36 percent of juvenile correctional administrators. Simi-

larly, only about two-fifths of the latter reported *‘gen-

eral budgetary problems’’ as the most important factor .
contributing-to their manpowe: problems, as’ contrasted -
to much higher proportions of executives in other types

‘of agencies.

2. Estimated addmonal manpower needs In order to
obtam a more quantitacive - assessment of the extent of
perceived manpower needs, in each agency category,
executives were. also requested to estimate the total
number of employees needed to ‘‘fulfill effectively all
the duties and responsibilities’” with which their agency,
was charged Their responses,” when related to their .
agency’s employment in June 1975, indicated an average
requirement for all major agency categories of an in-
crease of 26 percent in number of employees (see Table
[11-14). This corresponds to a requirement for an-addi-
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tional 220,000 employees based on our estimate of total
employment in these agency categories in 1974. These

totals, moreover, exclude courts agencies and municipal

legal service agencies, which were not covered in the
NMS executive surveys. g ‘
Among the agency categories surveyed; sheriffs and
heads of probation and parole. offices reported the
greafest proportionate requirements  for additional
personnel—34 percent and 35 pegcent, respectively.
Heads of correctional institutions reéfmed a lower-than-
average need for additional staff—20 percent for adult

institutions, and 15 percent for juvenile institutions. Re- B

quirements of other agencies, including police, pros-
ecutors and public defenders more closely approximated
the overall average. '

[

oy TABLE UI-14

Executives’ Estimates of Increases in Agency Employ-

ment Needed to Eﬁéc(ively Fulfill All Agency Duties and

_Responsibilities
. Actual Percem Estimated Addi-
Agency Category Employment Increase tional Employees
) 19041 \ Needed ™ Needed * .
Total' ... 834,000 - 26 220,000
Law en’orcement,
except sheriffs’
- agencies ___. 515,000 27 139,000
Sheriffs’ agen-
Cies —moeo-n 85,000 34 29,000
Prosecution and =
-legal service in-
cluding munici- - )
pal agericies__ -~ 35,000 22 8,000
Indigent defense - 7,000 - 23+ 2,000
Adult corrections, :
- except sheriffs’ - :
Jails - ______ 102,000 , - 20 20,000
Juvenile comrec- :
tionS - e 45,000 15 6,000
Probation and'pa- - . .
- 45,000 35. 16,600

ole .-~

' Includes all categories, of Luw enlorcement and crimmnal justice ageficics except courts,
municipal prosecution and legal service 3gencies and general aiministrative agencies.
* Source: U.S. Department of Justice. LEAA and U.S. Bureay of the Census. Expenditure

- and Employment Data for the Criminal Justice System, 1974, and special tabulation of Census

Employee Characteristics Survey. 1974, for estimated eMployment in sheriffs’ agencies.

3 Based on responsesto NMS exccutive surveys, 1975. weighted by ageney size.

¢ Derived by applying percentage increases needed to actual 1974 employment. Since
agency employ probably increased b 1974 and the time of surveys in late 1975,
these estimates slightly understate the total number of additional perscnnel nceded at the latter
date. - :

*The q
with Sup Court requi 1s. The p ge increase shown refers
percent of the total) which reported they were not in full compliance.

hose agencies (76

A more detailed examination of these responses indi-

- cates significant differences in needs, by agency size,

and for particular categories of personnel. Among police
agencies, . heads of large departments—with 1,000 or:
more employees—reported a greater relative nged for

ddressed (o public defenders related to stalfing ncedge"to fully comply ™ .

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

Median Percent
Increase in Poiice

Agency Swe Employees Needed
All police departments . .____-—_- P S, 26.8
1,000 or more employees _.._ - —cooeo--- 28.6
400-999 _ e mmmm- 17.5
150399 o e e - 16.8
75-149 oo 20.1
2549 o= ! 23.9°
128 e 2.9

" With few exceptions, the estimated percentage in-,
creases in personnel needed, for- agencies other than
police, varied inversely with agency size. Thus, sheriffs
in agenci;s with-less than 10 employees reported a need
for 60 percent additional staff, as comparced with 25
percent by sheriffs in agehcies with 150 or more em-
pioyees. Prosecutors in offices with !-4 employees
reported a need for 37 percent more pefsonnel, as com-
pared to 19 perent by prosecutors in offices with 75
employees or more. Heads of probation and parole
offices with less than 10 employees reported a need for a
70 percént increase in staff, as cempared with 46 percent
in agencies with 10-24 employees and 30" percent in
those with 25 or more employees. Similar patterns were °
evident in the reports of correctional ‘institution €xecu-
tives. : _ . L

In the case of corréctional agencies, administrators of
both adult and juvgnilelcorrectional institutions also re-
ported .a greater relative need for treatment specialists

" than for line custodial personnel. Heads of adult correc~

tional institutions reported.a need for an increase of 42
percent in treatment personnel, as compared with 15
percent for custodial officers. Juvenile correctional ad-
ministrators indicated a need Jor-23 percent additional
treatment employees, as compared with 12 percent for
child care workers. o

In probation and parole agencies, the reported re-
quirement for additional probation and parole officers, of
29 percent, was lower than the overall estimated re- -
quirement for .additional personnel, of 35 percent,

v_reﬂectingv relatively high needs for secretaries, para- -
professionals and other support personnel in these

agencies. .

" In summary, therefore, tile surveys of agency execu-
tives (other than courts) revealed a widespread consensus
that lack of sufficient numbers of personnel was their
agency’s most serious current manpower problem and
that this was ptimarily attributable to inadequate agency -
budgets, rather than to difficulties in recruiting the
needed personnel. Addjtional staffing needs were propor-
tionately greater in some agency categories,..such as
probation and parole, sheriffs and prosecutor agencies;
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.However,

| they weére significantly lower-than-average for juvenile
corrections agencies. The largest proportionate staffing -

need in correctional institutions was for additional treat-
' ment personnel, rather than custodial workers. Smaller
agencies consistently reported a highér percentage re-
quirement for additional staff than did larger agencies.
among police departments, the, .largest
departments—those with 1,000 or more employees—

~ also reported relatively high manpower needs.

D. Analyses of Manpower Needs by Sector.

. In addition to the above survey results, a series of
more specialized én_alyses; relevant to current manpower
needs, were conducted for specific categories of agen-.
cies. The results are summarized below R ‘
1. Police agencies b -

a. Inter-city variations in pollce employmem The
“pumber of. employees of municipal police agencies, ex-
- pressed as a ratio to number of inhabitants, varies widely

from city to city. In 1974; this ratio ranged from an

average of 3.5 full-time law enforcement employees, per

- l 000 inhabitants, in cities ‘'with more than 250,000

po ulation, - to’ 1.9. per- 1,000 in cities with 10,000 to
0 population. It was only slightly higher, 2.1 per.
in cities with less than 10,000 inhabitants (Ta0te
II-15). The wide variation in per capita police employ-
ment,
trated by'the inte

uartile range of these ratics. Thus, in

- cities with less than 10,000 populatlon, these ratios fell
below 1.4 per 1,000 population or exceeded 2.7 per.

1,000, in one-half of the cities surveyed.

‘One partial explanation for these differences is that
crime ratss also vary widely from city to city. An exami-
nation of Table III-15 ¢ :ggests that the acgyal differences

in police employment ratios among cities are explain- -

able, in part, by variations in crime rates. Thus, cities
with 250,000 or more poptulation, which reported -the
“highest per capita police employment as a group, also
experienced ‘the highest rates of .reported serious
crime—almost twice as great as among cities with less
than 10,000 population. In an effort 'to explain these

. ‘differsnces more fully, 1973 data were compiled on
- police employment, population, reported crime rates and

. . on_a number of other relevant social and economic

characteristics for cities whose populations ranged from
'25,000 to 1,000,000. .

“The factors found to contribute most to differences in
_ per capita police-employment among all the ciiies studied
were: (1) the incidence of street crime, as measured by

the robbery rate; (2) the amount of taxes per capita; and .

(3) the proportion of low income families in each juris-

- diction. About 30 percent of the variation in per capita
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éven amorzz cities of a given size group, is illus-

TABLE IlI-15

Full-Tinge Law Enforcemem Employees }Jer 1,006
Population and Crime Rates, by Size of Group, 1974

. Employees per 1,000 Population
* City Size Group .

Index Crime Rate
Poputation ~. Iner-Quartite  (per 100.000 .
Average Range - Population)}

- Total Cities _____ T 2.5 1.4-2.5 5966
Over 250,000 _____:__ 35 2.2-3.5 7499
100,000-250,000 __.__ 2.3 1.8-2.5 L1
50,000-100,000 ______ 1.9 1522 * 5747
25,000-50,000 _______ 1.9 1.5-2.1 5152
10,000-25,000 —______ 1.9 1.5-2.2 4418
Less than 10,000 _____ o2 1.4-2.7 3818

Source: FBI, Crime wn the United States, 1974: Uniform Crime Reports, Tables 14, 56.

police employment was found to be associated with dif-
ferences in the robbery rate. Cities with higher robbery
rates tended to have higher police employment ratios.
Differences in per capita tax rates accounted for an addi-
tional 15 percent of the variation. Those cities with
higher tax rates also tended to have higher police em-
ployment ratios, as did cities with a greater incidence of
poverty. In all, these three factors—robbery rates,. taxes
per capita and the proportion of low income families—
were estimated to. account for about one-half of the
variation in'per capita police employment among cities.
Significantly, such factors as city size , D8 se, and popu-
lation_density {i.e., population per square mile), had
little or no independent influence upon the observed
-variations in police-population ratios. ~

Among larger cities, those with populations of
100,000 to one million, police employment levéls were
found to be most sensitive to the robbery rate. This factor
-alone explained 46 percent of the variation in police
employment ratios. The amount of taxes per capita and
the proportion of.black males, aged 15-24, in the popula--
tion (whlch has'been found to have a positive corzelation
with cnme rates) were next in order of 1mportané"e but
had much less influence.

In contrast, the tax level was found to be the most
important single variable associated with differences in
‘police employment ratios in th¢ medium-sized and

-smaller population cities analyzed, with populatipns of -

50,000-100,000 and-25,000-50,000 respectively. For
these agencies, differences in per capita taxes explained

19 percent and 25'percent of the variatior, respectively,

in per capita police employment, with the robbery ‘rate -
ranking next in order of importance.
From this analysis, it is evident that dlfferem:es in -

)
crime rates and in crime-related workloads provide only .

‘a partial explanation for variations in police employmel‘lt
. levels. Tms is not surpnsmg in view of the fact that only
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a limited proportion of total police effort is directly
related to crime control activities, such as responding to
calls conceming commission of crimes, investigatior. of
crimes and apprehension of criminals. A major portion
of the duty time of line ofﬁcers——typlcally as much as 80
percent—is devoted to such gctivities as routine patrol-
_ling, traffic control, . respondmg to various types of
. non-crime-relaged calls for service, and to a variety of
non-pohce rélated activities. i Among communities with
similar levels of crime rates, the more affiuent
communities—as measured in this analysis by the level
of per capita taxes—tend to demand more police services.

venue levels.

/nd to employ more police than do those with lower
re .

b. Police manpower and pohce performance Al- '

though the above analysis has provided insights as to
factors accointing for variations in police employment,
it does not provide a basis for determining whether addi-
tional investments in police manpower will produce suf-
ficient community benefits—in terms of reduced crime or

~ other desired results——to be cost effective, in comparison

with alternative uses of these funds. Such judgments
must be made at the commumty level, based on much
more detailed information. on agency workloads and

‘staffing and on community needs.than was available for

the present study.
A. number of research studies have attempted, how-
ever, to estirmate the extent to which additional police

" manpower, or expenditGres, have been ‘‘productive,’’ as

measured by such yardsticks as their effects upon crime

rates and clearance rates. These experimental projects,

designed to test the efficacy of particular police
strategies, as well as a number of quantitative, multi-
variate analyses, have attempted to determine whether
differences in levels of pdlice staffing or expenditures
among_departments have been .associated with lower

" crime -and/or higher arrest rates. These studies have

yielded mixed and—at tlmes——controversml results, as

‘illustrated below: :
- . @ Experimental projects, such as those entalhng sub-

stantial police manpower ‘increases in high crime

precincts in New York City and in New York City

. subways, have resulted in reductions in crimes in
these jurisdictions. Their net effect upon overall
crime levels is less clear, however, because of the
possibility. that criminals may simply have shifted
their activities to other locations. Moreover, sub-

- stantial increases -in random preventative patrol, as

- in the Kansas.City experiment, do not seem to have
been effective in reducing crime rates.

o Results of multi-variate analyses, typically based on
*scross-sectional’’ comparisons of police employ-
ment and police expenditures among cities, states or

- 49,

-manpower or funds.

metronolitan m‘t’a.u. have alen nrodured annarently
conflicting results. About one-half of these studies -
found that higher levels of police resources were
associated with lower crime-or higher arrest rates
_than would otherwise be expected, and attribute
these findings to the deterrent_effects of increased
police activity. The remaining studies, however,
\ reported either negative or statistically insignificant
results. Generally, studies in which the units of
‘analysis were states or large cities were more likely -
to result in positive findings than those including
. large numbers of small cities. - _

o A detailed Rand Corporation study of the cnmlnal
investigative process, empioying both multi-variate
analysis and intensive survey methods, concluded
_that differences in investigative staffing levels or
procedures had no appreciable effect on.crime, ar-.

rest or clearance rates, and that the single most

- ‘lmpona}t detérminant of success was the.amount of
- information provided by the victim to the im-

mediately responding patrol officer.

~ The above findings, when related to the results of the:
NMS surveys and analyses reported previously in this
chapter, clearly suggest the need to avoid broad generali-
zations concerning additional needs for law enforcement
marpower on a nationwide basis. During periods of.
fiscal stringency, such as those experienced by many
state and local governments during the past few years,
the practical issue facmg many officials is whether mod-
erate ' increments or decrements in law enforcement
manpower will have any appreciable effect upon crime .
control or upon-the adequacy of the other community
services performed by law enforcement agencies. The
lack of adequate data on these non-crime related work-
loads, as well as the inherent limitations of the available
statistics on reported crimes- and clearance rates, are
among the obvious limitations of all of the above studies.

_ Equally essential, for informed decision-making, are sys-

tematic and dr:tailed management analyses of altematlve‘
app’roaches to utilization of existing police manpower
resources, "including consolidation or increased cross-
servicing arrangements arlong police departments more
efficient patrol deployl nents, increased use of civiliansin

_"duties not requiring the.skills of sworn police officers,

and other measures to reduce the amount of ofﬁcer time
‘devoted to non-essential activities.
The available research does suggest, however, that in

“many communities improvements in deployment ‘and

management of gxisting resources, combined with more
active citizen involvement or support, may contribute as
much, or more, to the overall effectiveness of law en-
forcement agencies, as additional increments of pohce
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2. Judicial process agencies. Almost all recent as-

sessments of the problems ()t?lihe Nation’s couits, and ot
related prosecution and defense agencies, have noted as
major shortcomings the problems of case backiog and
case delay; the pervasive -reliance upon—and abuse

of—plea bargaining procedures; inadequate screening of
cases; insufficient prowsnon of defense counsel; sentenc-
ing disparities am: ung courts and judges; and insufficient
time—generally-—for judges, prosecutors and defenders
for pre-trial preparation and an even-handed administra-
tion of justice. These shortcomings have been attributed
to a variety of causes, including—among others—the
need for additional manpower; for'more judges, pros-
ecutors, defenders and specialized management or sup-

" port personnel. Such needs have, however, rarely been
quantified at the national level, in part because essential

data on judicial process agency workloads in relation to
personnel have not been available.
Summary mformatlon on these agencies’ caseloads

was collected for thé first time in the course of the NMS

surveys. In addition, court administrators were requested
to provide their asscssments of the case delay problem in
their courts and of the major factors contributing to case
delay. The results are reviewed below: - -

"a. Courts. The NMS survey of trial courts ot gen-
eral jurisdiction, conducted in early 1976, - juested data

on the number of cases pending and disposed of by these

" courts during Fiscal Year 1975, as well as related data on
court personnel. Despite recent efforts to improve the
" efficiency of the courts in many states, including enact-
~ ment of *‘speedy trial’’ legislation and provision of ad.
w_tion'él personnel, the results suggest a v orsening, rathe i
than improvement, in the ability of these courts to cope
with their. caseloads. As shown in Table 1Ii -16 felony
case backlogs increased by 10 percent in fiscal year
1975, and civil case backlogs by i3 percent among these
‘reporting courts. There were relatively small changes in

= case backlogs for juvenile cases or misdemeanor cases in

those general trial courts with Junsdlcuon over the latter
cdtegories of cases.

_ Estimates of the niean number of additional months
.required to process pending cgses were also computed
for each type of case, by relating the size of these’
backlogs at the end of Fiscal Year 1975 to actaal disposi-

" tions during the year. These ranged from about three
months for mlsdemeanord and juvenile cas.s to nearly
six months for Ielonv cases ‘and ten months for civil
cases. :

These data. must be interpreted with som: caution,
since the ~eports cover only about one-fourth of all trial
courts of general jurisdiction in the case of felony cases,
and because of wide differences in record keeping.and
statistical practices among the courts. Nevertheless, the
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their time devoted to crimina! cases, i.e.,

N
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severity of the existing problems of case delay is illus- "

trated by the contrast between the estimated aerage
additional time required to process existing felony case
backlogs in these courts, and the total elap'Se\d time be-
tween arrest and trial of two months recommended by the
National Advisory Commlss»lOn on Criminal” {usuce
Standards and Goals.'? N
The survey data also indicated wide variations in “the
average length of time required to dispose of exusurﬁ
felony case backlogs, among those courts responding to
the survey. Thus, for courts with 100 or more felony
filings, in fiscal year 1975, an equivalent of 5.2 months
was required by the average (median) court for process-
ing felony case backlogs. However, 27 percent of these
courts reported backlogs which could be processed in
three months or less while at. the other extr¢me, 13
percent had backlogs which corresponded to a delay of -
more than one year between filing and disposition.

TABLE I1I-16

Selected Court Caséloqd Statistics
Changes in Pending Caseloads, General Jurisdiction
Trial Courts, Fiscal Year 1975

’

Average Pending Caseloads

Nuniber of

" Type of Case Courts Beginning End of Percent
Reporting of Year Year Change
Felony oo o 830 154 169 +10
Misdemeanor - - 432 162 158 -2
luvenile - e 70 + 1
B | Bt 1064 +13

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

Bcglnmng End of
Type of Case of Year Year

‘Felony ..o 5.3 58 *
Misdemeanor ..o 3¢ 29
dJuvenile .. 3.0 ‘3.0
Civil oo e " 8.8 10.0

Sou-ce: NMS Zurvey of State and Locat Trial Courts of General Jurisdiction. 1976,

The analysis further indicate¢ a consistent relationship
between case delay and the level of judicial staffing for
criminal cases, as measured by the number of judges
attached to each court and by the estimated percentage of
‘‘judge years
on criminal cases’’. The average number of additional
months needed to process pending criminal cases was

" found to be twice as great in courts where ti.e *‘felony

equivalent’’ caseload per judge year on criminal cases’
was 1,000 or more, than in courts where the caseload per
judge year was less than 200 (Table I1I-17). Of equal

‘ '.
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TABLE [II-17

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

1

Courts by Felony Equivalent Cascload ®Per Judge-Year.

- .
~ Months Needed

_To Process Pending Al . 1000 or
Felony Cases Replies 0-199 200--399 A00-699 700-999 More
All Courts: . :
. Median months to process pending cases ———--—-—- 5.1 2.9 5.0 54 6.8 6.6
~ Percent of Total
All replies oo oo 100 100 100 100 . 100 100
0-3 months _____-_ O mccmmmmmmmmmmmmmm 31 52 3 22 16 22
316 MONthS et 27 19 28 . 35 27 24
619 months ceu e I 15 10 15 : 11 24 24 -
9.1-12 MONMAS. v oo 9 5 10 10 14 T
12324 months o aoao 13 10 9 15 16 . 20 |
- 24.1 months OF MOLE e oo ecememcmcmmmmm ‘5 3 h 6 7 3 - 4
Number of TepOMs - o ceem e (345) ( 86) (78 {89 (37 ( 55)
Courts With 100 or More Felony Filings:’ . : ' -
Median months to process pending cases -« 53 . 4.4 4.8 6.6 7.1
* Percent of Total '
AL TePHes ool - 100 100 - 100 100 100
=3 mMONthS e me 26 37 28 -4 : 18 .
3.1-6MONAS e e mmmmme e 3 28 37 31 .23
619 MONhS i mmm 19 19 i3 . 24 25
9.1-12 MONtNS o oo e 8 9 6 14 .9
©12.1-24 MONthS oo oo mammmmem e 13 -5 g 15 14 23
24.1 months OFf MOFE oo fmmeeecemccamaan 2 2 2 3 2
_ Number of fepOrs ool (178) ( 6 (43) ( 54) (297 ( 44)

% Median not computed hecause there were fewer than 25 replies.

T ® Caseload as used for this table includes cases pending at the beginning of the year plus those filed during the year.
d to be the workload equivalent of one felony case.

misdemeanor cases under which $.5
Jd

. cases are

\ importance, however, was the evidence of wide varia-

\ tions in estimated proceSsing: time among cousts with
\Sim‘ilar felony caseloads per judge. Thus-aniong ihe 106

courts. reporting a workload of 1,000 or more felony

c per judge year, 17 pexcent repdited that their case
backlogs at the end of Fiscal Year 1975 corresponded to
a period of 3 months or less, whereas 23 percent

would require more than 12 months, based. ongFiscal ~
Year 1973\;xperience'. Although these disparities may be:

- - dae, in panw) differences in-reporting and record keep-

‘ing practices,\they suggest that factors other than avail-

- ability of judicial personnel have contributed to the case

delay problem in\many courts. 7}

-

- Further insights as to factors contributing to case deléy"
‘were obtained from'the NMS survey.of court adminis-
" trators. Of 208 administrators of trial courts rgsponding

to this question of case'delay, 47 percent indicated that

they considered case delay a serious problem in their

courts. An additional 39 percent considered it a problem,
but **not serions,” while 15 percent did not consider. it a
problem at all in their courts. A higher ptoportion of

Felony equivalent cases are & weighted combination of felony nnd

appellate court administrators (24 percent) reported that
they-had no problem of case }(elay in the courts in which
they served. = ' '

The court administrators who identified case delay as a
problem were then asked to inaicate, in their own words, . -

- what they considered to be the single mos serious cause

of case delay in their courts. The respoiias identified a
wide range of contributing factors, including limitations
of court resources, continuance problems and other per-
sonne] interaction problems. These varied explanations
were not unexpected. since recent “studies have +high-
lighted that the interactions of judges, prosecutors and

defenders and their diverse motives and problems, as_

well as the pressures of heavy workloads, all contribute
to continuances and case delays.'? - .
Insufficient personnel—primarily a shortage of judge
time—ywas, however, cited as the most importan: factor
by 28 percent of the 230 administrators responding to
this question. Other responses, such as inadequate prepa- '
ration of attorneys, or general references to overcrowded

_dockets, may also have reflected personnel shortages. _
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Court administrators were also asked to identify the

- types of additional personnel, or staff time, that would
*‘contribute most_to reducing unnecessary delay and

“achieving the goal of speedy trials’’ in the courts they

- administer. In response to the question on ¢ypes of per-

“sonnel.'most” needed, 39 percent identiiied increased
Judge time, ‘and -an additional 25 percent selected in-
créased- prosecution time as most i orfant. Relatively
few considered that an increasé in staff time by the
defense counsel or by other court staff would contribute
;most to reducing case delay. .

When court administrators were, further asked to iden-
ufy, from a list of procedural policies, the one whose

adopuon would contribute most to reducing unnecessary

delay in the courts they administer. stricter control of
continuances was chosen most frequently, by 37 percent
of those who replied. Significantly, average felony case
delay was found to be more than one month less in courts

following strict continuance policics than in other courts -
. surveyed. The adoption or strict enforcement of statutory -

or regulatory time limits for processing cases was rated
next most frequenrly as likely to reduce delay. This
response. also- was ‘confirmed by the NMS analyses of
case delays, which found that states with weak speedy
trial laws had much longer avefage case delays—among

* courts with 100 or more felony filings—than did other -
- states.

Fihally, the NMS count caseload analysis indicated
‘that trial courts with relatively long case backlogs dis-
poscd of a smaller percentage of their criminal cases
through trial, probably reflecting a greater pressure to
resolve cases through plea bargaining in such courts.

b. Prosecution agencies. About one-half of the
prosecution agencies responding to the NMS survey on
_their manpower needs also provided data on their crimi-
nnl caseloads in Fiscal Year 1975. Based on these

q
AU

reports, -three ratios of caseloads per prosecutor were
computed. The first was-the ratio of felony cases per

. prosecutor employed. As.shown in Table I1i-~18, the
~ median felony caseload per prosecutor, for all 595 agen-

cies reporting these data, was 93 in fiscal year 1975.

Larger agex_icies,"with 10 or more employees, reported . ‘

significuntly higher felony caseload ratios thar did those_‘

with fewer than 10 employees.

This lmtlal set of ratios did .not. make any allowance
for other types of criminal caseloads, or for differences

.among agencies in-the proportion of _.ll-time and part-

time personnel. To provide -a weighted caseload measure
for all major categories of criminal cases hardled by -
prosecution offices, a workload measure referred to as
“‘felony equivalent cases’’ was constructed by assigning.
the weighting factors to non-felony cases adapted from
those recommended for defender agencies by the Na-
tional Advisory Commission on Criminal Justice Stand-
ards and Goals. The results of this procedure, as shown
in the second column of Table I11-20, was to widen the
relative disparity in caseload ratios among agencies m_
the various -size groups. Based on this measure, the
median felony equivalent caseloa? per prosecutor was
340 for agencies with 10 or more employees, or more -
than twice as gre::® as the caseload of 154 per prosecutor
for agencies with less than 5 employees.

The third set of ratios makes a further adjusimient far
the lower average hours workéd per wezk by part-time
prosecutors or staff attorneys. This measure of full-time -
equivalent cases per full-time equivalent prosecutors
tends 10 narrow somewhat the caseload differential be-
tween large and small offices. Nevertheless,. the larger .
agencies, those with 10 or more employees, had criminal .
caselcads per employee néarly twice as great as those ‘
computed for the smallest agencnes. i.e., those with
fe\ver than 5 employees.

" TABLE 1II-18

Felony C’ases and F elony Equivalent Cases per Prosecutor and Full-Time Equlvalent Prosecutor, by Size of Agency,
State and Ccunty Prosecunon Agencies, 1975

. / Felony Equivalent Cases’
~ Felony Cases

— Felony Equi\iﬂ/enl Per Full-Time Equivalent
Size of Per Proseculor, _ Cases Per Prosccutor * Prosecutor ®
- e T Agency

1 }Numhcr of . Number of Number of . Numbey of

1 ployces) Median Reports ¢ Median Repoxts ¢ Median Reports ©
O R 93 “ses . 1m 499 280 281
10 OF MOFE — o oottt m e 122 94 340 68 3% . 60
850 e e ——————————— e m e Cm e dcmeme = 107 76 225 61 330 .57
U OSSR USRI 79 425 154 370 20_6 164

* Weighted a> eragr: of felony. misdemeanor. juvenile arrd appeals cases. Felony cases. mademe:nors Jjuvenile cases, and lppedls given weights of 1, .375 and 6 rupeclmc!y

Y " Weighted average of full-lime and part-time proseculors.

¢ The number.of reports is reduced b of iem as cach additi

Source: NMS Encmwe Survey. 1975.
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columns is due %0 the omission by many respondents of the number of hours worked per week by part-time prosecutors.
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n is added 10 the calculanons Thus the drop-off in the number of reports in lhe final

!

N

Q

ERIC

Aruitoxt provided by Eic:



.0 the absence of any established caseload standards
for prosecutors, the above data cannot be used to esti-
male roral manpower needs of these agencies. The impli-
‘cation of the above comparisons is, however, that the
larger prosecution offices, typically those in large cities,
have a larger,relative. need for additional staff attomeys
to handle their criminal caseloads than do- the smaller
offices.

" Inadequate levels of prosecutor stafﬁng have been
cited as one of the factors ccntributing to case delay, as
*"weii as to excessive reliance upon plea batgalmng Thus,
in responke to a question on the types of additional

pietsuliel that would most contribute to reducing un- '

necessary delay, 75 percent of the court administrators
surveyed by NMS cited increased availability of prosecu-
tion staff as the most important. Some corroborating

evidence for this assessment was provided by an analysis -

of the relationship between prosecutor felony caseloads
‘and the estimated number of months to process pending
“felony cases, in 188 jurisdicticns which provided all the
relevant.data in the NMS surveys of prosecutors and of
" state courts of gereral jurisdiction. As shown in the
following table, the'median number of months to prozess

pending felony cases was 6.9 months in jurisdicuons

where the ‘‘felony equivalent caseload per full-time
~ equivalent prosecutor’’ was 301 or more cases per year,
as compared to 5.0 months, where the caseload was 100

or fewer cases per year. This relationship was, however,
not completely consistent, as indicated by the much
lower average delay time indicated in the 37 jurisdictions

where prusecutor caseloads were between 2Cl1 and 300

per year.
TABLE 119
Month: to Process Felony Cases Pending at the End

of Fiscal Year 1975 by] Felony Equivalent Caseload
per Prosecutor

oy Felony Equivalent Caseload
Per Full-Time Equivalent Prosecutor

All

Reports 1-100 "101-200 201-300 301 br More

Momhs to proc-

ess pending

felony cases  «

—Median : i

court .__- 5.4 5.0 5.6 3.6 6.9
Number of re- .
©oports .. 44) - 3N (52)

(188) (55)

Sources: NMS Surveys of Prosecutors and of étnw Tral Courts of General Junsdiction.
41975-76.
¢..Public defender agencies. Public indigent defense
agencies, although the smallest agency category within
the criminal ju.tice system in terms of employment, have

also experienced the mostrapid growth in the past sev-
eral ‘years. The number of full-time equivalent em-
ployees of statz and local defender agencies nearly
doubled, from 3,000 in 1970 to 6,000 in 1974. This
growth has resulted in large part from recent Supreme -
Court decisions which have broadened the obligations of
courts to provide counsel to mdlgent defendants who are
subject to confinement.

Déspite this growth, recenf studies have estimated a
large additional requirement for public defenders. Based
on a 1973 survey of indigent defense activities, the
National Legal Aid and Defense Association (NLADA)
estitnated & need for about 17,300 staff attorneys. in
defenqegoagencnes (public and contract) to meet stand-
ards reCommended by the. National Ad‘Vlsory Commis-
sion on Standards and Goals.'* This estimate is more
‘than doubled, moreover, to about 37,000 if further al-

B lovvance is made for the added requirements .of jurisdic-

v’

tions relying on assigned counsel (rather than defender
agencres) and for certain additional types of workloads,
not provided for in the original estimates.” The latter

" figure is about six times as great as the estimated number ,
“ of full-time equivalent defenders currently provided

either by publicly operated agencies or on.a contract
basis ir 1974. :

Much more conservative estimates were derived based
on NMS survey results. Heads of public defeggder
offices, excluding contract agencies, were first asked to
assess how well their office was complying with recent
Supreme Court decisions. Less than one- -fourth (23 per-
cent) reported ﬂ’lat their agency was in’ **full com-
phance * All otler defenders were_then requested to
estimate the numter of assistant defenders needed: to
achitve full compltdnce On the average, the latter re-
ported a nced for 23 percént more defenders. If this
figure is adjusted for the agencies wlich already reported
that they were in full compliance, this percentage in-
crease is reduced to .18 percent.

A somewhat higher estimate of needs was dcrived by

analysis of caseload data and staffing data submitted by
some of the public defender offices. These resulted in an

estimate of 192 **felony equivalent’’ cases per year per . '

full-time equivalent defender, about 28 percent higher
than the standard proposed by the National Advisory
Commission. The latter estimate is based on a small
sample of only 48 agencies which provided the detailed

- data needed for this computation, and which—for that

reason—are hkely to be better staffed than other agen-
cies.

The above approaches have clearly yielded widely
divergent estimates of defender manpower needs. Re-
- sponses by defenders in public_ indigent defense agencies
to the NMS survey indicated that an increase of only 18

*
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——conviction:**--Additionally,-indigents- -may-waive their -

'

.

percent in staff atiomeys was needed by these agencies to
fully comply with recent Supreme Court decisions. The

analysis of caseloads per attomey for a-small sample of - ,

these agencies, in relation to standards recommended by
the NAC, yielded a somewhat higher estimate, in excess
of 28 percent. In contra_st; the NLADA estimates of the
total *‘universe of need" for defender services indicated

. a requirement for a six fold increase in’ defenders, ona

full-time equivalent basis.

4

Several factors probably contribute to this gross dis-

“parity.- The major one appears to ‘be that the NLADA

analysis of requirements is based oh-the proposed stand-
~ard providing that all indigents charged with a felonv
mlsdemeanor or as a juvenile delinquent are to be” repre-
sented from the time of arrest. This standard is more
inclusive than that required by recent Supreme Court

decisions, with respect to the less serious offenses. Many

arrested indigents do not receive representation at time of
arrest and subsequently receive representation only if it
appears that a jail or prison sentence may result from a

right.to counsel without a full understanding bf the sig-
nificance of the action. There is a significant fall off in
. the number of persons charyed with a ¢rime, especnally
- those charged with misdemreanors,.in these early stages.

The chief deferiders, on their.part, appcared to have
adopted a considerably narrower interpretation of their
roles. In its 1973 study, the NLADA found that 36
percent of defender agencies provided counsel for all
indigent misdemeanor defendants; 39 percent provided
counsel -only if the offense was punishable by jail; 18
percent only if the judge believed he would impose a jail
sentence if the defendant was found to be guilty and 6
percent provided coansel only if the prosecutor would

* seck a jail sentence’. '® To the extent that the current local

“practice -tends to -keep marginal cases of" sndlgency, or
marginal cases of required representation, from-becom-
ing a workload for the-defender or assigned counsel, the
need for additional staff as perceived by chief defenders

" may. reflect a more limited view of the extent to which
services are to be provided, than the criteria used by

NLADA in its calculations of the universe of nced for
defender services.

3. Corrections manpo er In the
sector—unlike other components of :the criminal justice
system—a number of sfaffing standards or norms have
. been developed by professional organizations in the field
" for use in assessing correctional manpower needs. These
professional judgment standards are defined in all cases
as broad statistical guidelines or “"ardsticks,” since
stafﬁng decisions in individual agencies must take into
account a largvnumber of -more specific variables, such
as charactenstlcs and needs of the client populatlon, the
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types.of programs provided, the physical layout of the
facility, etc. Qb‘evenheless, the exxstxng standdrds may
provide a useful guide in assessing the relative man-
power needs of different categories of corrections agen-
cies. These comparisons are reviewed below for the
major categories of corrections agencies. ! ‘
a. Adult prisons. Available data indicate a signifi-
cant overall improvement in staff inmate ratios of state
prisons between the early 1960’s and 1974. The avcrage
number of inmates per custodial officer declined from
8.2 at the end of 1960 to 5.0 in January 1974. Between
1962 and 1974, the number of .educational and treatment
specialists in state prisons also doubled, whereas the.

‘number of lnmates was at about the same level 1n both

years. i

-Comparisons of actual stafﬁng ratios in 1974 with
those previously proposed for these occupatlonal groups,
in various studies, indicate a continued severe deﬁcnency

~ in many categories of treatment personnel,lbut a much.

more favorable stafﬁng level for custedial ofﬁcers Thus,

' only one-half of all state prison systems met the Ameri-

can Correctional Association’s staffing standard for so-
cial:-workers; about one-fourth, for psychiatrists and only
about 10 percent, for psychologists. On the other hand,”
about 60 percent of all state facilities met or exceeded the |
ratio of one custodlal officer per six inmates, originally”

~ proposed by the President’s Commission on Law En-

forcement and the Administration of Justice.
Stafﬁng levels for.both correctionul officers and treav-

- ment personnel were found to be least. adequate in the

South. Prisons which were overcrowded in 1974, based
on deslgn..d capacity, consistently reported higher num-
bers of inmates per correctional officer than dﬁ other
prisons. .
The more severe deficiency of treatment staffs, than of
custodial officers, indicated by-these comparisons is con-
sistent with the assessments of pnson wagdens of their

_ agencies’ manpower needs, based on the NMS survey.
' Their responses indicated a need for an increase of 42
_percent in tneatmer@ speclalists, as compared to 14 per-

cerit for custedial officers.

b. Local jarls 'The most severe- stafﬁng deﬁc1ency
in local jails was the absence of any significant training
or treatment functions in most jails, based on_the 1972
Census of Jails.!” In 1972, the total number of profes-
sional treatment specialists corresponded to the equiva-
lent of one full-time counselor for every 363 inmates, ih
contrast to a ratio of one case work counselor for“every

. 30 jail inmates which had been proposed by the Presi- '

dent’s Crimé Commission in 1967. Custodial officer -
staffing in jails, corresponding to a ratio of one per 7.2
inmates in 1972, was also significantly lower than the
standard of one per six lnmates, previously suggested by

7 this Commlsslon

94



c. Juvénile institutions.” in contrast to the situation
in adult institutions, statfing ratios in state juvenile in-
stitutions in 1975 compared much more favorably with
those proposed in“earlier studies. Thus, the National
Cnuncil on Crime and Delinquency, ina 1966 study, had
adopted a composite standard of one treatment specialist
per 21.4 juveniles as a statistical guideline, as compared
to an actual ratio of one specialist per 33.1 juveniles, in
1965. By 1975, this ratio had been increased to one

treatment specialist per 21.9 juveniles, in part due to the
" substantial reduction in the number of juvenile inmates.

Similar increases in staffing levels per inmate also were

reported for child care workers and for educational per-
~ sonnel.'®

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

d. Probation and parole. The American Correc-
. tional Association has recommended a statistical stand-
ard of 50 case units per probation or parole officer, per
month, under which a presentence investigation equals
five units and a probationer or parolee under supervision
equals one case unit. An analysis of actual caseloads per
‘officer, based on responses from 939 agencies to the
NMS survey, indicates that 72 percent of all agencies did

. not meet this standard. Caseloads per officer varied ‘

widely by type of agency, from a median of 42 per
month for adult parole agencies and 62, for juvenile
agencies, to 161 for adult probation agencnes The high
workload of the latter agencies suggests that most adult
probation offices are in a position to provide only nomi-
nal supervision to persons under their control and are
equally limited in thelr capabilities with respect to other
workloads, such as presentence investigations.

The ‘above findings are consistent with the relatively
higi1 needs for additional personnel reported by probation
\ . .
-and parol= executives responding to the NMS survey, as
well as wijth reports based on field visits, indicating
“particularly .severe shortdgcs among many of the adult
agencnes vns:ted

-E. Conclusions on Manpower Needs

: This'éhapter has presented a variety of data related to
the current petsonnel needs of law enforcement and crim-

-inal justice agencies. The current personnel resources of
these agencies, as well as recent employment and crime-'

related workload trends, were reviewed in the first sec-
tion of this.chapter. The point of departure for assessing

il

,\
current personnel needs was thc perceived needs of the
agencv -xecutives themselves. These agency executives
repo.ted substantial needs for additional personnel.
There \were, however, significant variations in extent of
reported shortage by-size .and type of agency and for

' dlfferent categories of perSOnnel These shortages were

generally attributed to budgetary constraints rather than
to difficulties in recruitment of persormel

“These initial survey findings were supplemented by
more specific analyses of agency staffing and workload
levels, for each major sector, including comparisons of
actual staffing ratios with professionally recommended
standards, where the latter were available. These
analyses did not, in most instarices, provide categorical

- estimates of the total magnitude of additional personnel

needs for these functions and could not be expected to do
s0, in view of the wide variations in functions, goals, and
oiganizational structures among agencies, and because
of the many limitations of the available data base. IYet,
the composite evidence available supports a finding
that—in the face of mounting crime-related work-
loads—many of these agenciés, as currently organized,
have been inadequately staffed to provide the level, and
quality, of services which they consider necessary to
fulfiil their assigned responsibilities. Some of the sup-
porting evidence is summarized below:

o Law enforcement. Despite the substantial growth in
employment in police protection agencies since the
early 1960’s the much sharper growth in the crime
rate—as well as_the addition of new specialized
functions—has imposed heavy workload pressures
upon many poiice department staffs, as reflected/in
the relatively large estimates of additional nfan-
power needs reported by police chiefs and sheriffs.
Analysis of inter-city variations in per capita police
employment indicatesthat the existing depioyment
of police personnel resources is, however, often
more dependent upon the ability, or willingness, of
different communities to pay. for these services, than
on any objective measure of crime-related work-
loads. The high reported needs for additional man-
power of smallef-police agencies, and of shenffs

» agencies, may thus be attributable to the lvss
adequate tax bases of many of the communitie:: in
which these agencies are located, and the limited-
capability of these agencies to provide a full range of
police services, as well as to the growing decen-
tralization of population—and of related crime
problems—which has increased the need for police
services in many of these communities. At the same
time, many of the largest police depanments—those
wnh 1,000 or more personnel—appear to have been
pamcularly impacted by recent budgetary pressures,

1
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in the face.of continued hichmc‘ rates.

o Judicial process ugen ies; Data on, case backlogs,

and on caseloads of iwdges, prosecutors and de-
National Manpower
Survey, indicated that—by any reasonable
standard—a large proportion of these agencies are
inadequately staffed to meet their responsibilities for
the speedy, efficient and even-handed administra-
tion of justice, which has forced extensive reliance

~ upon plea bargaining procedures and other adminis-

trative expedients. In a large sample of trial courts
repor- ., ‘o the NMS, felony case backlogs rose by
_ . in fiscal year 1975, and civil case
backlogs by 13 percent. The estimated average time
required to process felony cases pending at the end
of fiscal year 1975 exceeded six months in 41 per-
cent of the courts, in-contrast to a standard of two
months proposed by the National Advisory Com-
mission on Standards and Goals, for total elapsed
time between arrest and trial for such cases. The
consistent relationship between the size of caseload
per judge and case delay in these courts—as well as
the assessments by court administrators surveyed by
the NMS—both confirm that_shortages of judicial
and other manpower ar: key factors contributing to

" -——case delay in many of these*couﬁs

Analysis of caseload statistics for pxosecuuon
and for- public mdxgent defense agencies has re-
sulted 1n similar findings. Thus the average ‘‘felony
equivalent’’ caseloads of 280 cases per year, per
prosecutor, and of 192 per defender, estimated for
sample. of agencies reporting to the NMS, can be
contrasted with a recommended standard of 150 per
year, proposed for defenders. by the National
Advisory Commission.

Althoug'h the above data support the need for
additional Jur'ges, prosecutors and defenders in
many agencxes. collateral survey findings indicate
thay, additional manpower, alone, is only a partial
solution to the probiem of case delay in most courts.
Court administrators responding to the NMS survey
gave at least %qual emphasis to the need for pro-
cedural. refom\s,. including the adoption of strict

continuance policies, as gssential for reducing case .

delays. In additlion tl‘-;é very wide variation in
felony caseloads per judge or prosecutor, revealed
by the NMS surVeys, suggests_that considerable
improvement Laq be - accomphshed through more
efficient allocauon of personnel resources, within

states, through: suéh measures as court reorganiza-

- tion or consolidation of small prosecution offices.
e Corrections. Analyses of responses by correctional

administrators, and of correctional staffing and

~workload data, have provided an essentiaily consist- .
ent patiern of findings coacerning the relative man-
power needs of various categories of correctional
agencies. Despite substantial eniployment growth,
staffing levels of most probation . and parole
azencizs—and particularly those responsible for
adult probation—were found to be much higher than
consldered acccptable to provide other than nominal
supervision to their clients or to perform’ related:’
workloads, such as pre-sentence_ investigations.
Probation and parole office administrators respond-
ing to the NMS survey also reported a greater
relative need for additional manpower than did ex-
ecutives of any other category of. correctional
agency.

In the case of residential correcuonal facilities,

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

Although the preceding analyses have arrayed a coi- .
siderable body of evidence which support the need for
additional manpower resources in many categories cf
criminal justice agencies to enable them to perform their
assigned tasks, these findings cannot support a broader -
conclusion that provision of such res&rces alone—in the
absence of other needed " policy or organizational

_improvements—will materially or efficiently, contribute-"

to the ultimate national objectives of crimé reductlon and
of improvement in the quality of jUSthC As roted by

'Norval Morris and Gordon Hawkins; thé problem of

violent crime in America ‘‘is not a problem that can be .
solved merely by the allocation of increased resources. . |
The inadequacy of this approach has been amply demon-
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strated. Between 1969 and 1974 spending for federal,
state and local criminal justice systems more than dou-
bled, rising from 37.3 billion to more than $15 billion.
The number of personnel employed in those sysiems
increased by one third, from 725,000 to over one mil-
lion. Over the same period, recorded violent crime in-
creased by 47 percent, recorded crimes against property
by 37 percent.’” ®

Some of ...: limitations of a strategy geared solely, or

primarily, to provision of additional resources to law
enforcement and criminal justice agencies, as presently
constituted, have been noted in our preceding analyses:

o In the law enforcement sector, the relationship be-
tween additional police resources and police *‘per-
formance,’’ as measured by such indexes as crime
‘or arrest rates, has been found to be teruous and
uncertain.

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

o [n'the corrections sector, few issues have been more
controversial in recent years than the efficacy of
rehabilitation efforts as practiced in most correc-
tional institutions, with at least one observer con-
tending that *‘with few and isolated exceptions, the
rehabilitative efforts that have been reported so far

have had no dppreciable effect on recidivism.'* 20
o In all sectors, the proliferation of large numbers of
=ry- small agencies—whether of very small police
departments ‘in fragmented jurisdictions, or of
courts, prosecution offices or jails, often staffed by
part-time personnel>~has contributed to system in-
efficiencies and manpower wastage.
Finally, there has veen growing recognition, by both
scholars and practitione-s, that the potential impact of the
criminal justice system upon crime trends—no matter

_how efficiently it is organized—is probably over-

shadowed by that of more fundamental social, economic
-and cult"ural influences in our society.
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RCHAPTER IV. THE EMPLOYMENT OUTLOOK:
g MANPOWER PROJECTIONS TO 1985

One of the major tasks of the -National Manpower
Survey was to project future employment in state and
local law enforcement and criminal justice agencies, for
the 10 year period 1975-85. These projections and re-
lated estimates of recrvitment.and training needs are
designed to assist in determining the« priorities for

" academic and training assistance among various sectors
=nd occupations in the criminal justice system.

The first part of this chapter describes the basic projec-
tiors developed for this purpose: the projection model,
the assumptions used and the resulting estimates by sec-
tor and occupation. These are designed to portray the
probable future trends in employment in these agencies,

. rather than future ‘‘needs’’ or optimal requirements.
The second part of this chapter reviews a number of

recent trends, policy issues and innovaiions in the crimj- .,

nal justice field which may have a swnmcant influence
. upon future manpower needs. It presents information on
the current status of these developments, on the likeli-
hood of their further expansion, and their possible effects

‘upon quantitative or qualitative requirements for person-

nel.

A. Manpowet Projections
. The criminal justice .manpower model. The em-

ployment projections presented in this chapter were

based on a model which defines a set of rclationships
among key variables affecting both aggregate employ-
ment in all categories of criminal justice agencies and the
distribution of ¢mployment among maior categories or
activities.

The basic premise underlying this model is that the
future demand for law enforcement and other criminal
justice services will be largely determined by two major
factors, in addition to population growth. These are: (1)
_ the future trend in crime rates; and (2) trends in the
growth of total state and local government expenditures.
Both crime rates and the levels of government spending
- are, in turn, assumed to be influenced by a number of
other social, economic and institutional factors, as de-
scribed in Chart 1V-1..

o Crime rate. Recent “analyses. of criminal behavior

have attempted to interpret most forms of crime
within a rational decision-making framework: indi-

viduals are more likely to pursue criminal careers, .
rather than legal activity, -if the economic return$
from crime are perceived to be better than the alter-
natives available to them, after allowing for the risks
entailed in criminal activity. Thus, those who are
poor, unemployed and economically disadvantaged
are more prone to engage-in crimes such as robbery
because they have less to risk and because their
alternative means of earning a livelihood are re-
stricted. Large urban centers, which include both
concentrations of poor, minority populations as well
as concentrations of wealth—i.e., ‘‘crime
opponumtles”—ane more likely to have higher
crime rates than -are small=r, more homogenous,

middle-class communities. Youth, and particularly
disadvantaged youth, are much more  crime
prone—both because they have the highest unem-
ployment rates and the most limited eamings poten-
tial in legal pursuits—and because they are more
likely to take risks than more mature individuals. To .
the extent that law enforcement and criminal justice

agencies increase the risks of a;pnehensnon and

punishment, they increase .the ‘‘costs’’ of criminal

activity and serve to deter crime.

The ‘above analysis thus suggests some of the key
variables -that may affect future crime trends.
Among them are future trends in the level of general
economic cpportunity, as measured by such factors -
as the unemployment rate and per capita income; -
trends in the proportion of youth in the population,
and trends in the concentration of population in
urban areas. In addition, community investments in
law enforcement, judicial process, and correctional
agencies can affect these trends to the extent that

" they increase the probabilities of arrest and impris-
onment. These and similar variables have all been
found. to contribute’ s:gmﬁcantly to variations in .
reported crime rates.

e Criminal justice expenduures The level of criminal
justice expenditures by staté and local governments
will be determined both by the demand for these
services, as measured by trends in the crime rate,
and by various economic and fiscal factors, which’
will affect the total size of government budgets The
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latter, dn turn, are strongly influenced by economic
growth rates, which have a direct impact on gov-
emmental tax revenues. In addition, they are af-
fected by the extent of financial assistance obtained
from the Federal Govemment, through LEAA
grants or other sources. '
e Criminal justice employment. The level of employ-
ment in crimina’ justice agencies will be determined

both by criminal justice expenditures and by trends’

in wage or salary rates for employees of these agen-
cies. The latter are likely to be influenced by general
labor market trends as well as by more specific

o factors, such as the changes in job and skill require-

ments and ir the extent of unionization of their
employees. :
e Arrest and imprisonment rates. The model also
postulates that there is a systematic relationship be-
tween levels of employment in criminal jusiice
agencies and the probability that those committing
crimes will be amrested and imprisoned. In tum,
these probabilities are assumed to *‘feed back’” upon
the crime rate, td the extent that changes in the
likelihood of apprehension and punishment have a
“deterrent effect “upon criminal activity. (Clearly
many institutional and policy factors, in addition to
employment levels in criminal justice agencies, will
affect these relationships. Some of these are sepa-
rately dis¢ussed in the second part of tais chapter but
could not be directly incorporated into this model.)

. The relationships described above, expressed in a .

series of linked equations, were empirically tested based
on data for the 50 states for the years 1971-74, inclusive.
All of the resulting equations ‘yielded statistically sig-
nificant results which appeared generally consistent with
the theoretical premises underlying the model. Crime
rates were found to be particularly sensitive to differ-
ences in the relative size of the youth population (aged
14-24 years) and—to a lesser extent—to differences in
urbanizaiion,” per ‘capita income and unemployment
rates. Differences in arrest and imprisonment rates were
also found to have the expected negative effects upon
crime r.t&s. Thus, an increase in arrest rates of 10 per-
cent was associated with a 3 percent reduction in crime
rates. o
Criminal justice expenditutes, however, were found to
‘be more influenced by the aggregate levels of stat€ and

local government budgets, or expenditures, in the vari- .

ous states, than by crime rates or'specific crime-related
variables. Thus, a 10 percent increase in total govem-
ment expenditures was associated with-a short-term- in-

~ crease of the same magnitude in budgets for criminal

justice. However, a 10 percent increase ‘in crime rates
was found to result in only a 4 percent increase in
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ctiminal justice expenditures, holding other factors con-
stant. .

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

2. The NMS projection scenario. In order to project
future employment trends, based on these relationships,

“independent forecasts or projections were first required

for each of the key ‘‘external’’ variables which had been
found to influence crime rates and criminal justice éx-
penditure levels. These projections for 1980 ard 1985
are shown in Table [V-1. o
Among these factors, one of the most important—and
predictable—is the proportion of youth in our popula-
tion. The sharp escalation of crime rates in the mid-
1960's coincided with the ‘‘coming of age' of the
post-Worid II baby-boom generation. During the 1960°s,
juveniles and younger adults accounted for a iarge and
growing share of those apprehended for many categories
of serious crimes. The outlook now is for a reversal of
this trend. In the past decade and a half, rapid growth in
the number of youths and young adults, aged 15-24
years, had increased that group from 13.4 percent of the
population in 1960 to 18.7 perceut in 1974. This propor-
tion will stabilize in the perioa 1974-80, and will ‘drop
significantly, to 16.4 percent, by 1985. :
Another demographic factor which has been as-
sociated with rising crime rates—the high proportion of
our population concentrated in large” metropoliiui
areas—is also expected to decline. Over a period of
decades, the proportion of our population concentrated in
large metropolitan areas has steadily grown—and these
areas, as has been noted, have includeg the highest
concentrations of crime. This pattern now appears to '

" have been reversed. Recent population growth has been

more rapid in the non-metropolitan areas. The proportion
of the population living in SMSA’s declined gradually in
each year between 1970 and 1974. A continuation of the
recent decline is assumed in our scenario. The population
residing in metropolitan areas is projected at 71.2 percent
in 1085, as compared with 72.8 percent in 1974.

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

)
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. TABLE IV-1 -

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

-+

Average Annual
Actual Pm)c’clcd Grmﬁh\gam
- Percent
Chunge
1974 * 1980 1985 1974-85 1974-80 1980-85
Economic and Social Variables *: )
GNP (8 billion) . _____ 953 1.082 1,336. 40 2.1 4.2
Total state and local expenditures ($ billion) ______ 167 204 258 54 33 - 4.8
Federal grants for criminal justice activities : - .
($ billion) ___ - R 1.1 1.2 28 2.0 2.5
Per capita income (8) . ________- _____ 4.584 5.145 5,643 23 _ 1.9 1.9
- Unemployment rate (percent of civilian labor force) 5.6 7.0 5.6 ~-11 7. 3.8 -6.3
Demographic Variables i
Total population ¥. (millions) ________________._ 211.9 223.0 234.3 11 0.9 1.0
Youth, ages 15-24. as a percent of total poputations ® 18.7 18.6 . 16.4 -12 ~0.1 -3.7
Urbanizatipn—SMSA population as a percent of total 72.8 719 N~ 712 =22 =21 -.21

® Source: H. Townsend. T. Sivia. and M. Kendall, /nvesonent in the Eighties. NPA, National Economic Projections Series. 1976. All dollar values are in constant 1967 dollars.

® Source: Bureau of the Census. Current Population Reports. Series P-25, No. 601, **

The economic scenario followed in the NMS mar-
power projections is based o.. the National Economic

Projections Serics of the National Planning Association. -

- These projections provide short-term forecasts of proba-
hie economic trends to 1980 and are designed to portray
an attainable growth path for the economy beyond 1980,
resulting in relatively full employment by 1985." The
short-term economic outlook provides for a relatively
low average GNP growth rate of 2.7 percent annually (in
constant dollars) during “the period 1974-30; reflecting
-only partial recovery from the 1973-75 economic reces-
sion. This would be followed by-a-substantially-higher
" 'GNP growth rate of 4.2 percent annually during the

pe-iod 198085, concurrent with a projected reduction in
" the unemployment rate from 8.5 percent in 1974 to about
7 percent in 1980 and 5 percent in 1985. In tumn, the
projected level of “grcwth of expenditures by state and

local governments is expected to increase from a rate of -

about 2.0 percent annually (in constant dollars) in
1974-80, 10 2.5 percent between 1980 and 1935.

.. 3. Criminal jastice workloads and employment pro-
jections The mejor outputs of the NMS projections
model, shown in Table: 1V-2, include national projec-
tions of key wotkload indicators (crimes, arrests, im-
. prisonimeants), -of.. cmmnal justice expenditures, and of

employment by sector. Thé?e trends are summarized

below: . RN

@ The crime rate, as rgiea'su.red by the FBI index for
Part I offenses, is expected to continue to grow
- between 1974 and 1980, hut to decline significantly

g s . o

Projectiors of the Population of. the United States: 1975 to 2050.™

between 1980 and 1985. The projected increase,
from 4.8 offenses per thousand population in 1974
to 5.4 in 1980, is due in part to the continued high
uremployment levels projected for this period. Its
anticipated growth rate, averaging 1.8 percent annu- .
ally, is much lower than for recent periods as a result
of the stabilization of the proportion of youth in the -
population and the gradual decline in the proportion
of population. residing in metropolitan areas. The
projected reduction after 1980 to 4.6 per thousand
population in 1985—at a rate of 3.9 percent .
annually—reflects mainly the combined effects of
the reduction in the proportion of youth, the as
. .sumed reduction in unemployment, and a con-
tinuance of the reduction in the proportion of the
population living in metropolitan areas. It is also
influenced by tHe projected increases in criminal
justice expenditures and employment discussed be-_
low.
® The number of arrests for Part I offénses is projected
to increase from 2.16 million in 1974 to 2.6 million
_ in 1980, as the combined result of increases in Part 1
crimes and- of a projected increase in the arrest rate
per reported- offense - associated mainly with in-
~ creased expenditures and employment in law en-
“forcement activities. A reduction in arrests to 2.42 -
million in 1985 is projected, reflecting the net effect .
of the projected reduction in crime volume and of
increased arrest rates.
® Prisoners in state institutions for adults are pro-
Jected to increase from 190,000 in 1974 to 243, 00?
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TABLE 1V-2

The NMS Projection Model:

Projections of Selected Criminal Justice Workload Indicators, Expenditures and

Employment by Sector: 197485

Projected Percentage Avérage Anpual Growth
A‘c;;:l B e - Change -—
1980 1985 1973-85 74-80 R0-85
Part F~CHMES o e oo e oo mmmmmeemmem 10,192 11,989 10,174 -2 . 2.7 3.2
- (Rate per thousand population) ___ S, 4,821 5,377 4,400 . =9.0 1.8 -3.9
Part I—Arrests (in thousands) . _ o _.-o- 2,164 2,604 2,421 12 R -14 -
Arrests per Part I Crime - v oo 21 .22 .24 14 0.7 1.8
Prisoners in state’ institutions ... - 190 243 252 33 4.2 0.7
Prisoners per arrest - .- -~ —-—c=-—-ao--omooo 0.9 0.9 .10 1t - 2.1
Criminal justice expenditures _ : .
($ billion constant 1972 dollars) - o -—ooo- 10.9 14.0 16.6 52.0 43 35
Criminal justice employment (full-time equivalent) ___ 916 1,174, 1,307 43 4.2 | 2.2
Police protection oo oocmmmann 539 €57 718 33 33 1.8
Judicial - e 118 155 182 52 4.6 2.7
Prosecution and legal services - _______- a5 66 - 80 71 6.5 - 4.0
Indigent defense * oo 11 17 21 91 St TS5 43
COrTectioNS - e —ccmcccmcccmmmmmmmmpmmm e 203

2719 328 62 . 5.4 31

® Includes estimate of pubhcly-fﬁndad contract employment. s well as emplayees 1n pu&h’\dcfcndér oftices.

Source. NMS Projection Madel

in 1980, as a result of the projected increase in
volume of arresis (to 1980) and of a projected
_stabilization in the ratio of prisoners per arrcst dur-
ing this period—in contrast to the sharp decline in
this ratio during the 1960’s. The continued sinall net
increase to 252,000 in 1985, despite a reduction in
"arrest velume, implies a policy of incrensed reliance
upcn imprisonment, particulary for serious repeat
offenders, and allows for the effect of a projected

AN

continued gr0wth in criminal justice expenditures

during this period, partlcularly for corrections.and

prosecutor personnel. !

o Criminal justice expenditures by state and local
govemments are projected to grow by 52 percent
between 1974 and 1985, in constant dollars. The
growth rates are influenced by the projected trends
in total state and local expenditures and in crime
rates. Between 1974 and l980.‘the annual rate of
increase in criminal justice expenditures is projected
at 4.3 percent, as-compared with 3.3 percent for
total state and local expenditures. However, the
projected growth of criminal justice expenditures is
expgcted to decline to an annual rate of 3.5 percent
in 1980-85, as contrasted to a more rapid growth in
total state and local expenditures of 4.8 percent, due
to the projected decline in crime rates in the latter
period. -

e Employment in state and local’ crlmmal justice ac-
tivities, in turn, is projected to increase from
. 916,000 in 1974 in. full-time equivalents, to
1,307,000 in 1985 or by 43 percent—wnth much
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more rapid growth between 1974 and 1980 than
between 1980 and 1985. Employment growth rates
are lower than projected expenditure trends in each
psriod since the projections allow for the effects of
wage increases in each Sector. Employment growth
in policz piotection agencnes is projer‘ted tobe ata
substantiallv lower rate than other sectors, reflecting
recent experience. The number of full-time equiva-
lént police protection employees will increase by 33
percent, from 539,000 in 1974 to 718,000 in 1985,
under this projectnon In contrast, the projections
indicate increases of 62 percent in correctional em-
ployment, of 52 ‘percent in judicial employees, 71
percent in emp10yment in prosecution and legal.
services agencies, and of 91 percent in indigent
defense activities over the same period.
Estimates have also been made of projected employ-
ment growth in a number of key criminal justice occupa-
tions or functional groups (Table IV-3). In addition to

“allowing, for projected overall growth trends in each

major agency category,*these estimates were based on
available evidence on recent shifts in the occupational
distribution of personnel within these agencies and on
forecasts of future (short-term) employment growth by
occupation, by executweé responding to the NMS sur-
vey. The wide variation in prospective growth rates is
illustrated by the contrast between the projected growth
of more than 90 pércent, for’ prosecutors and other staff
attorneys in prosecution and legal service agencies, and
the anticipated net employment gain of only 7 percent,
for child care workers in sta\e and local juvenile institu-

65) ‘ \
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, . TABLE 1V-3 o
Proje('ied Employment Growth in Selected State and Local Criminal Justice Occupations, 1974-85

Occupation Group

Full-Time Equivalent Employees

Increase, Percent

1973 1985 1974-85 Increase *

Prosecutors and other staff attorneys (prosecution and legul services agencies) . __ 19,000 37,000 + 18,000 +92%
Court employees, 2xcluding judges and probation officers (uppellate courts and

trial courts of general jurisdiction) _______________.________________._____ 42,000 78,00u + 36,000 +87
Defenders and assistant defenders (public’ indigent defense agencies) __________._ 3,200 5,500 +  2.300 +72
Probation anu parole officers (including supervisors) _________________________ 29,000° 47,000 + 18,000 +65
Custodial officers (state adult institutions) - ... 42,000 64,000 21,000 +53
Non-swom employees (police protection agencies) ___________________________ 117,000 179,000 + 52,000 +53
Treatment and education specialists (adult and juvenile institutions

excluding jails) .. el 20,000 -29,000 + 9,000 +47
Judges (appellate courts and trial courts of general jurisdiction) ______3.________ 6,200° 8,400 + 2,200 +35
Swom officers (police protection agencies) _______ . ________________._______ 423,000 539,000 +116,000 +28
Child care workers (juvenile institutions) ... _________________ 17,800 19,100 + 7

+ 1,300

* Percent increases based on unrounded estimates.

tions. The most rapid gains—of 65 percent or more—are
projected, generally, for personnel in judicidl process
occupations (other than judges) and for probation and
parole officers. More moderate growth, averaging about
50 percent ever this period, is projected for key correc-
tional occupations (other than child care workers) as well

~as for non-swomn personnel in police agencies. Con- -
" siderably lower rates. of employment growth are pro-

jected for judges and swomn officers of police protection
agencies, as well as for child care workers. Nevertheless,
sworn police officers and deputy sheriffs—the largest

. single major occupation group—will continue to account
" for the largest number of new positions in the coming

ten-year period.

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

4. Employment trends by sector

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

_Among police protéction agencies, recent employment
growth has been more rapid for state and county agencies
than for city police departments 'as a group. Between
1971 and 1974, for example, the share of total police
employment in state and county agencies increased from
29 to 32 percent. This trend is due to a number of factors,

_ including the more rapid increase in crime rates in small-

,

er communities, many of which are served by county and

state agencies. Thus, between 1971 and 1974 the crime
rate rose more than 30 percent in counties with popula-
tions of 10,000 or more outside of SMSA’s, as con-
trasted with increases of 4.3 percent in cities of 250,000
or more population, and 10.6 percent in cities with
100,000 to 250,000 inhabitants. A continuation of this
trend to 1985 would increase the share of state and
county ageficies to 37 percent of total police protection
employment. _ . ~

Among city police agencies, employment growth dur-
ing the past decade has been more rapid among

’ medium-sized agencies than for e,i'ther the very large-or

the very small agencies. This differential growth pattern
is probably due to several factors: the sharp increase in
crime rates in smaller communitie<, the declining propor-
tion of the popuiation located in~our large central cities,
and the increasingly severe fiscal problems of many of
these cities. A continuation of this pattern is assumed in
our projections. The medium-size agencies—those with
150 to 399 employees in 1974—are projected to increase
their employment at an annual rate of 4 percent between
1974 and 1985, as compared with less than i percent for
agencies with mors than 1,000 employees, and less than

- 2 percent for those with fewer than 75 employees.

The percentage of civilian or nonsworn employees of
police agencies has been gradually increasing during the
past two decades. FBI. statistics indicate an increase in
the proportion of civilians among employees of city
police departments from 10.0 percent in 1960 to 15.3
percent- in 1974. Data for county and state agencies,
available for the period 1970-74, indicate a similar
trend. This trend is attributable, in part, to the growth in
the *‘support-type’’ functions and activities of police
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agencies, associated with introduction of uivic suphisii-
cated technology for police communications, crime de-
tection and data processing, and with related expansion

of administrative staffs. The outlook—as dis- ussed later

in this chapter—is for a continuing gradual trend towards
increased *‘civilianization.™’

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

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

b. Judicial process agenc:es

(1) Courts. Employment in all state and local
courts is projected to increase by 54 percent, from
118,000 full-time equivalent employees in 1974 to
183,000, in 1985. The most rapid employment growih is
~ expected for appellate” level and general - jurisdiction
courts, with much lower rates of employment increase
anticipated for courts of limited or special jurisdiction.
" The relatively slow employment growth anticipated
for limited jurisdiction courts is z3sociated with two
trends, discussed in more detail later in this chapter. The
first is the relatively slow recent growth in caseloads
associated with Part II offenses, and ip juvenile delin-
quency cases, which—in combination—have acccunted

for a major portion of lower court workloads. In part,.

these result from revisions in arrest policies and prac-
tices, reflecting de jure or de facto decriminalization of
certain categories of offenses, such as public drunken-
ness, in many jurisdictions. In part, they reflect increased
reliance upon pre-trial diversion programs, particularly
for juveniles and other first offenders.

The second. trend has been the continued movement

towards consolidation or unification of lower- level -

. courts. Dunng the 1971-73 period, four states abolished

. their lower courts by integration of their functions into '

the general jurisdiction courts; two states moved toward
creation of a smgle tier of lower courts and four states
reduced the number of lower courts. One of the objec-
tives of these reorganizations has been to achieve in-
creased efficiencies in utilization of court manpower.

64

Avallubie cvidence, Jeviewed Qaier 1u Lhis Ghapicl,
suggests that this has in fact resulted. Thus, the employ-
ment projectior: for these courts assumes a coniinuation
of this trend.

The overall:grthh in cougts employment is likely to

" be accompanied by a significant increzse in the rativ of

support personnel ta judges, if recent trends persist.
Between 1971 and 1974, the number of judges in general”
jurisdiction courts grew at about half the rate of total
employment in these courts. S'milarly, the number of
judges in appellate courts grew at about one- -foarth the
rate of total employment. A number of factors probably
contributed to the slower growth of judges than of sup-
port personnel. Judi¢ial positions usually are established

by state legislatures and require passage of new legisla-
“tion which is frequently a slow process. Consequently,

with the growth in workloads and pressure for speedy
trials, adjustmenis were more easnly made by increasing
the number of parajudicial or of administrative and other
support personnel, to facilitate improved calendar man-
agement and to accomplish better utilization of available
judicial mappower. The.much more rapid increase for

court employees other than judges, assumes a continua-

tion of this trend.

(2) Prosecuti>n and legal services. Total full-time
equivalent employment in state and local prosecution and
legal service agencies is expected to increase from
45,400 in 1974 to 78,800 in 1985. The pro;ected growth
rate between 1974-85, of 5.1 percent annually, is ex-
pected to be about half as great as that experienced °
between 1971-74, mainly because of the anticipated
slow down in.the growth of the crime rate. State-level
prosecution and legal service agencies are projected to
grow at a more rapid rate than county or city agencies.
By 1985, state govemment agencnes are expected to -
account for about_31 percent of all personnel in this
function, as compared to 26 percent in 1974,

The more rapid growth of state-level agencies dppears
to be due to a combination of factors. Although local .
govemment -agencies still bear the primary responsibility
for criminal prosecution in all but a few states, there has
been a trend towards strengthening of the role of the
state's attomey general, in coordination or supervnsnon of
certain local prosecution activities and in provn510n .of
technical assistance or training. A major portion of the
recent increase appears due, however, to rapid expansion *
of employment in state legal service offices concemed-
with civil functions, including such activities as con-

“sumer protection, environmental protection and anti-trugt .

units. A continuation of these trends is assumed in the.

projections to 1985. :
A moré rapid employment.growt

prosecutors. and staff attomeys in the

is“-projected for
offices than for
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supporting personnel, based on anaiyses of 1971-74
trends and on responses by prosecutors to the NMS
survey. '

(3) Indigent defense Between 1971 and 1974, em- »

ployment of defenders in public agencies increased by 68
percent, while estimated contract or government-funded
employment increased by 127 percent, with most of this
growth at the state level. Thus, it appears that, while
cmployment in publicly administered defender offices
was in,c:reasing at a rapid rate, there was greater growth
in the use of assigned counsel and other contractual
arrangements. T ’

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

" Although we are projecting slower future employment
growth for the indigent defense function than in 1971~
74, it is expected that the recent patterns of growth—

"including increased use of contract organizations and

more rapid growth at the state level—will hold in the
future. It is expected that in 1985, there will be 10,000
full-time equivalent employees on public payrolls and an
additional 11,000 full-time equivalent individuals who

will provide defense services on a contractual basls with

government funding. -

¢. Corrections. Employment projections for the

-

tour major categories of correctional agencies in state
and local governments are shown in Table IV-4. Thise -
estimates, based primarily on experience during-the . .
1971-74 pericd, indicate a wide divergence in-employ~:

fpent growth rates, ranging from a projected increase of - -+ i -

0 percent for state probation and parole agencies be-
tween 1974 and 1985 to a reduction of 17 percent, for
state juvenile institutions, such as reformatories.

One of the critical variables in these estimates is the

~ future size of the inmate populat.on of state adult correc-
tional institutions, which employ about one-third of all
ersonriel in the corrections sector. These projections
assume that the increase in state prison population which

" began in 1973 will continue in the coming 10 year

period, but at a slower rate than in the peried 1972-75.

“In the latter period, the number of state prison inmates
sentenced to at least one year and a day '.ad increased
from 174,000 to 217,000 according to preliminary esti-
mates. The increase hac been widespread, affecting most
states and regions. Part of the increase was due to the
relatively rapid growth in the population aged -25-34
years, which normally accounts for a-large proportion of
all prison inmates. A major portion of this recent growth
appears to be due, however, to a general hardening of
public attitudes towards scrious offenders, which—in.
turn—has influenced the actions of- legislators, prus-
ecutors, courts and coisectional agencies.

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

TABLE l%—4 :

Current and Projected Corrections Employrhem by Level of Government alnd Function

L1
T

Number of Full-Time

Equivalent Employees Percent Distribution i’ercenl
Occupation (000) ' Change
- 1974-85
1974 1980 1985 1974 1980 1985
O] oo e 203 278 324 100 100 100 60
« AduMt INStUONS o e e 106 145 167 52 52 52 58
Juvenile INSHONS __ o oo oo 43 47 48 21 | 17 15 12
Probation/Parole oo e 46 75 96 23 27 30 109
Acdministrative and other __ . _ .. 8 11 12 4 . 4 4 50
State * e 113 ° 149 173 56 54 53 53
Adult InStitUtioNS = - - - - o e 66 90 104 33 32 32 58
Juvenile institutions . e 29 26 24 la 9 7 -17
Plobanon/l’arolc ______________________________________ 18 33 45 9 12 14 - 150
Loca) ¥ e 81 118 - 138 40 .. 42 43 70
o A7l INSHIUIONS oo mmm o oo m e 40 55 63 20 20 19 58
Juvenile institutions .. _______ A S U U S 14 © 21 24 7 . 8 7 71
Probation/Parole _- .- e e mma S 27 4? - 51 .13 15 16

89

— - A . . .
 Source: The 1974 distribution of correction employment is from L!’A\’ke nsus. Elpentlllurt and Employment Data for the Criminal Justice System., 1974, Tables 9. 45, 46. and 47. These
estimates exclude employment in **miscellancous™ correctional agencies, 1980-85: NPA Projections (see text and Volume V1).
. Emmalu of total focal employmcm by function were based oft distributions of employment in 384 ci ie. and 312 counties which represented 80 percent onoul focal com:chonumploymcm
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expected to slow down the growth o” srisoner population
during the period 1980-85, resuiting in an estimated total
of 252,000 in the latter yzar. The latter estimate is hugher

~ thanan _al_tematlve projection of 233,000, which assumes
“'that the ptison population in 1985 will maintain the same

proportion of thepopulation in each age group as it did in
1974. It is miuch less than the total of 435,000, in 1985,
which would resﬁl‘t.,,if the rate of increase for the 1972-75
pericd were maintained over the next 10 years. The
lait=r projection is corsidered improbable because in-
mate populations in a large proportion of prisons are
already at or above designed capacity, and further large
increases would Tequire major increases in public
eroenditures for both new prison construction and opera-
tion.

Based on our assumption o] a more moderate long-
term growth rate in prison population, full-time equiva-
lent employment in state adult institutions has been
projected to increase by 58 percent, from 66,000 in 1974
to 104,000 in 1985. The latter estimate allows for some
continued reduction in staff-inmate ratios, with a further
differential increase in the proportion of treatment and
education specialists. A more rapid giowth in inmate
populations than projected would not ne-essarily be ac-
companied by a corresponding increase in prison staffing,
since the more overcrowded prisons have tended to have

significantly lower ratios of staff to inmates, than have
- those where inmate populations are below designed ca-

pacity.

Overall employment in state and local juvenile correc-
tions institutions is projected to increase By only 12
percent, reflecting an assumed continuation of the trend

—towards Geinstitutionalizatién of certain categories of

juvenile offenders, as well as the projected decline in the
teen-aged population. The projection also assumes a con-
tinued movement of tne youthful inmate population from
state-operated reformatories or similar facilities to
community-based residential and non-residential pro-
grams. As a result, employment in local public juvenile

" facilities is expected to increase by 71 percent, as com-

pared to the projected reduction of 17 percent, in state
institutions. These projections du not refleét the probable
contmued growth of employment in those local juvenile
‘residential programs, such as halfway houses, which are
publicly funded but operated by private agenueq on a
contract bass.

Employmenit in local adult :nstitutions=—mainly jails
operated by sheriffs' depantments—is assumed to in-

-crease from 40,000 to 63,000 over this period, or at

about the same rate as state prisons. Since a number of
states have resorted to the practice of retaining, of assign-
ing, state prisoners to local jails, due to severe prison
o-zrcrowding, continuation of the recent rapid growth
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trend in imprisonment would probably also require a
more substartial increase in loc‘ﬂ Jail statfs, than pro-
jec.zd. '

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

B. Manpower Implications -
of Key Criminal Justice Trends

~“Although the above projections have been presented in
arelatively precise form, they are subject to considerable
margins of uncentainty. These stem, in part, from the
limitations of available data on current and past employ-
ment in the various categories of criminal justice agen-

‘cies and occupations. In part, they stem from our very

)mperfect knowiedge of the complex of forces mﬂuenc-
ing crime rates, and from our limited capablhttes to
project longer-range economic trends, which influence
both crimne rates and the levels of expenditures of crimi-
nal justice agencies.

More important, however, is the fact that the cnmmal
justice  system—and particularly the = correctional
sector—has bren highly controversial, in terms of its
basic objectives, strategies and organizztional structures. .
The explosive growth in serious crime dusing the past
two decades has resulted in a wide range of natiohal- and
local initiatives designed to modify past pohcne% orprac-'
tices of criminal justice agencies. These hdve ranged
from broad-gauged recommendations to limit the :cope
of the criminal justice process itself, through such
measures as °‘‘decriminalization’’ of certain offense
categories or by diversion of some offenders to.treatment
outside of the conventional correcttonal framework,
other measures whlch would have the opposite effect, by
imposing mandatory p ison sentences on certain offender
categories. They have a]s\r&mcluded many recommenda-
tions to increase the effectiveness of these agencies
through a variety of organizational reforms.

Based olt;:advnce from a panel of leaders in the criminal
justice profe‘anon. a number of these trends or innova-

-
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tions were selected for closer exanination through the
NMS survey questionnaires, through field visit ‘inter-
views and literature review. These included:

¢ Decriminalization

o Pre-trial diversion programs

e Sentencing policy changes

e lncrease use of ciyilians in police agencies )

‘e Team policing

» Consolidation of small police departments

e Court reorganization

o Community-based corrections programs.

The following seciions summarize findings on the

npower implications of these trends.

1. Decriminalization. A lasge number of behaviors
subject to criminal prosecution ufider existing laws deal
- with such offenses as public drunkenness, possession of
- parcatics, gambling, prostitution, and sexual deviance.

‘Offenses of this type impose a very substantial workload
upon the police, the lower courts, prosec utor offices, and
the jails. They all fall under the category of *‘victimless'
crimes. Although these activities contravene existing
“moral codes and standards of behavior, in most instances
the sole victim is the offender himself. As recently as
1969, arrests for offenses of this type contituted about
one-half of all arrests of police agencies.

Advocates of law reform have ther:fore proposed that
certain of these offenses be ‘‘decriminalized’* ¢nd han-
‘dled, where appropriate, by agencies outside’ of the
criminal justice systgm Such recommendations have
frequéntly been made with respect te drunkenagss, gam-
blinz, possession of small amounts of marijuana, and
centain types of sexual deviancy. 2

Of these offenses, formal * ‘decriminalization’’ actions
through appropriate changes in legal codes have been

mainly confined-to public intoxication. Following a long

line of Supreme’ Court decisions, offenses related to
excess use of alcohol with no harm to others have teen
~valtered -or ~elin:inated, in a number of jurisdictions. In
addition—on a more extenswe basis—arrest policies have
been modified by police and prOSecutors tc “educe arrests
for certain types of offenses: -0 order to concentrate their
‘resburces on more serious rime or, in some cases,
because crowded jzils and ctfun calendars have dictated.
‘such action.

For this reason, the NMS queried pohce chiefs and
prosecutors concerning the extent to which arrest policies

had been changed in their jurisdictions for specified of-

fenses in the previous 5 years (either through legisla-
tive, judiciai, or administrative actions), and about the
‘effect of thest changes upon the number of arrests. The

marjuana possession, pornggraphy, and homosexual
behaviour {see Table IV-5).
These responses by eiecutives can be compared with

actual trends in an:st raies for certain offenses since

- 1970 as reported to the FBI. These data :ndicate a net

reduction in the numper of arrests for 10 ‘‘victimless'’
crimes from 3,963,000 in 1970 to 3,664,000 1n 1974. A
more detailed analysis indicates sharp reductions in both
gambling and drunkenness arrests but incre: :s in pros-
titution and marijuana arrests over this period. Arrests
for all such crimes, exclusive of narcotics offenses, de-
clined from 43.7 percent of tctal arrests in 1970 to 33.1
percent in 1974.

Despite these trends, when police chiefs and pros-
ecutors who reported reduced arrests for these causes
were quened as to the effect of this reduction upon their
agencies’ manpower requirements, about 90 percent of

the police chiefs afid more'thzn 80 percent-of the pros-. ..

ecutors rcponed that these changes had not affected their
agencies’ manpower requirements. The proportions of

executives repor.ing reduced manpower réquirements as.

aresult of decreased arrests for these causes ranged from

5 percent to 8 percent for police chiefs (depending upon

the arrest category), and from 12 percent Fo 16 percent,
for prosccutors.

TABLE V-5

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

as Reported by Police Executives
(Percent distribution)

Arrest Policies Changed

Arrest
Offense ; Total Artests Amests  Amests Not U:'::; 4
Decreased Increased Changed .
Public intoxi-
- cation -_. - 100.0 48.1 7.6 8.3 36.0
Possession .
of.small
amounts of :
tarijuana - '00.0 49 8.4 12.9 33.8
Prysstitution _ 100.0 12.6 6.5 20.9 60.1
Homosexual
acts be-
- twien
consenting
adults ___ 100.0 241 1,2° 22.0 " 52.6
S:¢ling pomo-
graphic ma- ‘ }
" terial -—-~ 1000 29.3 8.6 18.5 43.6
Gambling _.  100.0 " 163 8.4 19.9 554 °

< . .
~ .Source: NMS Executive Survey. Police Departments in jurisdictions with 17.000 or more

il

results indicated that, where changes had occurred, the ef- population. (N=1.150- |

\ - . ‘
\ fect of the changes was predominantly to reduce arrests,
* particularly for such offenses as public intoxication,

These results may appear surprising. Enforcement of .

laws concerning ‘‘victimless’’ ‘crimes clearly entails
' ~

L - o '
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some measurable cost in terms «f police etfort in ap-
prehension and booking of the violator, filing of reports,

. and time spent in courts. Thus sample analyses of pclice

and detective ;nan-hours by activity in two jurisdictions
resulted in estimates of between 1 and 2 hours of
time per drunkenness acrest, and 15-25 hours, pe-.
gambling arrest.?

One explanation for this rcsponsc is that the time spent
on the most frequent of these offenses, that of public
drunkenness, is in fact quite smal! per arrest since the

~ police objective is to simply get the ofiender “‘off the

street’" rather than to prosecuté. Mo.eover, as a practical
matter, police officers are frequently called upon to take
some aclion to assist intoxicated individuals, even
though they are not formally artested.

Mecre generally, the responses of both police execu-
tives and prosecutors may have been cenditioned by the

_ fact that, in the face of continued m&mascs in the rate of

serious crimes, o ‘erall agency workloads had increased
ovér the previous 5 vears; hence. any personal savings
resulting from reduced arrests or prosecutions of thes~.
cases had not resulted in any net reduction in personrel
needs. Y ’

Tt should be noted, too. that in many jurisdictions,
county and state prosecution offices play a limited role in
prosecution of many of these offenses; which are often
summarily disposed of by local police and magistrates or 4
by juvenile courts, without any direct involvement of
either pl‘O\CLUlth or defense attormeys.

A continuation of the trend towards reduced arrests for
certain categories of victimless crimes, would thus an
balance, appear to have a limited overall impact upon the .
demarid for criminal justice personnel resources. by
police ~executives and prosecutors, but—at a
minimum—offers'the potential for more effective utiliza-
tion of their resources for more essential dLllVlllCQ

It is probatie, moreover, that one of the major ben-
eficiaries of.the reductions in arrests of this typg: have

s

" been the lower courts, in which these cases ar: mainly

handled. Employment in municipal courts increased by
only 10 percent betwcen 1971 and 1974, as contrasted to
increases of 19 percent and 24 peregnt in state and county
courts, respectively—possibly due. in part, to thc slow- .
down in caseload growth for these causes.

. Pre-trial diversion. Diversion, as it has been de-
ﬁn..d by thé National Advisory (,ognmw.mn on Crinitaal-.
Justice Standards and Goals, is thc‘ﬁaltmg or susperding
of formal criminal or juvenile justic proceedings against
an individual who has violated a criminal law, in favorof ,
processing through a noncriminal disposition. Forms of
diversion are practiced, often quite informally, by all
componen:s of the criminal justiéc systéem. As exarples,
police may exercise. discretion in determining whether

F »
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formal* charges should or should not be Erought against
an individual. Intake workers in juvenile court may di-
vert children who in_their jedgmeni could be better
served by social and rehabilijative measurés rather than
formal and usually punitive court p.>cessing. Pros-

_ecutors may screen out cases which they judge to be

minor or nonharmful behavior. Even following adjudica-
tion. judges and corrections officials have options for the
use of treatment rather than punitive alternatives. The
National Advisory Commission endorsed diversion, in
‘-apprcpfiate cases,”” both as a means of compensation
for the tendency of criminal codes to result in *‘overcrim-
inalization’ in certain offense categories and because
diversion_broadens access to commum'y resources for
rehabilitation of offenders.* .

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

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

» About 3!4 percent of chief probation-parole ofﬁcers
reported | ithe availability of adult pre-trial diversion
progmmgl other than deferred prosecution in their
Junsdlcufms. There appears to be a definite expecta-
tion of greater participation and utilization by proba-
tion agencies of pre-trial diversion programs. About
30 percent ofRthe agency executives expect an in-
crease in the assignment of probation/parol€ officers
to diversion=progtams th the next 2 years while
ouly about 2 percent expect a deciease.

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

When queried about the effects of pre-trial diversion
programs upon agency workloads, a large majority of
both prosecutors ang dnfendS;s who reported that such

t
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programs were in effcct, indicated tat these programs
had not affected their workloads. However, where
changes in workloads were attributed to these programs,
a very large proportion of all defenders, and about two-
thirds of. all prosecutors in agencies with 10 or more
employees, reported that the effect was a reduction in
workloads. : .

Although diversion may occur.at any stage of a crimi-
nal proceeding, the greatest effects in reducing work-

‘Joads should be on correctional facilities. In the absence

of.a comprehensive analysis of offender flows—and of
the effect of existing diversion programs upon these
flows—no quantitative assessment of the effects of these
programs on the latter agencies is available. It is likely
however, that increased reliance upon both formal and

‘informal diversion practices contributed significantly to

the decline in juvenile institutional populations, and—to
a lesser extent—to the declining trend in adult inmates
prior to 1972. _

3. Sentencing policy trends. While- revised arrest
policies and pre-trial diversion prograras have some ef-
fectin red .’
throsh 5
tic .+ neve the o sposite efiect. This includes the trend
towzzis determinate or *‘fixed’' sentences, and towards
mandatory minimum sentences for certain categonca of
offenders.

" a. Determinate sentences. Under typical existing

sentencmg practlces, the prosecutors and courts exercise

wide discretion in determining whether convicted offend-
ers will be incarcerated and in setting the length of their

sentence. Parole boards, similarly, exercise wide discre- -

tion in determining the length of imprisonment. This
discretion is exercised through the widespread practice of
plea bargaining and through the equally widespread prac-
indeterminate sentencing,’”” which—in effect—
relegates to parole boards much of the decision-making
authority on actual 'lerigth of incarceration. A completely
indeterminate senténce does<not have any fixed date by
which the offender must be released. For example, until

recently the California indeterminate sentencing laws

permitted.felons to be incarcerated from one year to life,
release being entirely a matter of parole board decision.

-A~more typical indeterminate sentence (also called an

indefinite sentence) provndeS\for a broad range, €.g., |
to 5 years, within which the parole board has discre-
tion to release an inmate. Under this practice, the sen-

. tenced individual may be released at any time after the

Q
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first year of incarceration, but must be released after 5
years.

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

- flows of certain caiegories of offenders -
© ystora, receit trends in sentercing legisla-

‘speculative,’’

4 nxeu sentencing policy, we fwentieth Century Fund
Task Force on Criminal Seniencing recommended th:at
**for each subcategory of crime. . .the legislature, or a
body it designates, adopt a presumptive sentence that
should generally be imposed on typical first offenders
who have committed the crime in the typical fashion.”’ 3

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

The l~ng *erm irmpact of these proposals upon prison
populations and related staffing needs cannot be deter-
mined from available information. This will clearly de-
pend upor the relationship in each state between the
actual average length of imprisonment under previous .
practices as compared with those specified under fixed =
sentencing rules. Thus, the recently enacted California
law establiches a series of fixed sentences ranging from
2 to 6 years for most crimes, in place of the previous
open-ended indeterminate’ sentences often rariging from
1 year, or § years, to life. In assessing the probable
impact of this law upon future inmate population trends,
an official of the California Department of Corrections
estimated that the short-term effect might be an initial
reduction in prison population, as prisoners serving
longer sentences were released under the new law, but
projected a subsequent stcady rise in prison population.
However, these estimates were ;considered ‘‘highly
.prior to accumulation of several years of
experience under the new law.”

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

b. Mandatory minimum_sentences. A closely re-
lated sentencing reform, which has been actively sup-
ported by the Federal Govemment, would require the
imposition of mandatory minimum sentences for certain
categories of offenses or offenders. This was one of the
major recommendations in President Ford's Crime Mes-
sage to the Congress in 1975. Noting that a la. . propor--
tion of individuals convicted of felonies, including repeat
offenders, are not actually imprisoned, President Ford
recommended that, in the case of federal offenses, in-
carceration be made mandatory for: **(1) offenders who
commit violent offenses under Federal jurisdiction using
a dangerous weapon; (2) persons committing such ex-
traordinarily serious crimes-as aircraft hijacking, kid-
napping, and trafficking in hard drugs; and (3) repeat
offenders who commit federal crimes—with or without a
weapon—that cause okllave a potential to Cause personal
injury.”’ ® The President also called upon the states to

55

o)
QD



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

. The many uncertainties related to an assessment of’

these impacts are illustrated by experience under the
ﬁmandatory pnspn requlrement for certain of[enders,
enacted in New York State in-1973. This legislation
imposed plea bargaining restrictions and mandatory
prison sentences on offenders convicted of ce‘tam drug
felonies and on all second felony offenders. A prelimi-
nary report by the Drug Law Evaluation Pro_p/ect of the
New York City Bar -Association, based on 2 years of
experience under this law, found that one effect of the
law was to srgmhcantly raise the demand for trials in
drug-felony and ‘*second offender’* cases with resulting
increases in case backlogs. The result was 'l sharp reduc-
tion in-drug cases processed and in drug eonvrctlons in
‘the 2 years followmg passage of the law. The likeli-
hood of a prison sentence fo,.. . wing arrest increased, for
drug felonies, in only two of the seven jurisdictions
studied (including New York City), but did not increase

in any of the jurisdictions for other 'r'elznies Although -

" the'new drug laws may have facilitated ¢nforcement by

" providing: greater incentives to offenders to provrdc in-
formation to the police, there was no évidence dtlrmg
this initial penod of any significant red :tion in either
drug crimes or: drug usage attributable to the new law.?

- The generally negative results of this pplicy, to date,
may-—of course—be attributable to-the: hm\ted period of
time that the New York law has been in operation. This
experience does, however, confirm earlier qbservations
that a *‘tougher’’ policy on imprisonment of offenders
can only be implemented if additional resources are

’ provided to both correctional institutions and, to other
agencies, €.g., courts and prosecutors, which have the
responsibility of implementing these policies. lf these
policies do prove to have the desired deterrent effect
there may be some offsetting savings resultlrg from

- reduced crime rates. However, the latter could only be

_expected to matelllialize over some longer-term period, if
at all. _ l |

4. Police agem,\ yrganization trends. Among varlous
recent proposals ‘for improving the effectiveness: \of
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pulice agencies, three issues were selected for examina-
tion. These were increased use of civilians, teain polic-
ing and-Consolidation of small departments.

a,/Civilianization. Police departments and sheriffs’
offices, traditionally, have been predominantly staffed at
all levels by swom officers. Civilian or nonsworn per-
sonnel, where utilized, were t'ypi<':ally assigned to routine
clencal or administrative dutles or to certain lower-level
support functions.

A number of recent studtes, including that of the .
National Advisory Commission on Criminal Justice
Standards and Goals, have récommended increased utili-
zation of civilians for a number of reasons, including: .

e The lower costs assogiated with the use of civilian
personnel, as illustrated by a recent Urban Institute
study which.indicated that salaries of civilians aver-
age 23 percent lower in selected cities than those of
sworn officers in similar duties. !°

. @ The growing need for specialized admiriistrative,
technical, and professional skills not normally pos-
sessed by the swom officer; and

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

Available data, based on FBI reports, indicate a -

. gradual trend toward increased utilization of civilians in

police departments. Between 1960 and 1974, the overall .
persentages of clvmans in city police Jepartments rose -
from 10 percent toanore than !5 percent. Departments in
lasger cities wrtl: a broader range of administrative and
technical functions tend to employ a larger percentage of
civilians. v

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

Based on this evidence, the NMS manpower projec-
tions assume that the propomon of non-sworn personnel
in all pOllCC departments will increase from about 21.7
percent.in 1974 (in full-time equivalents) t024.9 percent
in 1985, an increase consistent with past trends. An even
larger overall increase would probably be desirable, from
the standpoint of effective personnel utilization. How-
ever, the projected slower rate of growth in total police ~
employment—and probable ‘opposition from unions to
any shift which would significantly curtail police officer
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career opportunities-—can be expected to serve as a con-
s(r‘wt on more rapid growth in’police uvnllanuauon

. Team policing: The conventionai policing
strategy\involves central command of the patrol and
investigative operations. Patrol officers and their super-
visors operat > out of precinct stations on a shift-by shift
basis and are frequently rotated throughout the agency's
total geographical jurisdiction. Patrol personnel usually
are not responsible for investigating the crimes to which
they respond. The reports are tumed over to the inves-
“tigative bureau and assigried to detectives. The detectives
operate out of this bureau on a shift-by-shift basis and

work on their cases primarily independently of the patrol -

officers who initiate the reports. ”

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

Police departments should cominence ex-
perimentation with 2 team pohcmg concept
that envisions those with patrol and investiga-
tive duties combining under-unified command
with flexibie assngnmenls to deal wnh the
crime problems in a defined sector.’

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

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

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

If a police agency compleiely reorganizes into a team

N

policing mode of operation, what is the overall net effect
of this change upon the agency's manpower require-
ments? In their study of team policing, Bloch and Specht
concluded that it does-not require more personnel than
conventional methods.'* NMS field analysis findings
tend to corroborate this conclusion. In none 2f the three
agencies visited by NMS staff that have adopted team
policing did the changeover to team poiicing itself néces-

_sitate the hiring of more patrol officers. One of -the

reasons given for adopting team policing is that it is
believed to increase the level of services without increas-
ing the staffing level.

The team policing concept may, however,: have a
somewhat greater impact on qualitative personnel re-

. quirements, since it entails a combination of patrol and
_investigative functions,'ﬁxs breaking down the tradi-
f

tional specializations of patrol officers and detectives.
The limited NMS field observations of agencies with .
team policing suggest that—if this strategy is more-ex-
tensively adopted—ii may produce a demand for in-
creased training of patrol officers in investigative skills,
such as evidence collection, and in community relations,

*as part of the development of a more broadly-trained

**generalist’” officer occupation.

c. Consolidation of small police agenues Most
major policy-level studies of the organization of police
services in the United States have been highly critical of.
the fragmentation of local law enforcement efforts
among large numbers of small agencies. The National
Advisory Commission on Criminal Justice Standards and
Goals noted, particularly, that very small local agencies
are incapable of a full-range of police services and suffer

‘from inadequate staffing. It recommended a variety of

arrangements designed to <hare or pool certain special-
ized services, such as laboratory services, information
systems and intelligence and communications systems,
on a statewide or areawide basis, and that - ‘‘at a
minimum, police agencies that employ fewer than 10
sworn employees should consolidate for improved effi-
ciency and effectiveness.”” '*

Although the NMS surveys did not attempt an inde-
pendent assessment of the relationship between agency
size and agency performance, its extensive survey cover-
age of a sample of over 1,515 executives of ‘‘small’’
police and 2%6 *‘small’" sheriffs’ agencies has permitted
identification of a number of special personnel problems
of these agencies.

e As reported in Chapter V., personnel turnover rates
have been exceptionally high for these agencies. In
1973-74, voluntary resignation rates of swom offic-
ers averaged 22 percent for police agencies with
fewer than 25 employees, and 39 percent for sheriff
agencies with fewer than 25 employees. The rela-
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tively low salaries of sworn officers in these small
agencies, the linii-2d opportunities for advancement,
and their grea:”/ <*iance on part-time personael
were among the contributing facter.

e High per50nnel turnover, in tumn, results in a lower

experience ‘level of the officer force, and increases
the importance of adequate training of personnel in

these agencies. Yet over 30 percent of police and .

sheriffs’ agencies with fewer than 25 employees
reported that they provide no formal training to their
new recruits, whereas all but'a small percentage of
“larger agencies provided such training. Moreover,
among the small police agencies providing recruit
training; only 8 percent met the recommended
standard of 400 hours.

e Hiring standards also tend to be significantly lower

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

o In assessing their agencies’ manpower problems,
relatively high proportions of the chiefs of these
small pohce agencies identified *‘inadequate tmm-
ing ofpersonnel" and * *high personnel turnover'
their *‘most serious problem’'—27 percent of re-

- spondents in the case of training, and 16 percent in
the case of personnel turnover. It is also significant
that, among various types of services typically pro-
vided to small agencies by other law enforcement
agencies, training ranked highest as the category of
service these chiefs expected to expand in the hext
two years. '

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

The manpower projections described earlier in this
chapter do imply some continued trend-in this direction,
since they indicate that the proportion of total employees
of local police agencies accounted for by agencies with
fewer than 25 emrloyees in 1974 will decline from 22.2
percent in 1974 (0 21.0 perccat in 1985. In vic v of the
obstacles to a large-scale consolidation ‘‘movement,’
this may be a realistic assessment of the outlook for the
coming 10-year period. :

5. Court unification. All major assessments of the
court system have highlighted the need for unification
and consolidation of the mulu-tiered, decentralized or-
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ganizational structure .f the courts, §till prevailing in
ost states. Emphasis has been placed, particularly, on
the need jo reform and upgrade the lower court structure,
as a necessary step towards increased efﬁcnency and
equity in the adjudicative process. The National Advi-
sory Commission thus recomnmended that state courts
should he organized into a unified system financed by the
state, that all trial courts should be unified into a.single
trial court of general jurisdiction and that criminal juris-
diction -now in courts of limited jurisdiction should be
placed in these unified courts, with the exception of

" cenain traffic violations.!®

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

" In many areas of the country today, a potential
litigant discovers that he can choose between

~ the original jurisdiction of either a state court,

a county court, or one of several municipal
based courts. '®

At a minimum, unification of courts has meant a
consolidation of functions in a structure that is more
organized and more manageable as a unit than were the
separate component pieces. But it is important to stress
that court consolidation has taken a variety of forms,
which Gazell classifies as five pattems.'” These range from *
consolidation of all courts in selected counties or cities,

to establishment of a single statewide trial court of gen-

eral jurisdiction and abolition of all lower courts. As
measured by the number of tiers, between the years 1936
and 1970, 17 states partially unified their lower courts
while retaining two or more tiers with fewer tnbunals,
three states consolidated lower courts into a single level,

. and one state abolished its lower courts.'® Since 1970,

four.states have altered lower courts without unifying
them, four more states have reduced lower courts to two™
tiers, two states have moved toward one tier systems, . -
and three states have at least temporarily abohshed lower
courts-in their jurisdictions.

Clearly, lower court-unification is a change that is
taking place by degrees. Tae degree of court unification
ig various states has been measured by Gazeli, using a .
sgile consisting of seven variables. These are based on
the extent to which various forms of managerial control
are exercised, on the presence of intermediate appellate

courts, the kinds of general tria! courts and the kinds of '

lower courts. *‘Unification scores**, based on this scale’
range from a low of 2 (Mlssnsmppl) to a high of 25 (North
Carolina).

An obvious questlon is the effect of lower-court unifi-

* cation upon employment trends. We would expect that

those states that extensively modified their courts system
experienced less growth in judicial employment than

= ":'
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those that did not. This is not an unreasonable expecta-

tion since lower court unification frequently involves

elimination of the positions of some judicial personnel.

Indeed, one of the mmajor stumbling blocks to any trial
court unification effort has been the difficulty of con-
solidating the work of limited jurisdiction courts. The
reasons for this are political: unification almast always
results in the elimination of inany quasi-judicial
positions—usually justices of the peace—and causes
local jurisdictions to lose not only some control, but also

- revenue from agencies that were formerly considered
. “‘their’” courts.

There does appear to be a relationship between the
degree of unification and the change in employment
between 1971 and 1974 (Table 1V-6). States coded by

-Gazell as having high degree of unification report a much

slower growth in judicial employment in the 1971-74
period than states that have not made much progress
towards unification. The disparity in employment growth

- is most evident a7 the state level where there is a four-
fold difference between states included in the “high™

“category and those in the ‘‘low’" category.

Caution must be exercised in interpreting these data
‘because, obviously, alternative explanations are possible
for these relationships. 1t must be kept iri mind that the
changes included in this classification scheme have oc-
‘curred over a considerable period of years. Unification as
a process began-in 1936, and continues up to the present

time. Also, a simple classification scheme cannot take

into account the varying rates of growth of criminal and
civil caseloads among the states, or of other factors
which mignt contribute to the differential growth in court

* employment.

+ The NMS manpower projections for state and locul
courts are consistent with a continued trend towards
court unification and related management reforms. The
slowest rate of employment growth in the judicial pro-

_ cess sector has=been projected for the\lower courts.

Moreover, the projections also provide for.a significant
‘increase in the proportio~ of non-judicial personnel in
state trial and appellate-level courts. This is €xpected to
result, in part, from the need for additional s’pecialized

- professional, technical and administrative personnel to.

manage a more centralized court system. ,

6. Increased use> of community-based correctional
facilities. In the face of the apparent failure of conven-
tional prisons or juvenile tr ining institutions to ac-
complish rehabilitation of offenders—and of the high
éost of inmate maintenance in these institutions—
correctional réformers have placed increased emphasis
apon the role of “small community-based facilities.
These, according to the President’s Commission on Law
Enforcement and Administration of Justice ‘‘offer a

middle ground between the often nominal supqrvision in
the community provided by probation"services and con-
finement in an institution.” '* The National Advisory
Commission on Criminal Justice Standards and Goals
simiiarly recommended transfer of most adult inmates
from the large existing state institutions to community-
based programs, as well as an eventual phasing out of the
use of the state institutions for juveniles and youths.2®

“TABLE IV-6

Percentage Change in Full-Time> Equivalent Judicial .

Employment by Degree of Lower-Court Unification
and Level of Government: 1971-1974 b

Level of Government ©

- Deygree of -
Umification * ~ Total State Local
Low: 0-10 .
(7 States) —co-mccemmmmm—mmmm 26 © 40 24
o4 .
(14 states) —ccooommmaeo—mee- 22 36 19
15-18 ' .
(16 SIAES) e e m - 20 26 18
Higa: 19-28 .
(13 States) - coemnmnmm- 15 o 17

» Spurce: James A. Gazell, “"Lower-Court Unification in the United States,” p. 660.
5 Suurce: 11.8. Department of Justice and U.S. Department of Commerce, Expenditure ard
Emplovment Data for the Crim:nal Justice System. 1971 and 1974, - .
< Percentage changes are weighted averages.

-

Community correctional centers—although varying
widely in specific characterigtics—can be classified into
two major categories: pre-release centers for aGult. of-
fenders, and halfway houses, which may be utilized for.
either -adult or juvenile offenders. Pre-release centers are
usually small facilities ¢100 residents .or less) in which
inmates stay for the final parts of their sentence as briefly
as two weeks or as long as a year or more and participate

. in a wide range of community release programs. Half-

‘way houses are often similar to the pre-release or com-

munity correctional centers, when utilized for adult &
offenders, except that residents have already been paroled
and are living at the facility as a condition of that parole. .

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

facilities generally handling between 5
and 30 adjudicated offenders and situated in ur-
ban locales. They are distinguished from in-
stitutions not oniy by their smaller size and
community location but also by their en-,
couragement of offenders’ attendance at local’
schools or involvement irf local employment.
. This definition excludes nonresidential or
‘day treatr ient’. programs although in some
states a few offenders are allowed to live out-
side the residential program.®!
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Halfway houses are usually (but not always) operated by

private organizations under contract with a State De-

partment of Corrections.
Only partial statistics on commumty correctional

center inmates_and staffs are available at present. The
+1974 Census of State Correctional Facilities, covering all
"states other than Massachusetts, reported that of a total of

188,000 inmates, -about 9,000 or 4.8 peicent were con-
fined in some 158 “commumty centers,’”’ nearly 3,000
of the inmates being reported by North Carolina alone.
These included both publicly operated and contract
facilities. Almost all were classified as **‘minimum secu-
rity”” facilities. OF these 158 centers, 137 had fewer than
20 full-time staff positinas. -

‘The National Assessment of Juvenile Correcuons re-

ported a total average daily populanon of 5, 663 juveniles -

in more than 50 separate state- related community-based

resrdentlal facilities during 1974. These accounted for -

17.7 percent of the-total number of juveniles in state

- residential corrections programs. The total covered both

privately operated and state operated programs, and con-
trasted with a much lower LEAA/Census estimaie of
1,218 youths assigned to state-operated commumty cen-
ters alone in 1973.22

. Although the above data sources are not completely
comparable, they indicate a much greater relative utiliza-

tion of community centers for juvenile progranjs (17.7
percent) than for adult inmates (4.8 percent):

»

Some additional insight on current and anticipated use

. of community-based programs is provided by-responses

of correctional executives tc an NMS question concemn-
_ing the functions performed vv their agencies (Table
IV-7) Nearly one-half (46 percent) of the executives of
both 7dult and juvenile institutions reported that they
‘were
or Halfway houses. However, a somewhat greater pro-
pottion of heads of juvenile agencies, 39 percent, re-
poned that they .expected increased staffing nee” ; for
either. existing or planned community programs in the
next-two.years, as compared with 31 pércent of the heads
of adul('ti'orrectlonal lnstltuuons

The rather extensive use of some form of
community-based facility—although on a. “small
scale—was also confirmed by the field visits of- NMS
staff to correctional activities in 10 states. _Eight of these
10 states reported operation or use of small,
community-based correctional facilities for adults.
. Among «these the- largest number of community-based
facilities for adult corrections was 23 and the smallest

- number was 3. Ratios of inmates in institutions to in-

mates in community-based facilities varied, but—in each
state visited—the residents of adult community facilities
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currently admlmstcung community-based facilities .

TABLE IV-7
Responses by Correctional Executives on Current and
" Expected Use of Community-Based Facilities or
Halfway Houses, 1975

Adult Juvenile
Institutions Institutions
Number responding _______________ 208 ~560
Percent Distribution: ! . o _
Activity currently performed, total _ 46 45
Manpower needs will increase . :
in next two years ___________ 24 . 2
Manpower needs will stay about )
thesame __________________ o220 . 18
Manpower needs will decline ___ 2 1.
Activity not currently performed, .
total .. 54 55
Will not-be added in next two ) ‘ -
years —_____ Cicceniea .47 - 43
Will be added .. © g 12
Total _____ L ___ - 100 100

- Note: Percentage detail may not add o 100 percent due to rounding.

Source: NMS Executive Surveys. 1975.
represented only a small propomon of the total number
incarcerated.

Specific ﬁndmgs based on these ﬁeld interviews, are

summarized below: . .

o Most of these correctional depanmen*s used
community-based facilities for adult inmates nearing
-the end of their prison sentence or for those ap-
proaching parole eligibility. None of the depart-
ments sampled indicated that such facilities were

"used for ‘housing newly committed offenders or
those persons with long amounts of time remaining
until potential release.

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

e While there is a strong commitment fo community
corrections, caution and selectivity are being exer-
cised in placing offenders in community-based
facilities. While -increases in’inmate populations
result in pressure upon administrators to keep com- i
munity facilities filled to maximum levels, adminis-
trators are also pressured to select inmates who have
demonstrated *‘readiness’” for such an experience in
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order to avoid adverse community reactions.

o NMS staff expected that there would be significant

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

_In contrast to-the relatively limited and supplementary

role of community-based institutions for adults, these

programs have be¢n advanced as a.major altemative to
institutionalization in the case of juveniles, on the
grounds that they are more humane, more effective, and
less costly .- The-sharp decline in the number of juvenile
inmates in state training centers—from nearly 41,000 in
1969 to 25,000 in 1974——combined. with indicators of
growth in the community-based programs, suggest that
this trend has, in fact, occurred. Moreover, as noted
above, nearly two-fifths of the 500 juvenile corrections
executives responding to the NMS survey in 1975 antici-
pated an increased use of community-based programs in
the next 2 years. - . ) -

Only one state—Massachusetts—has actually im-
plemented a program of complete deinstitutionalization
of its juvenile offenders. In 1972, all of the state’s
juvenile training centers were closed. As of August
1975, of 1,864 youths sentenced to the state”s Depart-
ment of. Youth Services, 1,378 had been assigted to a
variety of nonresidential programs or were Lving at
home under minimal supervision, 167 were in foster care
homes, 214 were in group care facilities, and 105 in
secure programs.z® Although no other state had gone as
far as Massachusetts, 3 other states—South Dakota,
Minnesota, and Utah—had assigned between 50 and 60

* percent of -their juveniles in residential programs to .
_ community centers by 1974, and an additional 8 states
had deinstitutionalized between 25 and 50 percent of
" their juvenile residential inmates.?* '

The Umited available  evidence on results of
deinstitutionalization of juvernilesis still not conclusive.

Preliminary and partial tesults of a follc-up study of the

Massachusetts experiencs, by Lloyd E. Ohlin and as-
sociates, have indicated few significant d:fferences in
juvenile recidivism rates since deinstitutionalization,

‘compared with those of a control sample for 1968, prior
“to initiation of the nrogram.?® From a cost standpoint, it

appears that the per capita costs of custedy in
community-based, mainly privately operated, facilities
have been much lower than in state training center
However, these savings have been partly offset, o date,
by the continued maintenance, of the state training centers

and staffs in states other thanvMassachusetts, and by their

hisher nar oapitn cocte wnder conditions of declining
inmate populations.?® . A

From a l(;nger-range manpower standpoint, a con-_
tim‘ed trend towards “deinstitutionalization . clearly im-
plies a reduction in staffs of state operated training
centers after some period of adjustment, but an increase
i personnel needs for largely private comimunity resi-
dential centers, as well as for juvenile probation activ-.
ities. " . :

.;“ .

C. Conclusions on Manpower Outlook

_ This chapter has presented a series of manpower pro-

jections designed to describe the probable growth trend

in the major categories of state and local agencies and
occupations which comprise the criminal justice -system.'
One basic premise underying these projections was that
the future demand for criminal justice manpower will be '
strongly influenced by broader trends in the nation’s
economy, as well as by more specific trends affecting the
incidence of crime. A second key assumptior: was one of
continuity between trends in relative employment growth
rates of the recent past and trends in the coming ten-year
period. ) : : . B ; T

. The longer-term outlook, portrayed by these projec-’

 tions, is essentially optimistic from the, standpoint. of

the capability of criminal justice agencies to cope with
their crime-related workloads. A more rapidly growing
economy in the 1980’s would make possible a higher
level of expenditure for criminal justice activities. At the .

-same time, such predictable demographic trends as the

decline in the proport:on-of youth in our population, in -
combination with a mere favorable job climate, could

- result in a significant reduction in crime rates. This trend

would be reinforced, ‘moreover, to the extent that better-
staffed, and more efficient, law enforcement and crimi-
nal justice agencies create a more effective deterrent to
¢ iminal activity. A:combination. of increased resources
and lower crime rates, in turn, would tend to ameliorate
some of the problems of agency understafing; reporicd
in our surveys of criminal justice executives. -
Employment growth rates are expected to vary sig-

‘nificantly by sector. Tie most rapid growti is projected -

in the judicial and correctional sectors; the least rapid in
police protection agencies. Within each sector, wide
variations in growth rates are anticipated for particular
categories of agencies and occupations.~Among City
police agencies, more rapid .growth is projected for the
medium-sized agencies, ‘than for the large municipal
police departments, as a result of .a continuing’ trend
towards decentralization of population. s:ployment
growth in state-level agencies is expected to be more
rapid than in-local agencies in the police -and judici.}
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- process sectors, as well-as in probation and parole ac-

P

tivities, pantly because of a trend towards vonsolidation

" or coordination of certain of these functions at the state

level. An opposing trend towards, decentralization is,
however, projected for correctional institiitions, as evi-

.denced particularly by the shift to-increased use of com-

munity based facilities for juveniles. ‘ _
The projections of employment trends in the major

criminal justice occupations reflect an even more consist- -

ent pattern. In nearly all major agency categories, more
rapid growth rates are projected for the more specialized
professional, technical and administrative occupations,
than in the traditional ‘‘line*’ occupations. In police
agencies, the rate of growth of the non-swom component
is projected to be twice as great as that of sworn officers.
In the courts, employment of non-judicial personnel is
expected to increase much more rapidly than that of

judges. In correctional {acilities, similarly, employment ,

of professional treatment and training specialists is ‘ex-
pected to grow more rapidly than that of lire custodial
ofﬁcers Although the available statistical data base did
not permit a meaningful projection of trends for each

. snecialized occupation, collateral data suggest that, in

each sector, growth is likely to be more rapid in func-
tions associated with information processing and with the
more advanc~' management technologies.

Any attempt to project future personnel needs in the
wide range of agencies and functions which comprise the
criminal justice system is, of course, subject to large

- margins of potential error. The results must be viewed as

*‘conditional’’ projections of what may happen under a
set of specified assumptions, rather than-as forecasts of

.actual future employment levels. These projections have

entailed numerous assumptions conceming future trends
in the nation’s economy and in criminal justice policies

or organizational developments. Among the former as-
sumptions, one of the mlore critical wads the projection:

that -economic” growth rates “during the period 1974-80,
as a whole, would not be sufficiently great to reduce
unemployment below a rate of about 7 percent in 1980,

but that more rapid growth "between 1980 and 1985

would contribute to a reduction of the unemployment
rate (0 about 5 percent by the latter year. President Carter

" has, however, annousnced as a policy objective the reduc-

tion of the unemployment rate to 5 percent by 1981.

more rapid short-term expansion of the economy will be
required to ackieve “this goal, which could affect our
projections in several ways. On the one hand, 4 more
faverable job climate would contribute to reduction in
crime rates and related cnmlnal justice: workloads, thus
tending to reduce personnel needs for criminal justice
agencies. On the other hand, increased tax revenues and
state and local government budgets would make possible
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" increased eapenditures for these agencies. 1he extent of

“‘sensitivity'" of our resulting projections to thesc and

.other possible changes in basic ecenomic or demo-

graphic assumptions has been illustrated in Volume VI
of this report.
- Of equal lmponance are the possnble effects of
changes in existing laws, policies or practices, impinging
directly on personnel needs for various' categories of
criminal justice agencies. Several of these recent trends,
or issues, were reviewed in the second half of this chap-
ter. Some of these developments have a potentially im-
portant impact upon offe::icr flows and .workloads. A
continued trend towards de jure or de facto decrimi-
nalization of certain categories of -offenses, or to in-
creased use of pre-trial diversion programs, will tend to
reduce or check the growth of these workloads. Con-
versely, recent changes in sentencing policies, including -
adoption of mandatory or determinant sentencing, may
have the opposite.effect, and appear to be contnbutlng to
the_recent sharp increase of imprisonment rates. It is
quite possible that these trends will operate
concurrently—each applying to different categories of
offenses and offenders or to different jurisdictions. In
any event, pending development of more experience and
of more adequate data on offender flows, their net effect
is difficult to” pnedlct at the present time. )
Assessments of the impact of trends in system organi-
zation or in agency. personnel practices are equally dif- .
ficult. Assumptions conceming some trends, such as the
increased use of civiliazs in police departments or tie
increased reliance upon community-based correctional

' tacnlltles have been explicitly. made in the employment

prOJectlons for the agencies affected. Other develop-
ments, such as the trend towards court unification have
been reflected in these projections onl)7 indirectly, to the
extent that they had affected j-dicial employment trends o
during the 197174 base period. -

For these reasons,.any systematic iise of manpower.
projections in pl2aning of training and education assist-
ance progran .., or for related purposes, must provide for
periodic review and modification of these projections, to

“reflect emerging policy and program developments “as

well as more current employment and workload trends.
A procedure for updating and revising these projections

~ at the national level, and for development of similar

state-levei prOJectlons has been descnbed in Volume VI
of this report.
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CHAFTER V. PERSONNEL RECRUITMENT
AND RETENTION

The adequacy of an agency’s personnel resources de-
pends both on its overall level of staffing and on its
ability to attract and retain qualified personnel. Officials
- of criminal justice agencies have, in the past, often
‘expressed concern about turnover among their personnel,
in.view of the substantial costs of recruitment and train-

. ing involved and because of its effects upon the. overall

experience level ©of their force. In addition; high person-

nel turnover can be a symptom of poor personnel morale,

with consequent impacts upon agency effectiveness.”
- .. For these reasons, the NMS surveys queried agency

executlves on personal recruitment and turnover experi-
e:e in their agencies. These included attitudinal ques--

‘tions deslgned to obtain information on whether person-
nel tumnover was a serious problem for their agency, as
" well as’ reports on actual personnel turnover rates. These
findings are reviewed in thé first section of this chapter.
The second section presents prjections of recruitment
~ needs in key-occupations for the period 1975-85, allow-
in; for both projected employment growth and for re-
placement needs. -
-~ The ‘third section of this ~hapter_reviews trends in
’ employment and recruitment of minorities and women,
'and analyzes their current distribution by occupation or
function. . Inadequate. represénitation of minorities and
women has been ¢ key personnel pelicy issue in many
“law enforcement and correctional agencies. One of the
collateral objectives of the present study, therefore, was
- to provide data whick: could assist in assessing progress
in attaining equal r,mployment opport:nity Ob_]eC\lVCS in
these agencies.

" A. Recent Recruitment
and Retention Experience

“The National Manpaower Survey was conducted during -

* a period; when the economy was experiencina higher
rates of unemployment than at any time since the 1230’s.
Under these conditions it, was assumed that prot;zms of
recruitment and retention of personnel woild be mini-

mal. The survey results confirmed this assumption. Only

“small’ p.opomons of executives in any agency category
—indicated that a lack of qualified applicants was a major
factor contnbutmg to current personnel shortages or that
64
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- high personnel turnover was their ‘‘most serious man-

power problem’’ (Table II-13). Field interviews, con-
ducted in late. 1975 arld early 1976 “also confirmed that,
wnth limited exceptions, personnel recruitment and reten-.
tion problems were insignificant at that time. !
In antncnpauon of this situation, the NMS questlon-'
naires addressed to agency executives also requested .

their assessment of the adequacy-of manpower supply for - '

their agency and.of their personnel turnover problem« in

the three years immediately preceding the recerit reces-
sion,i.e., 1971-7%. The executives’ responses, as sum-
marized in Table V-1, indicated that the proportion of
execu;lves reporting such difficulties varied considerab-
ly, by type of agency and occupation. Recruitment prob-

. lems were most frequently. reported by heads of small-

police and sheriff agencies and by wardens of-state cor-
rectional institutions (with respect to correctional . offic-
ers). Problems resulting fror high turnover, or resigna-
tion, rates in line occupations were most frequently re-
ported by wardens, juvenile comectlons admlmst%ors
and prosecutors (Table V—l) _____

Year 1974, are shown in Taole V-2. Voluntary resigna-
tion rates approx:mareu one-fifth or higher in the case of
* prosecutors and defenders, correctional officers
and child care worksrs. They were conslderably lewer.in

_ the case of sworn police officers in large and nedium-

sized agencies (i.e., jurisdictions with 17,00¢ or more
population) and of probation and parole officers. Hiring -
races in all of these occupations were consistently higher
than resignation rates, due-to employment growth as well
as to the need for replacing personnel separatmg for other

- . reasons, such as retiremeat or disanility.

* Personnel turnover rates, in most agency categories’
surveyed, tended to vary inverseiy with agency size. Thus, °
among police departments. voluntary . resignation . rates
of swom officers in 1974 raizzd from only 3.2 percent in
agencies with 1,000 or more employees to 6.9 pe.cant
in those with 25-74 ermployees, and 22.4 percent for

‘those with fewer than 25 employees. In prosecution and

defender offices, resignation rates of staff prosgcutors or
defenders were about- -twice as high i m small offices, with
fewer than 10 employees, than in offices with 25 or
more employees Similar; although less pmnounced dif-

-
!
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. ' * TABLE V-l : X

PR

‘Percent of Agency Executives Reporting Recruitment and Turnover Pgoblems in Key Occupations i
: o ' : During 1971-74 o .

[

Percent Reporting  Percent Reporting

v . Type of Agency. . Occupation Inadequate ' pply . Significant
: . . of Qualified . Probtems of Vol-
. :' . Applicants untary Resignations /
Police Departments: . . “ - -
Jurisdictions with 17,000+ popula- . L.
1 RIS Swom police OFfICErS ool o ommm e mmmmmmmm 26 28
. Jurisdictions with less than 17.000 ' :
B Swom police officers —oooemommmnmnmmmmmmn- 47 33
.- «Sheriffs Departmenis: : :
Departments with 10 or ﬁoré em- . : ‘ 3 o ’
P T S SRR EEEE L Deputy sheriffs ‘o .oooocommmeazemnaommmmms 25 33
Departments with less than 10 em- . .
ployees oo oemeanmmm o mmmmmmcmmmm = Deputy sheriffs ...---oomu--- mmmmm e mmmmm 47 27 .
" - Prosecutor offices —_ . oo teoooommmocoomaanoo- Assistant prOSECULONS o - =~ —mommm = ooz ==m=== 25 A '
Public defender offices - - j----oou--- QI _____ = Assistant defenders o —cooooooonommoos .14 .24
Adult corrections institutions| - <—-unooommron Correctional officers. — - cmmmomaoa-ms S w42 0 - 53
T . Treatment personnel —- oo olocommommmemon Y .23 L
.. Juvenile corrections inSHEUtiONS ——o -« --on--mmoooo Child care WOTKErS ———-c—m-mm-mmn=em==mc=== 4 39 ¢
h . : Treatment personnel -~ ol , 2 ] 22

'Smc: NMS Executive Surveys. 1975,
X _ TABLE V-2
Hiring Rates and Voluniary Resignation Rates
tin Selected Occupations. Fiscal Year

1974 ;
\:' s
Voluntary
Occupation Hiring Resignation
Rae * Rate *
Swom police £f5:ers ¥ _oemommmeemamoo 12.5 8.1 «
Deputy sherift's ¢ oo --ooommm-omooman 26.1 16.2 -
Assistant prosecuters oo o--—--=-am=--oo- 30.9 22.1°
Assistant defenders oo --oosmro-o- 334 22.3
Corrections officers, State adult instituiions - 32.1 S19.
_ Child care workers [ AP 33.6 .27.2
Probation and parole officers - --------- 21.5 12:8

Gource: NMS Excéutive Survey, 1975, . :

¢ Hiring rawes and voluntary resignation rates are weighted averages. based on employ-
ment as of June 30, 1974, Include hoth fuil-time and ‘part-time emc i 2es.

» Agencies in jurisdictions with 17,000 Of MUTE iy . "7

¢ Agencies with 10 or more ceployees.

. fcrerices by agencj, size were reported in the case of lwe
correctiunal personnel and probation and paiole oinars.
The factors influencing recent parsonnel turncver rates

yin these occupations are discussed telow, with resp:ct tor

ceach of the major agency and occupational groups.

1.. Sworn police officers. The relatively low voluntary
separation rates among swom police officers reposted by
the large and medium-sized police agencies inth sur-
vey may appear surprising, in view of some o the

. obvious disadvantages of police work. Police dut ' i3
among the most hazardous of peacehime occupaticar.

Q
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Routine patrol activity.can be boring and tedious, and the
physical weck environment in many. police stations is

" often unpleasant.’ It imposes a high degree f disciphine
and regimentation upon its incumbents. It ortcn entails

undesirable and changing work schedules. Nevertheless,
i offers important rewards. The need to expand-recruit="
ment of police officers, corabined with the rapid growth
of police unionism, Has resulted in « significant increase
in police salaries, relative to wage trends in other gccupa-
tions during the past 15 yeu:s. Based on decennial Cen-
sus data, median annsal- eamings o'f_.pol'icemfen' and

- detectives rose by 70 percent between 1959 and 1969; as

compared to an increase of 63 percent for all male work-
ers.? In 1969, median eamings of ;policeme/xa/ asid detec-
tives aged 25-34 years exceeded the riiedian earnings for
all male workers with simitar education: b'ackgrounds,i

for each educational Yevel group from high school drop-

out to college graduate.” Between 1569 and 1974 avail- -

able data indiczte that police, officers - probably
maintained’ their favorable salary differential, compared
to other occupations. Entering salaries of patrolﬁ:'v.en.rose.

-

;o

4t an annual rate of 6.5 percent; maximum salaries at a

rate of 7.4 percent. These cornpare with annual salary in-

creases of 6.8 percent for public school teachers and of -

6.1 percent for clerical workers and beginning techni-
cians.* ) _
These comparisons, moreovery do not allow fYor the

_value of fringe benefits of police officers, the most im-

portant of which is the opportunity for regular retirement
at u relatively early ag:. T, pical police pension plans

a
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provide for regular retirement after 26 or 25 years of
service at mlmmum _ages betweeén 50 and 55 years.®
Since these plans are normally not *‘vested”’ or *‘porta-

* ble,”” they provide a verv strong incentive for police »

officers to remain ‘with their agency until the minimum
retirement ge; after they have completed several years
of service. Hence, the tumover which does occur tends
to be concentrated among Junlor officers i in their i initial
yéars of service. =
Finally, the general absence ofopportunmes for trans-
fer, or *‘lateral entry,’* among police agencies above the
£ntry grades serves as another major deterren: to mobility
) among police officers. .Among police execiitives report-
ing to the National Manpower Survey, only about c¢ne-
third indicated that their agencies accepted lz(eral

- entranis, even at ‘the rank of private, and oaly 6 |

percent—mainly the smaller agencres—accepted latsral
entrants into the vupervrsory ranks. As a result, most.
zce'ofﬁcers whe separate voluntarily are likely to
move to other occupations; ‘either by choice or because
.of the llmlted opportunities to enter other agencies.
The very hlgh rates of voluntary personnet tumovei
. among officers in small police agencies, averaging 33
percent for agencies with iess wan 10 employees in
Fiscal Year 1974, can be attributed—in tun—to the fact
that these smaller agencies do not offer similar career
opportunmes to their personnzl. The median minimum
‘salary for officers in 1975 was reported at 37,545 by
agencies with less than-10 erployees, as contrasted with
an overall median basic salary of $9,914 for 4l reporting
agencies. Smaller agencies aiso rely much more gxten-
sively on part-time officers than do furger agenci_eé. Fi-
nally, personnel in small agencies are inich less 17kely to
be protected by civil service regulations or by collective
bargaining agreements than those in larger agencies.
Only 19 percent of the **small’’ police departm.nts re-
H‘ ported that the basic swom officer position in their agen-
1 cies was regulated by civil service, as contrastéd to 68
lperct‘nt of the larger departments, i.e., those in com-
" munities with - 17,000 or more pcpulation. Similarly,
. donly 15 percent of the small agernicies participated in
_collective bargaining wi &2 police officer unions, as com-
pared to 51 percent of the larger departments.

' 2. Deputy sheriffs. The substantially higher rates of '

rsonnel turnover reported among sheriffs’ agencies
than for-police-departiments can be explaired in ’arge part
“by some of the factors discussed above. The average
/ voluntary ~er)aratnrl rate among deouty sheriffs, about
16 percent’in 1974, was twice as great as that reported
for police ofiicers. Quit rates exceeded those /for police

officers in eaci: agency size group, typn.aﬂy by ratios of
2 to 1 or higher, and rose to 58 percent in the case of
- smallsheriffs’ agencies with fewer than 25 _ffr.\ll-time or
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part-time emp/oyecs.

One of the factors contributing to 1_cse high furnover .

rates in sheriffs’ agencies is the difference in their occu- -

pational duties, as compared to those of police officers. . -

One of the principal functions of all sheriffs’ agencies is-
to operate the local jail or lock-up facility. A significant’
proportion of swom officers in sheriffs’ agencies are
assigned to rais function—particuladly in the case of
smaller agencies. These custodial duties are generally
less desirable than those related to patrol or other law.
enforcement functions, as evidenced by the relati.‘.'ely :
high turnover rates among correctional officers ‘irs state
adult institutions, which averaged 21 percent in Fiscal.
Year 1974, according to NMS surveys.

Another factor is the general absence of civil service
protection for officers in sheriffs’ agencies. Only about

10 percent of the sheriffs’ agencies with less. than 10

employees, and 35 percent of the larger sheriffs’ ugencies, -
reported that the deputy sheriffs’ positions were regulated
by civil service. Appointment as a deputy sherift, in most
smaller agencizs, tends to be on a personalized basis—
particularly in view of the fact that nearly all sheriffs are

“elective officials.

Finally, the survey results indicate ..t sherniffs’
salaries are significantly lower on the average than those
of police officers. Tue median entry salary for deputy
sheriffs was reported as $9,540, as compared to $9,904
for police officers.

3. Assistant prosecutors and defenders. The necd to
improve the attractiveness of both prosecution and de-

_fander positions, and 4o increase the average tenure or

experience leve! of attomeys in these dffices’ (as well as
to reduce reliance on part-time personnel), was recog-
nized in the reports of both the President’s Crime Com-

" mission and of the National Advisory Commission on

Criminal Justice Standards and-Goals. The former report
noted that—under prevailing practices—most newly
hired assistant prosecutors were compelled to ‘‘learn by -
doing.’’ Although' somé larger offices provided for a

routine progression of assignments, others often assigned -

important responsibilities t0 inexperienced assistants
with inevitable adverse effects upon quality ot perform-
ance.® Neither of these reports considered it realistic to
Fress for compensation levels in these public agencies
which would be fully competitive with altemative salary
opportunities in private legal practice over a lifetime
iegzal career. The NAC report did, however, recommend
that salaries of assistant prosecutors and defenders in the
first five years of service shoul.i be comparable. to those
in private practice and observed that ' retention of assist

ant prosecutors (and defenders) for at least five years
would represent a- substantial rncrease in the average
length of service.” 7

v
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* proseciitors and nearly all ci.i=f defenders had less than,

‘ i4
: . ¢ \ .
The recént rates of personnel tUHOVes wWiiding assistant
prosecutors and defenders, as well as continued em-

. ployment growth, have resulted in a low average experi-

ence level among incumbents in these positions. As
shown in Table V-3, over 60 percent of assistant pros-
-ecutors and defenders included in the 1975 Census sur-
vey of criminal justice personnel rcported Jess thun four

_years of service, while only 23 percent of the assistant

prosecutors and 16 percent of the assistant defenders had
six or more years of Séfvice  with their current agencies.
These datd, and related comparisons of the age distribu-

jobs for many recent law'schol graduates, whiché‘n_able
them to obtain the needed practical legal experience prior
‘to entering into more lucrative positions in private law
practice. ‘

- TABLE V-3

Years of Service With Agency of Assistat Prosecutors
and Defenders, 1974

"(Percent ¢ stribution)

w.
Assistant - Assistant
© Years o}] Service  Prosecutors  “efenders
il :
Lessthan 2 .. ___ - -tee-- (O - 40.2 3254
223 e e 2.7 300
45 o mmm—c—mmm—mmmm—mm e 14.1 220
610 oo mmemmmmmmmame mamme 12.6 15.6
[ P 1. SO P L L 5.1 —_
1620 o oo mmmmmmmmmmme e 22 —!
" 21 ANd OVEr o n oo ommmememe mm e mmmm = 3.0 p—
Total —._----- = e 100.0 100.0
" Sourcs: Census Emplovee Characteristics Survey, 1975, !
Note: Per_satages may not ujd to 100 due to roundin; - \

) Estimates based on rusponses hy prosecuto s and pub-
lic defenders to the NMS survey further indicate that, on
the average, only about.cne-fifth of =¥ recently hired
assistant prosecutors, and about o.ne-thi}d of the defend-—

" . erghad prior trial experience. The: latter, moreover, ar

found mainly in smaller agencies, and probably i:<iude a

‘large pmportion of part-time aitomeys who combine

The.above comparisca has been limited to staff attor-

their_public duties with a private law practice.- g

- .neys, exclusive of chief prosecutors or defenders. How-

ever, the comparative data .avai'able indicate- that tne
latter. too, are younger and less expexenced on the
‘average than their counterparts in private practice. Thus,
whereas the median age of all lawyers in the labor force.
in 1970 was about 43 years, the median age of chiet
prosecutors and defenders responding to the NMS survey
was 0:43 37 years. Moreover, oyer one-half of all chief

R .

e AE mmeian et H H 2H ]
6 yeurs of nervics with their agenmier, anpneding tn the

Cenxus Employee Characteristics Survey. The relatively
limited experiencc of prosecutors, is due in part to the fact-

that a large proportion of all progecurors are elected, - -

typically for 4-year terms, or else hold office »y r:a-

son of political appointment. Among- prosecutors re- -7/
- sponding to the NMS, .72 percent were originally/

selected hy election and 27 percent by abpointmer;}/
Public defenders generally were appoinied to heir posi-
tion by state or local officials or by the judiciary. In

service status or similar tenure protection, thus contribut-
ing to both voluntary and involuntary turover among
these key personnel. A
~ Some insight into factors contributing to the/high tum-
over of staff attomeys in prosecution and de ense ‘agen-

cies was obtained from a questign included/in the NMS

surveys of chief prosecutors end defendefs conceming

" the factors which, in their judgment, mo contributed to

turnaver of staff attorneys in their ageiicjes. As would be
expected, ‘‘inadequate salaries’ we most -frequently
cited by both prosecitors and defenders, as the primary -
reason for separation. However, while 65 percent of the
prosecutors selected this actor, only 36 perccat of the
heads of defenders’ offices offered this as the ‘‘most
important reason.”” *Another extrinsic factor directly re-
lated to compensation, i.e., *‘limited promoticn oppor-
tunities,’’ was “identified by less than 5 perce. of the
prosecutors and less than 4 nerceat of the ccfenders, as
the primary reason‘for high staff tumover. In contrast,
such intginsic job factors as excessive workloads and jo.
frustration, were. identified as most important (ip combi*

nation) by 36 percent of the defenders, but only 16

percent of the prosecut rs‘.‘,The desire for broader leg%
expericnce by “staff att teys—which may be related t
inerest both in careen‘ advancement andrin a broader

scope of professional

\

" “‘most important’’ by 19 percent of the dcfenders and. 1i

percent of the prosecurors (Table V-4). o ,
Thus, whi'> pay and pay -reiated.considerations were
identified as the most important factor in staff turnover, it.

is cléar that defenders, as a group, placg much greater

empbhasis on the rol¢ of other Jub factors, such as exces-

sive workloads and ,lated job frustrationss than do pros- '
issues by the prosscutors ig also” consistent with’ their
responses 10 -an uﬂier guestion conceming the most .
imporiant factor o ributing to personnel problems in

_ their agencies. Neafly one-fourth (24 percent) of the

prosecutors identified inadequate’pay as the *‘major con-.
tributing factor”’ a'é‘gompared with onfy 8 rercent'of the

" defenders. - . .

o .. . LT ¢
) ,Data on minimum sdlaries of assist. nt.prosecutors and
o L3 fo “ .
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assignments—was identified as -

]

/

_ either case, virtually none of these positions’ have-civil -
tion of assistant prosecutors and defenders, confinm ear-
~ lie findings that these positions have served as threshold

* ecutors. The greater, emphasis Jtaced upon p'ay,-‘mla:ad-;

¢
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/
defenders )were complled from the NMS sugveys of pros-
ecutors and defenders conducted in it 75. These
or entering sularies averaged $12,303 for as-
sistant prosecutors, and $13,761 for assistant defenders,
based on medians weighted by employment in agency
size groups (Table V-5). €mall agencies, i.e., with
fewer than five employees, generally offered lower
salafies than did larger agent,les particularly in the case
-of the prosezutor offices surveyed. These salary levels
cah be compared W"b an average entry-level salary of

--$15,000_for attorneys. in_private..employment,--as of

1)

March 1975, based on the .Bureau of Labor Statistics
,natronal survey of -pay in key professional and other

8
occup,atlons, ,
/

' TABLE V-4

Execunve Responses on Most linportant Factor
" Contributing to Voluntary Resignations of

Prosecutor and Defender Atlomeys\
. (Percent-drstnbuttons)

Mobst Important Furtor o Prosccutors © Defendery
Salaries inadequate _-%___7_._._______. 653 <« 3o
Exvessive worklozd .. ____.__.___.______ 1.8 26.7
Desire for broader fegal experience ________ 11-2 13.1
ustratron, low status, etc. . __ 4.4 v
Limited pmmouon opportunities ...____.___ 2.7 5.3,
Total Z.___ . s 1&;.0 1060.0
Number of responses .. ___._______.___ (1205) (225)
\/

Source: NMS Executive Sarveys. 1975,

.

‘The higher 1reuiaa entering salaries for attorneys in
public defender offices than for attorneys in prosecutor

offices, as shpwn in Table V-5, must be inierprered with -

sorne caution, in view of the fact that defenders’ agencres
are more highly concentrated in larger metropolitan areas
(where pay rates generally tend to be high) and that maay
/-states ‘and:local governments (such 4s New York City)
rel¥ pnmanly ubon cortractual arrangements for provr-
- sion of indigent-deferise services. The latter weis not
included. in the scope of the NMS survey. A surve of
both categories-of defender agencies conducted by the
Mational Legal Aid and Defenders Association
{NLADA) in late 1972, found that 76.5 percent of full-
time chief defenders actually received iess compensation
than the chief prosecutor in their jurisdiction.®

In any event, the above comparisons confirm the cc1-
tinued existence of substantial gaps.between eaming op-
portumttes for attorneys in state and local criminal justice
agencies and those in other alternatives. Although direct
comparisons are rot available, it is proboble that this
adverse differential becomes progressively wrder in the
case of attorneys with substantral periods of expenence,

; 68 "
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. 4 ’ -
ot
, thos

creating  dtrong  incentives-—under -
ecators’ and defenders’ ofiices after relatively short
periods of service. ‘ '
\ . " . . 9"
TABLE V-5
“Minimum Salaries for Assistant Prosecutors

. and Defenders, by Size of Agency, 1975

b -
. Meadizn Minimom Annua) Salary

".Agcn:y Slze ——

(Numbxr of Employees) ) -~ Assistant Assixtant

Prosecurors © Defenters

All agencies * ______.__._______ $12,4C3 . $17,761

R 8,679 - 12,848

59 L 11,088 14,171

10-28 ol 12,499 113,667

2514 13,600 1 . !
P51 oo ' 13,269 13,821 ¢

150 oF MUre oo e 13,500 :

.Numver of responses _______________ 52 .. 138
¢ We.ghted Median. ~ .. . » ot .
Source: NMS Executive Surveys, 1975 . \ \ s,

4. Corrections personnel. Personnel problems result-
ing from difficuliies,in recrumng qualified personnel and
from high turnover ratés appear to have been chronic.in’
many correctional agencies during the past décade, par-
tlcularlv ‘with respect to coirectional. ofhcers This- is

suggested by a comparison of the results of . the NMS.

survey with those of an earlier survey conducled i-. 1967
for the Joint Commission on Correctional Manpower ahd
Training (Table V-6). The two sets of survey vesuits are
not precisely compdrable because of differenc‘es{n sur-
vey design. However, while the compariscns indicate a

consideravle easing of .the labor supply situation with -

respect to treatment and training specialists, very little

" improvement had apparently occurred between 1967 and
the early 1970’s in tne capabilities of adult correctional.

agencies to zecruit and retain line correctional officers.

Moreover, despite the slowdown 1a growtl. of juvenile -

corrections agencies in the latter period, relatively high
proportions of these agencies’ executives continued to

report difficulties in both recruitrnent and retention. of - '

child care workers.

The continuation of significant retention problems for
both conectlonal officers and child care workers duting
the early 197Q’s is further iliustrated by a comparison of
separation rates in these occupations, based on the two
surveys. In 1967, the separation rate for a¥* causes
among non-supervisory correctional officers in adult in-
stitutions was 22.6 percent, according to results of the
Joint Commission survey. This compares with an esti-
mated average voluntary resignation or quit rate of 9.1
percent in 1974 for all corzectional officers, based on the

82 -
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‘ TABLE V-6

Percent of Correctiona! Admnistrators Réporting Recruitment and Retention Problems in Key Occupations, in
Joint Commission Survey for 1967 and in National Manpower Survey for 1971-74

Jomt Commussion NMS Survey

Survey (1967) * (1971-74 experience) ®
Type of Agency and Occupation -
Recruitment Retention Recruitment Retention
Problems Problems Problems Problems
~ Adult Institutions: .
Correctional Officers —— - - - = —cocmcocmmmm-memmmmmmmmmm—=m s —msoosomos 53 52 42 53
Treatment. personnel - —- e e e 28 23
Training personnel .- oo-iocooommmo--sessommosmssosssoesosso } 60 40 20 15
Juvenile Institutions: )
Child caaré WOIKErS - - oo cemecommmmmwmmmme-mmsemmmmsessoo—soo—ooes 51 50 34 39
Treatment PErsOnNel __ oo eocooommmseooesooomosoooosmmsoooo 65 43 23 22
Training PErsonNel - o o-occeomoommsomommmsmscmomoomosonoos 41 . 27 15 12
» Sowrce: A Time 1o Act. Funal Report of Joint Cammission on Correctional Manpower and Training, 1969, ;. 13 and suppiementary unpublished materiais.

* Source: NMS Executive Surveys. 1975, Percent with rewention problems is total of rcyponses indicating **critical or serion: rroblem™” and **moderate problem.”

NMS results. Since the latter rate excludes separations
due to such causes as deaths and retirements (est..nated
at 1.5 percent) and refers to all correctional officers,
including _supervisors—whose turnover is normatly
lower—the comparison suggests little net change in the
high rate of turnover among custodial personnel between
these two periods. Similarly, the quit rate of 27.2 percent
for child care workers in 1974, based on the NMS, can
be compared with a total separation rate among child
care vorkers, or ‘‘cottage parents,”’ of 28.3 percent in

"=1967, as reported in the Joint-Commission survey.

The persistence of high rates of personnel turnover
among line correctional personnel—at least until the rc-
cent recession—has had obvious implications for u:e
effectiveness of correctional institutions. Cne of the con-
comitants of high turnover is a lower avera; > experience
level amongjline personnel—those in day-to-day contact
with offendérs. The risks of extensive reliance upon
inexperienced personnel far these duties are illustrated
by the findings of the New’ York State Commission on

~ the Attica riot which identified the lack of experiencg of
many of thé prison’s officers as one of the maj v iac’tars
contributing to this disastrous riot.'® Yet, as a result of
high turnover and of continued employment growth, the

ncrease, in experience ievel of line correctional
nel between 1968 and 1974. In 1968, a sample
survePof correctional personnel Tonducted for the Joint
Commission on Correctional Manpower and Training

found that one-hglf of all correctior_‘xal.lline workers (adult

“and juvenilgd-hdad 7.0 years or more - of experience in
‘correctiodal work.'! In 1975, the median years of service
of line correctional officers in adult institutions was 4.8
“years, and was 4.2 years for custodial personnel in

.

able évidence suggests a significant decline, rather

juvenile institutions, according to the Census Employee
Characteristics Suncy.'? -
The 1968 survey of costectional personnel for the Joint
Commission included a question concerning reasons for
leaving correctional work. Leading the list was ‘‘eco-
nomic reasons, low pay,’’ which was identified by 63
percent of the line workers in the sample. Next in impor-
tance, particularly among juvenile workers, were * ‘pres-
sures of the field, lack of success,”’ and **lack of
advancement opportunities.’’ Additional insights were
obtained from related, questions conceming aspects of
their jobs most liked or disliked by corréctional person--
nel. Low pay was the job aspect most frequently disliked
by line personnel. However, next in importance were
such factors as *‘lack of staff,”’ -*disorganization,”" *‘our
failures,”” and ‘‘not being able to meet the needs of
offenders,’” al? of which addressed in different vays the
frustrations of personnel with the correctional field and
its work environment. Thus, both economic factors, such
as pay, and intiinsic characteristics of the work itself
appear to have contributed to high personnel turnover.'®
Since the time of the above survey, there has been
some relative improvement in e,mplgyment' conditions of

* correctional personnel.” Thus, between 1967 and 1973,

average monthly earnings of ‘full-time correctional em-
ployees in state and local -agencies rose by 51.3 percent,
as compared with smatler increases of 42.8 percent in
gross average weekly eamings, and of 46.3 percent in
hourly eamings for all non-supervisory Gr production
workers in. private non-agricultural establishments. '
Nevertheless, salary raes of line correctional employees
continue substantially below those of line personnel in
police and sheriffs’ agencies, as indicated by the follow-.’
ing comparisops fof 1975, based on the NMS surveys. -

)
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Enery Sulary, 1975 *
Police officers _____ . ______ . ______.__.__
Deputy sheriffs -~ __________ 9,540

Probation and parole officers _____._____.____ 9.533
Correctional officers, adult institutions ________ 8.328
Child care workers, juvenile institutions ______ 7,798

* Suarce: NMS Exccutive Surveys. 1975

NMS staff field visits also confirm that many of the
gersonnel problems noted in the Joint Commission
studies coniinue to prompt high personnel turnover, as
illustrated by the followir3 comments.

*“Conrectional officers, adult institutions. The
majomy of the turnover was due to voluntary
resignations and ihe reasons most often cited
were lower salaries than other agencnes and the
tension and overcrowding of institutions.
/ Moreover, the location of institutions far away
from urban populations was reported to be a
major factor in staff tumover.”” 13
*‘Child care workers. Two primary factors
contribute to turnover.’ One, as could be ex-
pected, is the opportunity to get better jobs.
The other-is the poor career progression avail-
able for personnel in key occupaiions. . .espe-
cially for those having positions in institutional
-——facilities. In community-based programs, rea-
sons for turnover tend to -be more program
specific. The variety of reasons offen . in-
cludes intensity of the work, lack of regular
time off, lack of seeing very many juveniles
become successful, disinterest in the program,
change in management, and requirement for
longer term program commitment by staff than.
previously.'* 16

B. Projected Recruitment Needs

Recrvitment needs for personnel in criminal justice
occupati_ns will be deterinined both by trends in future
personnel turnover, i.e., *‘replacement needs,”” and by
trends in total requirements for such personnel, i.e.,
‘*‘growth neegs." Despite tie relatively rapid recent

_growth in employment in most criminal justice occupa-

tions, a major portion of new hiring in line criminal
Justice occupations in Fiscal Year 1974 was to replace

. losses of personnel resulting from either voluntary resig-
" nations or other causes, such as deaths and retirements.
As shown in-the fizst column of Table V-7, the propor-

tions of total accessions needed for replacement purposes
ranged from nearly two-thirds, for assistant defenders, to
over 90 percent. for child care workers, in Fiscal Year
1974, Hence, estimates of future personnel separation
rates are a key element in any projection of recruitment
needs.

- 70

Fuc osi unporant, and volatle, tactor in personnel
scparations in the occupations under review-has con-
sisted of voluntary resignations or ‘‘quits.”” Separation
rates for such reasons as retirerents or deaths are gener-
ally determined by such factors as the age distribution of -
personnel in each occupation and—in the case of
retirements—by provisions-ef-pension plans. These rates
were cstimated as of 1974 based on available Census
survey ‘data on thedge distributions of personnel i in these
occupations and on collateral statistics on death and
retirement rates by. age, and were assumed to remain
constant during the period through 1985. Voluntary res-
ignation rates, on the other hand, normally fluctuate
widely. in relation to general labor market conditions. An
analys!s of quit rates of mdnufaotu'mg workers for the
period 1956-75 has indicated that, on the average, a 10
percent increase in the unemployment rate was accom-
panied by an & percent reduction in the quit rate. Since
the average levels of unemployment projected for the
period 1975-80 have been assumed to be substantially.
higher than those experienced during Fiscal Year 1974,
corresponding reductions were made in projected volun-
tary ‘'separation rates, based on this relationship, with

some modifications for speciﬁc occupations. For exam-

ple, in the case of attomeys -available data indicated
significant weakening in job opportunities for recent law
school graduates in the period 197074, as a result of the
sharp growth in law school graduations during this
period. Recent reports have, however, indicated a slow-
down in the tate of growth in law school enrollments and
graduations, and a more favorable placement experience
and outlook for graduates.!? Based on these assessments,
a more moderate reduction in voluntary resignation rates
of assistant prosecutors and defenders, between Fiscal
Year 1974 and the period 1975-80, was projected than
for the other occupations (Table V~7).

Voluntary resignation rates in all of these occupations
are expected to increase-in the period 1980-85, based on
the assumed reduction in the unemployment rate from
about 7 percent to 5 percent, during this period. They
would, however, remain somewhat lower than in Fiscal
Year 774, when thc unemployment rate averaged 5.6
percent. .

In view. of the uncertaintics concerning both the per-
sonnel tumover and employment growth projections by
occupation, the resulting estimates: of -annual ‘recruiting
needs should -be construed as general indicators of the -
probable direction and magnitude of change over this
period, under the stated assumptions. The pzojections do
suggest, however, a generally favorable recriitment cli-
mate for criminal justice agencies during the coming
10-year period. Annual recruitment needs are expected
to be-lower during 1975-80 than in Fiscal Year 1974 in

¢
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TABLE V-7

Estimated Annual Recruitment Needs in Selected Criminal Justice Occupations: Actual, Fiscal Year 1974
Projected 1975-80, 198085

Projecied

tAnnusl Meraped
Occupation Ataal, .
FY 1973° 1975 50 TR
Swom Officers:
Police Protection Agencies:

Total rECrUMMENt NEES - - oo oo emccmm o mmemm=cm===—==—-—-mo—sooso-oosomssoos 61,760 50,400 56,400
REPIACEMENIS —— - oo on oo e mmmmmmm=mmmmmmmmmmommmsmosoossssssossooosoos 15,600 37,000 38,904
Growth - e oo oo oo iemmmeccmmmmmmm———mmmmmemmmm—mmCes—oso————-s-o- 16,100 13.400 7.500.

Custodial Officers.
State Adult Institutions:

Total recruitment needs __________ RIS o_ 13,400 9,500 12,400
REPIACEMENIS - - mmmoo oo ooommmsmemmmemsoommsscossooosooooos R.600 7,100 10.500
GROWH oo o e e oo memmmmmee —mmmmmmmmsm——mmmm—mmm—mm———===—oSososssooso- 4.800 2400 1.900

Child Care Workers. .
Juvenile Institutions:

Total recruitment N€eds - - cocccmma-m-eom—moomommme—m—smm-—s—socioassoooooo 6,000 3,900 4,700
ReplaCeMeNtS — - oo —wommmmmemcso=m-ememmmommsmssoms--sssseososoooss 5,200 3.700 © 4.600
GrOWIR - - - e mm e mmmmmmmmm———mmmmm——mmm—mmeoeoosmsssoe 300 200 100

Probation and Parole Officers:

Total reCrUItMENt NEEAS - oo oo c oo cmmmmmmm oo mmmmmme— oo msmssosoms—soos s 4,800 3,800 4,600
REpHACEMENTS - oo oom o mmmoommmmmsmoosmoosmssssosooooosssmoooSooooos 3,100 2,600 3,700
Growth _-_-__-___ RSP R SRR EL LS LRSS 1,700 1.200 900

Staff Attomeys, Prosecution
and Legal Service Offices: -

Total recruitment needs —------——-- e e e cmmmmm—m—m e 7,200 6,700 9,600
RePIACEMENLS - com - smammmommsoosommmomsssssososmosmooosooe- 5100 . 4.400 1.600
GrOWHH o e e e e oo mmmmm—s—mmmmmmmmmme—emmm—mommo—o—mmesooo-soossos 2,100 2.300 8,000

Assistant Defenders, :
Public Defender Agencies:

Total FECTUItMENT NEEAS - - oo - o m oo o mmmm immmm—mmmmmmmm s -oss=somo o 1,200 1,000 1,400
REPIACEMENS o mmmoooooommmmmsmesommmsSomssoossssssoooooootoso 900 800 1,100
Growth - o e mmmmm—mmmmmmmmmmmm—mmmmm———==m——soooooo—oSosoooooo 400 200 300

* Estimates for FY 1974 based on personnet turnover fales from Table V 7. and on NMS employment estimates by occupation, Detail may not add 1o totals due to rounding.

all of the six occupations analyzed, by amounts ranging
from only 7 percent for prosecutors, to 35 percent for
child care v-srkers. If the economy improves during the
1980-85 period, higher personnel turnover will result in
an increase in annual recruiting needs in all of these
occupations, despite the projected slowdown in em-
ployment growth. In the latter period, annual recruitment
needs for assistant prosecutors and defenders would be
higher than in Fiscal Year 1974, but would be substan-
tially lower in the case of swomn police officers, adult

corrections officers and child care workers.
It should be noted that these recruiting needs pro-

‘jections include both full-time and part-time personnel.

The aiter account for a disproportionate amount of per-
e . . . c.
sonnel turnover in such occupations as police officers

and assistant prosecutors. Any trend towards consolida- -

tion of small agencies, and a consequent reduction in
part-time personnel, weuld substantially reduce the pto-
jected “otal annual recruitment needs .in these wccupa-
tions.

C. Utilization of Minority Personnel
and Women

Increased representation of blacks and other minorities
in law enforcement and correctional occupations has
been strongly recommended by various national Com-
missions, both on grounds of fair employment practices
and because of the belief that it can contribute to overall
effectiveness in communities or in correctional institu-
tions with large minority populations. Actions taken by
the courts in enforcing federal equal employment oppor-
tunity laws, including establishment of racia! hiring
quotas in some jurisdictions, have accentvated the pres-
sures upon many agencies to increase recruitment of
blacks and other minority personnel.

In the case of police agencies, the National Advisory
Commission on Criminal Justice Standards, and Goals
had recofémended: *‘When a substantial cthnic minority
population resides within the jurisdiction, the police
agency should take affirmative action to achieve a ratio

e , 71
- B . -



of minority group employees in appioxiinaie proponion
to the makeup of the population.” "* This report, as well
as previous studies. had noted that lack of adequate
minority representation had contributed to past tensions
and conflicts between residents of urban ghetto areas and
the predominantly white police forces patrolling these
areas.

In the case of correctional ipstitutions, ‘such assess-
ments similarly concluded that the gross disparity be-
tween the raciai composition of inmate pupulations,
which consisted predominantly of blacks or other
minorities in :-any instituticns, and of the custodial
force, which was predominantly white, had contributed
to inmate-guaid tensions and conflicts—notably in the
Attica prison riot.'?

Analysis of available statistics on the racial and ethnic
.comasition of police officers and of custodial officers in
state and local agencies indicates that there has been
some increase in minority representation in both of these
occupations since 1960. Between 1960 and 1970, the
_percentage of tlacks employed as policemen and detec-
tives in state and local agencies rose from 3.6 percent to
5.3 percent, according to a special analysis of data from
the decer.nial Census of Population (Tablé V-8). Over
the same period, the percentage of blacks employed ac
*‘guards and watchmen™" in state and local agencies—the
occupational  group waich incl:des correctional
officers—rose from 6.6 percent to 10.7 percent (Table
V-9). Statistics compiled by the Equal Employment Qp-
portunity Commission for 1973 and 1974, although not
strictly comparable in occupational coverage, suggest

that turther increases.in minority representation had oc-
curred in the early 1970s. Based on tilis source, the
percentage of blacks among law enforcement officers
was 6.5 percent in'1974 and 17.7 percent of all correc-
tional officers were black in that year. Persons of S panish
origin accounted for an additional 2.3 percent of law
enforcement officers, and for 3.1 percent of custodial
officers, in 1974,

TABLE V-8

Employment of Blacks and Spanish-Americans,
as Percent of All State and Local Law
Enforcement Officers: Selected Years:

1960~1974

Percent Black Pescent Spanish Origin

3.6 ' —

1960 * _____.__

1970 » ________ - 53 —
1973° _ ______ A4 2.3
1974 ______. 8.5 2.3

® Source. Tabulutions by NMS from the decenmial Census of Population, 1960 and 1970,
public use samples. Based on data for persons employed as **policemen and detectives.’” and
us “'shenfls, bailiffs, marshalls and constables.’” in state and local agencies. Data for Spanish
origin officers not available on a comparable basis.

- ” Sousce: Tabulations hy NMS from regorts of state and local govemments to the Equal
Employment Opportunity Commission (EEOC—4). Based on data for persons in “*protective
service’” occupations. in state #nd local law enforcemcnt agencies.

Despite these indications of progress in employment
of m:nsiity personnel, their representation in the uni-
formed police and correctional forces of state and local
agencies was still substantia’ly below the proportions of
minorities in the ‘‘service populations’’ of these agen.

TABLE V-9

Percent of Minories Employed in Line Custodial Positions in State and Local Correctional Insiitutions,

S('/L'c'ted Years: 1960~74

Percent Minoriles

Dats Source Oceu,  niYear Petcent Percent Percent
Black Spanish-American Women
Census of Population, *Guards and Watchmea™ *., :
LO60 e 6.6° WA 5.8
1970 . .. e e m e e e e 10.7 K 2.0 8.8
EEOC Reports, *Protective Service Workers'™ ©.
YO 15.4 7.9 9.3
V9T 17.7 3.1 . 9.8
Census Employee Characteristics Survey. “Line Custodial Workers'; &
197d—Totel 19.4 9 14.0
Aduit insidtutions . 17.8 2.6 7.5
Juvenile institutions * ________________ I 324 2.7 33.7
Sheriffs jails __ . 133 3.8 17.3

* Source: Based on special tabulations ¢ publecouse sample tapes for state and kocal employees from the 1960 and 1970 Censuses of Population

" Refired as **non-whites

© Snurce. Equal Employment Opportunity Conmisseon, ERO 3 Reports, 1974 Includes state, county, and mun- inal employees.
9 Sourve: Based on NMS rabutatk.ny feam Censu Fiploy e Charactersties Survey, 1974 Excludes custadial -o .rvaors.
" Based on responses indicating that employee hay contactwith juveniles ay part of custadial dutes
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cies, in 1974. The deficiency has been purticulaily great
in the case of state and county police protection agencies,
where only 1.5 percent and 4.7 percent, respectively, of
all police officers or deputy sheriffs were bl ack, as com-
pared to 7.8 percent in city police agencies.

Geographical comparisons also becn made, by state,

of the proportion of blacks in two major occupation
categories: police officers in city police_agencies and
custodial officers in state prisons, with the corresponding
proportion of blacks in the service populations of these
agencies:

e Police officers. The proportion of black police offi-
cers in city police agencies was found to be much '
Jower than the proportion of blacks residing in urban
areas in almost al states and LEAA Regions (Tatle
V-10). The most pronounced disparities were found
i Region 1V and VI, which include most of the
Southern States. In Region VI, the proporticn of
black city police officers was only about one-third of
their corresponding urban population ratio. Westem
States, on. the ot*.r hand, repefied much closer

comespondence beiween dluch potice Uinicer il
ployment, ‘and the proportion of blacks in their
urban population. However, among states with siza-
ble proportions of blacks in the population (10 per-
cent or more) only one state, Pennsylvania, had
attained ‘parity”” in its proportion of police officers
by 1974.

Custodial officers. A comparison was made of the
percentage of blacks holding custodial officer posi-
tions in state prisons with the percentage of blacks
among the inmates of these prisons (Table V-11). In
none of the 41 state prison systems for which such
data were available did ‘the racial composition of
their guard force approach parity with that of their
inmate populations. Among 17 reporting state sys-
tems with large proportions of black inmates, i.e.,
40 percent or more, only 5 states—South Carolina,
Maryland, Delaware, New Jersey, and Arkansas—
reported percentages of black custodial officers
which were one-half or more of the corresponding
percentage of black inmates. -

 TABLE V-i0

Percent of Black Policemen and Detectives in City Police Agencies, 1974 Compared i: Percent of Blacks in
Total Urban Population, by LEAA Region and State i : ‘

) Percent of City Percent of Ratio of Perent Black
LEAA Region Police Offi~ers Urban Population Officers to Percent
and State Who are Black That is Black ‘Black Urban Population
Tottl. U.S. oo oo mimmmmmmmmmmmmmmmmmmmoooo 7.8 12.3 .63
Region [, Tozal _ oo i siicemm oo 2.3 4.1 .68
"COMMECHCUL - o e e om o em e mmmcmmmmmamoos 5.6 7.5 .15
MEAINE o oo oo e e mmedaommmm———mmmmme——am—=om—mooos 0.2 0.4 .50
MaSSECRUSEMS - - o o o oo oo mmmmmmm—memmmmm——m—mmmm—mmmmm——— oo 2.1 35 .60
New Hampshire . ommcccrmmmmoommmoommmmom oo 0.0 0.5
Rhode T51and, - - - - - o oo e e mmm e mmmmmemmm oo 2.7 29 .93
VermMONt - .. oo e mm e emmmmmm e ememm————m———mmo 9.0 0.2
Region If, Total ... . . eccomom mammoommm oo oo 8.4 13.0 .65
New Jersey . ocoooocommmeamaacam-- e vmmmemmmmmm—ma o 7.9 11.4 .69
New YOrK —occmccccmmmmmmccoommmmom e imammm o 8.6 13.6 .63
Region 1ll, Total ... _- e mmmmm——emmm e == 11.6 16.2 72
DOl AWALE - o oo o o e e em e mmme e m = e e 13.2 13.9 .95
Maryland _- .o o g 140 192 13
Pennsylvania oo o ooiiiaen s mmmcemenees Smemoo oo 11.8 11.7 1.01
VIBINIA — oo ccmwcmmmmmmmmmmemcammess momm oo —nsomoomooooo 10.0 17.6 .57
West Virginia . 1.8 5.3 .34
Region 1V, Total 10.7 21.8 49
AlBDAMA - o oo v e ommmmmm i mmmmmmmmm 7.8 28.0 .28
FIOGdA - oo edmmmmimcccmmememm e e e 60 15.7 .38
Lol 1] R RERRSEEEEEEEE R SRS SRS C et -~ “17.9 28.3 .62
Kentueky — oo lamoccccamemammeee SO e 5.2 10.8 48
Mississippi ——----- R SRS 15 7 33.6 .47
~ North Caroling oo fe e mmmooooooo o omomomm oo . 1i.9 23.9 . .50
South Crokna oo oo oo oemmommeenoooooomnoooooomomoos 13.3 26.5 .50
TEMNESSCE - e o oo —mgpmmm—mmmmmmmmmmm-—mmmm——mmmmsmmm———ssoms 13.1 2L.% .61
" 73
g7
-



O

ERIC

Aruitoxt provided by Eic:

TABLE V-10 (Continued)

Percent of Bluck Policemen and Detectives in City Police Agencies, 1974 Compared 10 Percent of Blacks in
Total Urban Population, by LEAA Region and State

Percent of City Percent of Ratio of Percent Black
LEAA Region Police Officers Urban Population Officers to Percent
and Staw Who arc Black That is Biack Black Urban Population .
Region V, Total __ e 9.1 ’ 117 77
WMinois e _ 13.0 15.2 .86
Indiana _____ e e e e e e 9.1 10.3 - .88
Michigan ___ __ 11.1 14.6 .76
Minnesota ___ __ . __ e 0.6 i 1.3 .46
Ohi0 e e . 5.8 11.7 .50
WiSCOnSIN _ e 1.6 4.3 .37
Region VI, Total oo e 5.2 ’ 16.1 32
Arkansas ____ e 7.1 20.2 .35
Louistana .o 103 30.6 34
New MeXicO __ o h e : 1.9 2.6 I
. 3.7 8.1 .45
Texas - - e 4.2 13.1 . .32
Region VI, Total _______.__.___________________ S J— 7.1 8.6 83
JoWa e 0.8 2.0 . .40
Kansas e 5.2 6.8 ekl
Missouni- e 10.5 13.9 .76
JNEOTaSKA - . e R 2.7 4.3 67
Region VI, Total - e 22 24 : 1.05
Colorado _ ___ e 34, 3.7 . .92
Montana ___________ e e e . 0.0 04 X 0
North Dakota __ .. el 0.0 0.4 0
South Dakota - - - e 03 ° 0.2 1.50
Utah . e e 1.3 . 0.7 1.86
Wyoming .l .. 0.0 1.2 . 0
Region IX, Total . e 50 7.0 R &
Arizona e 2.5 34 .74
Califomia ________ e 5.3 1.5 .71
Hawaii . e e : - 0.0 1.1 0
Nevada _. ___ 3.8 6.7 .57
Reg.in X. Total _ e 1.2 2.2 N .52
Alaska el L 22 4.8 ’ .46
Idahe e e e 0.2 0.4 .50
Oregin - oo e e e oo 0.8 1.7 47
Washington __ ___ __ __ ez 1.6 2.7 .59

* Percent of city police who are black from Equal Employment Opportunity Commiscion, EBOC-4 Report. 1974,
“' Percent of urban populution that s btack from U S. Bureau of the Census. 1970 Cen-.is ¢+ "opula, in.

Black and other minority employees of law enforce.
ment and correctional agencies (both uniformed ar.
non-uniformed) were also found to be disproportionately
concentrated in the lower paid and lower status positions
of these agencies. Thus, EEOC reports for 1974 indicate
that minority employees—including blacks, Spanish-

. American and other minorities—accounted for 34 per-

cent of the work force in *‘service maintenance’’ jobs of
police protection agencies in 1974, although they held
less than 9 percert of the officer positions and 3.6 per-
cent of the managerial positions. The disparity was
somewhat less pronounced in the case of state and local

comrectional agencies, where minorities eid 26 percent

74

-f the maintenance nositions and 12 percent of the man-
agerial positions.

The more favorable representation of minorities  in
top-managerial positions of correctional agencies than in
police agencies is also confirmed by the results of the
NMS surveys of executives of these agencies in 1975. -
Minority members. then cozstituted the following per-
centages of all auminis*rators or wardens of cormectional
agencies: adult institutions, 9 percent; juvenile institu-
tions, 13 percent; and probation and parolé agencies, 4
rpercent. In contrast, ble~ks and members of other minor-
ity groups held 1 perceat .r less of police chief or
“sheriff positions.

sy .



TABLF V-11

Blacks as Percent of Custodial Officers and of Inmate Populatiors in State Prisons for Selected States,
’ by LEA4 Region, 1973-74

Percent Black Cus- Percent Black
Suie tadial Officers. 1974 ¢ Iamaices, 1973 °
Region [:
© MAINE e e e e e e 0.0 2.0
o VemONt o e e 0.0 04
Region o: )
New Jersey oo m e mmmm e 25.6 T 49.7¢
~ Nevw York ... et e m e — o 20.3 58.3
Region OI: ) . ‘
Delaware __ e 38.0 60.1
Maryland e - 42.7 74.0
: Pennsyl(rania ___________ e e e e e 10.2 56.5
Virginia o e e 13.9 59.3
West Virginia .. _______ e e e e e e e e e 0.8 15.3
Region [V: . '
Florida - e 8.5 56.2
+GeOMgI8 e 6.7 - 63.5
Kentucky __ e 4.8 * 26.9
MISSISSIPPE - o e i 27.1 63.0
North Caroling —.. .- oo e 16.0 54.0
South Carolina _ . e 40.8 58.6 ¢
Region V: . ) ‘
NMinois . o B —— e e o2 57.5
- Indiana e e - T 132 41.4
Michigan e o mm e 5.9 " . 585
Minnesota ________.__ e mmm e mmm o L RS e n 0.0 16.1
W S0OMSIN o e e m e ' 1.4 30.1
Region VI oo :
Arkansas _ e 333 47.6
LOUISIANG oo o e e e 15.8 ‘ 71.1
New Mexico _____ e S —— 0.0 : 11.6
OKklahoma .. e e 11.4 26.3
Texas _______________ e e e m e : 4.9 43.4
Region VII: ) ‘ '
IOWa e e 0.9 19.1
 KBISAS e e m . 6.7 31.7
Nebraska .. e e e 9.3 . 297
Region VIII: ! :
COlOrad0 _ . o e e e 3.2 19.3
Montana e 0.0 1.6
North Dakota - _ e ] 0.0 1.8
South Dakota w— - oo oo e e em— e 0.0 1.9
Utah e e 0.4 9.2
Wyoming et 0.0 4.2
Region IX: ; i
AT ZONA . o et mamm e : 4.0 > 218
Lo 11107 Y YU U 11.7 31.8
Nevada ____ . __..__..__.__. e e e e e - 1.0 21.8"
'chlon X: ' B
ALaSK8 o e ) 0.0 16,0
Idah0 o e e 1.6 1.0
OFEBON oo e e e 2.7 : 133
Washinglon __ o e e 2.8 17.4

» Source: Equal Employmem Opporlunuyfanmulon EEO—4 Report, 1974.
* Source: U.S. Deplnmenl of fustice, LEAA, Unpublished Reports. Sttes for which either perr.nl of Blazk custodial officer, o Black inmates were no( available, were omitted.
€ Includes ““oZiser races.” .
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In addition to the above data on the actual proportions
of minority personnel employed, by occupation, an
analysis was made of recruitment and attrition rates of
minority personnel in law enforceraent and correctional
‘officer positions in 1974. In Fiscal Year 1974, a special
analysis of EEOC reports indicated that 13.1 percent of
all new hires of police officers and sheriffs were minority
group membeys (blacks or Spanish-Americans). a sig-
nificantly higher proportion than their share of total
officer positions in these agencies at the end of Fiscal
Year 1974 (9.3 percent). Similarly, 27.4 percent of all
new hires to custodial officer positions were minority
group members, as ‘compared to their current proportion
of 22.9 percent, of total custodial officer positions in
these agencies. These higher recruitment rates, in com-
bination with lower attrition rates for minority group
incumbents, had ~ontributed to the net increases in their
share of total officer positions in these law enforcement
and correctional agencies during fiscal year 1974.

The above data refer to experience during a year of
relatively high personnel turnover and employment
growth. There is ro assurance that the favorable recruit-_

ment differentials for minority group members can be -

maintained during the period 1975-85 when competition
for these positions may be more severe. Projections of
minority group employment in police and sheriffs’ agen-
cies were made, however, under an initial assumption

that minority group members -would maintain the same

ratio of new officer accessions and the same relative
attrition rates as in 1974. Based on these assumptions,
the percentage of minority group members in police
_officer or deputy sheriff positions in the 3,400 jurisdic-
tions covered by the EEOC reports would increase from
9.3 percent in 1974 to !3 percent in 1985. The latter
percentage would, however, remain below the projected
proportion of blacks and Spanish-Americans in the U.S.
population of .17.6 percent in 1985. »
A second set of estimates was also prepared to deter-
_ mine the average percentage of minority group members
whe would have to be hired by these agencies each year
between 1974 and 1985, in order to attain parity with
their projected overall population ratio Jf 17.6 psrcent in .
1985. Atfainment of this proportion of minority group -
members in state and local police officer and sheriffs’
posmons would require an ircrease in the percentage of
_ninorities to be recruited from 13.1 peréent in Fiscal
_ Year 1974, to amaverage --¢ 18.1 percent per year,
. between £974 and 1985. In tix2 ubsence of greatly inten-
sified minority recruitment etforts, including appropriate
modifications of selection criteria, it appears, unlikely
that this ratio will oe attained.
»'omen. With limited exceptwns police. officer and
COl‘T“Cthnal officer positions have tradmonally been con-
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sidered as ‘‘men’s occupations.’’ The relatively few
women employed in these positions have been typically
assigned to specialized roles. In the case of golice protec-
tion agencies, sworn women police officers have been -
most frequently used in juvenile units, in sex criminal
investigations, as matrons in jails or lock- ups, or in
various clerical or technical functions. In addition,
women uniformed personnél are used extensively in aux-.
iliary non-swomn positions, such as parn- -time school -
crossing guards, or as parking meter attendants or * ‘me-
ter maids’’. In correctional institutions, women officers
are mainly assngned to supervision of female or juvenile
inmates, and to non-contact roles in adult male institu-

‘tions, for example, in inspection of femdle visiiors to

prisons.

Among the discriniinatory practices of’ police agencies
noted in the report of the National Advisoiy Comission
on Criminal Justice Standards and Goals were the
maintenance of fixed quotas or ceilings on recruitment of
women officers, discriminatory hiring, and discrimina-
tory promotional practices. In both the police and correc-
tional fields, emphasis in equal employmynt opportunity
programs has been placed on a breader scope of duty or
occupational assignments—for example to regular pa-

.troi duties, in the case of women police officers.

* As in the case of minority recruitment, pressures for
change in these practices have come mamly from sources
outside of the criminal justice agencies themselves. A
1970 Supreme Court decision (Griggs v. Duke Power
Company, 401, U.S. 424) required that ‘employment
selection criteria must e nondiscriminatory, specifically
job-related, and validated. In 1972, the Equal Empioy-
ment Opportunity Commlssmn was empowered to en- .

~ force Title VII of the Civil Rights Act of 1964 as it

applles to discrimination agamst women. The growth of
ihe ‘‘women’s rights’* movement, exemplified by’ the

- pending Equal Rights Amendment, has provided further

impetus to measures f0 eliminate s¢x discrimination in
hiring. In addition, recent labor market developments—
notably the decline in job opportunities in some tradi-
tional women'’s fields, such as teaching—has encouraged
many well educated women to seek alternative employ-
ment in previously male occupations, including the law
enforcement and correctional fields.’

The available statistics indicate that there has been a
small but measurable increase in tne propomms of

[\loyed as police ofﬁcers rose Shghtly bet #en 1960 und
1970, based on both Census and FBI statistics for these
years, and reache * 3.0 percent in' 1974, based on EEOC

reports ‘for the la. :r year. The proportions of women’
employed as correctional, or line custodtal'ofﬁcr'rs, has

)



bean found to vary significantly, depending upon the
sccupational classitications followed in the various data
scurces; hence, no valid estimates of trends are avail-
able. )

In police agencies, an analysis of female employment,
based on the NMS occupational groupings, indicates
thas —among swom officers—women are disproportion-
3 cssigned to suppom .functions or duties, as
chuipared to line functions, or to positions in line man-
agement 5nd supervision (Table V-13). In correctionyl
agencies, women comprised a :nuch larger proponion
(33.7 percent) of line custodial personnel in contact with
“juveniles, as compared 0 7.5 percent, in adult institu-
tiors and 17.3 percent in sheriffs’ juils—the latter includ-

TABLE V-12

Percent of Women Emploved as Law Enforcement Offi-
. ‘cers in State and Local Agencies, Selected Years:
X : 1960-1970

Souter amd Years Perient
Ccnsus of Population * {policemen. dLlLLlIVL'
sheriffs): : -
1960 . 19
1990 e e 29
« FBI ® (swom ufficers) ’
960 .. 2.0
970, e 2,5
EEOC ™ (protective service workers) !
1973 2.7
1974 .. b k

* Source: Based un special tubulations fram decennial Censuses public-use lde\ from the
1960 and 1970 Censuses of Population

Y EBL. Uniform Crime Reporrs, 1971, Table 53, 1974 Table 58 Excludes ate police
agzncres

¢ Equal Employmest Opportunity Commission, EFO 3 Repeosts, 1973 4nd 1974

ing deteation tacilities for both adults and iuveniles.

On the basis of recent recruitment and turnover ex-
perience, only limited progress in utilization of women
in line law enforcement positions can be expectec in the
next decade. An analysis of EEOC rzports indicates that
the proportion of women recruited as police officers in
fiscal yzur 1974 was 6.0 percent, a significan'ly iigier
proportion than :heir share of total police oflicer posi-
tions, of 2.8 percent. However, attrition rates for women
police officers were also slightly higher than for men. A
continuation of the 1974 recruitment and at!dtion experi-
ence would result in only a modest nei growth in their
share of total police officer positions, to about 3.9 per-
cent in 1985, due in pan to the overall slowdown in
growth of police employment indicated by our pro-
JCC[IOHS

In the correctional sector, 2 key factor which will tend
to check the growth in the jroportion of women in line
custodial positions is the very slow net employment
growth projected for child care workers in juvenile in-
stitutions, where a relatively large proporntion of women
are employed. Thus, “in the absence of a significant
change in current recruitment.and assignment practices

for women in adult correctional institutions, it is unlikely’

that their overall share- of .line custodial positions w:il
increase materially in the coming decade.

D. Conclusions

Our examination of recent personnel turnover experi-
ence-in key criminal justice occupations and of related
personnel issues has identified a number of significant
personnel managzment problems, which have adversely
affected the overall performance of many law enforce-
ment and criminal justice agencies. High personnel

TABLE V-13
Emplovment of Women in State and Local Police Agencies, by NMS Occupational Group: 1974
Women
Total SN
Einployees Percent of
Total Totdl
All employees el 520,413 78,711 14.6
Police Officers: )
Swom officers. excluding auxiliary officers, tot ____ ... __.________ e 398,115 6,337 1.6
. Management and supervision . __ . ______._____._ . . ... _i._______.__ 61,610 101 0.2
Line patrol and investigation ____________ . . . __-_ 302.215 4,216 14
Direct SUPPOMt e 17.117 . 1244 7.3
Indigget suppont el 17,164 775 4.5
Auxiliary officers and trainees (school ¢ >ssing guards, meter checkers. police ’
BIES, €1C.) e . 35,243 21,515 59.6
Civilian employees, total *’ . 86,055 50,758 59,0
“Direct support, ______ .. SR 26,988 10,754 39.9
lndiiect SUppORt _ . ________. 58,303

40,000 68.6

Lo lncludes 763 civilian ersonnel clussitied 10 linc ma gem:m and supervisory positions
. Source"U.S. Bureau of the Census Emplayee Characierstics Survey, 1974
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turnover fates, as well ws ditficulues iprecnatment off
qilitied applivants, had been experienced by many
agencies during the carl 1970°s i such key occupa-
s s assistid prosecutors and defenders, correctional
officers. child care workers and law enforcement officers
«ip the smaller colice and sheriffs’ agencies. Low salaries.
luck of career oppotwunitics and the difficult working
conditions characteristic of many of these jobs were
identied as inapornt contnbuting factens. High person-
nel tui 1o ver bind served to redace he-averzge experience
fevel i personnel in these pesitons. and “had entailed
substaniial avestments in recruitment and initial training
of replacements. ‘

The reductions in persoanel turnover experienced
since 1974, in turn, appear to have been due primarily to
extemnal tubor market factors, i.c.. the growth in unem-
ployment accompanying the recent economic recession,
rather than to any bisic improvement in- the relative pay

~or conditions ‘of employment in these occupations. To
the extent that the Tubor market continues to provide a
surphus of Job seckers, in relation to available openings.,
personnel turioveg and recruitmer’ problems will bhe
reduced in the yé&ﬁnuncdiutcly ahcad. From a person-
nel management standpoint, this will. at least emporar-
ily. provide favorable conditions for more sclective
cecruitment and for a shitt of emphasis in training pro-
grams fion) quantity to quality.

However, our longer-range assessment, predicated on
restoration of more favorable cconomic growth rates by
the carly 1980°s. indicates the liklihood of an increase_in
personne! turnoter unless correciive actions are taken.
Some of these actions. such as needed adjustments in
calury structures , are normally not within the authority of
agency executives, themselves. However, more can be
done. in many igencies, o improve career deyelopment
programs. to correct adverse working conditiong and to
witke Jobs more challenging. Organizational reforms,

" uch as consolidation of very small palice or prosecutor
agencies and unification of court systems., would also
Relp to reduce personnel turnover, by broadening train-
ing and advancement opportunities.

An additional personnel policy issue Ndiscussed in this
chapter, s been the assessment of progress by law
enforcement and  correctional agencies in. providing
cquitable employment opportunities to minority person-
nel and women. Bused on available statistics, progress
has been limited and uneven. The percentage of black
officers is still very-fow in state and county police and
<heriffs’ agencies, and few states or regions have.
achieved pur‘ity between the proportions of blacks in the:t

. population and that in their police forces. Although the

_proportions of blacks among correetional officers was
found to be gznerally higher than in'police agencies,
. /
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none of the state prison systems with substantial probor—
rions of black inmates had approached similar ratios in
their corectivnal staffs. Finally, our assessment of the
employment of women in line faw enforcement or cor-
rectional positions has revealed very limitea overall
progress in broadening employment opportunities for
womer outside of the traditional **female-type’’ posi-
tions in these ageicies. '
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CHAPTER WVI.

'HIGHER EDUCAT!ON FOR LAW

ENFORCEMENT AND CRIMINAL JUSTICE PERSONNEL:
THE LAW ENFORGEMENT EDUCATl?N PROGRAM

In addition to surveying the quantitative personnel
* needs’ of criminal justice agencies, a central task of the
National Manpower Survey was to assess the adequacy
of the training and education of personnel in these agen-

cies and of existing federal assistance programs for these -

prrposss. The largest and most visible of these LEAA-
fun:ied programs has been the Law Enforcement Educa-
tion Progrart*(LEEP). Expenditures for this program

exceeded $4! million in Fiscal Year 1975 and accotnted *

for. more than one-half of total' LEAA funded expendi-

tures for training and academic assistance. ‘During the -

. 8 years following its authorization by the Congress in
June 1968. t1. LEEP program is estimated to have pro-
vided financial assistance to a quarter of a million em-
ployees, -or potential employees, of criminal justice
agencies, with a total cumulauve expendnure of .$234
million.

The premise underlying the LEEP. program is that an
upgrading of the educational level of “riminal justice
versonnel, particularly. police officers, is a necessa:y

- condmon for improving the perforaance of these per-.
‘sonnel. The firsi section of this chapter presents evndence

bearing on this issue based on a combination of research
. approaches, including occupauonal task analyses, ex-
ecu\.ve assessments, and empirical rescarch on the rela-
tionship between educational = attainment and job
performance of police officers. It-also presents data on
current and projected educational standards for entry into
these positions. :

The second section assesses the role played by the
LEEP program in contributing to the educational upgrad-
, ing of criminal justicc persciifiel, inciuding both quan-

titative and qualitative aspects of the, LEEP-funded

‘college programs.
_The third section examines the implications of future
trends in agency personnel needs ..

. resourges for LEEP
or other federal academlc assistanceé progz:;

The fnal section wdi"iluq,ﬂl.ca our findihgs conCenling

major needs and priorities for academlc assnstance based
on these assessments.

A The lssue of Educational Standards

-1. Major commission recommendations. . Although

the need for coliege-educated administrators in both law
enforcement -and comreciional agencies has long been
recognized, reccmmendations that all line officers in
these activities be required—or encouraged—to pursue
their education beyond the high school graduation level
are of more recent origin and have been largely corfined
1o the law enforcement field. Such diverse organizations

.as the Police Foundation, the American Bar Association

and the International Association of Chiefs of Police
have become proponents of higher education for police,
as part of a process of *‘professionalizing’ the police
occupation. Perhaps the greatest impetus for educational
upgrading of police officers, however, has come from -
the two national commissions convened during the past
10 years to recommend %@vements in the criminal
justice system. - : '

e The Report of the President’s Commission on Law .
Enforcement and Administration of Justice (1967)
proposed an immediate ' requirement of a bac-
.calaureate degree for all police officers in supervis-
ory and executive positions and a similar four-year
deglee requirement for all swomn police officers as .

*‘ultimate-aim.’” The latter recommendatlon was
coup!cd however, with a proposal for establishment
of three levels of entry'into police work: (1) a
*‘community service officer’”” who would serve in an
‘app*  ‘ce or para:professional role, without general
arr «ers; (2) a swom police officer; and (3) a
nev. pousiuon of **police agent,”” with broader scope -
and higher qualifications than the general police

.officer. The “commumty service officer’’ position
would not require a college education and would ¥ -

" provide a channel of entry-into police work for
motivated younger persons, who might not other-

* wise qualify for swom officer positiens. The educa-
tioral stardards for the: sworn poiice officer would
be progressively raised from the then-prevailing
“standard of a high school diploma to that of a college
diploma. The proposed ‘‘police agent’’ position in
tumn, would initially require a-two-year college de-
gree, and an ultimate four-year degree.!

o The rep'on of the National Advisqry._gommission on .
h ’ . . ° s T —~ 29 N
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: case of police officers. Thus while the President’s Crime .

Crimina! Justice Standards and Goals (1973) also
“proposed a phased n¢ jease in minimum e wcattanal
standards tor all new»cntrdnt“s into swom officer
sositions, from an immediz:e requirement for com-
pletion of one year of college. to an ultifnate re-
quirement of a bachelo:’s degree by 1972.2

“In contrast to the above recommendations on police
officer standards, the national commissions, as well as
professional associations in the correctional field, have
generally supported a more modest minimum standard of
high school graduation for the line correctional officer
position. These recommendations have no doubt been

, inﬂlvlenceq by the narrower range of responsibilities of

most line correctional officer positions than' of police
officers, and by 'lesser agency emphasis on minimum
educational standards for correctional officers than in the

Commission repoted, in 1967, that over 7C percent of
police depantments required a high school diploma for
police candigates, and that-a number of departments had
already established a requirement for some collzge work,
a survey of state correctiBnal systems that year indicated
that only 59 percent of the states required a high school
dinloma or GED for seléction as a lige correctional

officer. Although thére has been little support for estab-

lishment of a higher educational standard as a require-
men: for entry into basic correctional officer’s positions,
the President's Crime Commission Task Force on Cor-

rections, as well as professional organizations such as the

American Correctional Association, have recommended
upgrading of educational levels of correctional officers,
gernerally, through continuing education programs, as
part.of career development of correctional officers for

.supervisory and managerial positions and for incrcased
“assumption of certain counseling functions by these per-

_ sonnel. P

The/ proponents of a college-level educational re-

quirement for entry .into police officer positions have
supported this: recommendation on several gr .unds.
Thede have included job complexity and scope, organiza-
tiohal considerations and labor market factors:

e Job complexity. The widc variety o asks and re-
sponsibilities of police officers, including many in-
volving considerable se of discretion, have been
cited as requiring personnel with a-broad under-

_ standing of social and behavioral problems, includ-
ing particularly those relevant, to. ,community

" relations, to crisis intervention and to juvenile delin- -
quency behaviog: In additjon, the introduction of.

new technology into both the pagrol and investiga-
. tive functions, as well as the requirement for in-

creased legal sophistication 'as a result ‘of recent.

s -
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Supreme Cont decisions, have. it ic claimed,
further increased the intellectual- and educational
demands of the police officer position.

- @ Organizational consigerations. In addition to jus-
tifications based on he specific duties and knowl-
edge needs of the basic patrol officer, others have
emphasized that career development considerations
require a large pool of college trained line police
oiucers, since selectionr of investigators, supervisors
and managerial ‘personnel is almost entirely from .
internal sources. It has also been contended that,
although college education may not be essential for
performance of many police officer tasks, the better
cducated personnel-are more proficient in certain of
these tasks. are more trainable for more cr.w:lex or
specialized assignments, ‘are likciy to be .. au-
thoritarian and are more apt to support or-adapt to
innovative approaches, such as team policing, thus
creating an impetus for systems change and '}m-
{‘rovement. : '

/

- Labor ntarket trends. The increasing educational
attainment of the labor force—and the growing trend
totvards exteasion of the normal educational period

. to includr at least 2 years of college—has in)

¥ qreased the pool, of potentia! applicants for police
pOsitions with at least some college education. It has

. been contendéd that:if police d_epa‘{tments continue
. to maintain a high school gradlfatq‘/"standasd of entry,
“they will—in effect—be lowering their standards in
relation to other occupations and to the, zencral edu-
cationat level-of-their service populations. In addi-
tion, as opportunitiec for higher education ar:
++democratized,”’ “the smaller pool of non-college
trained applicants will tend to bécone increasingky
less qualified, in terms of motivation and ability.

.

_Not all’ authorities, either inside or outside of the
police profession, have accepted Yhe above reasoning.
. Opponents-of a mandatory Tinimum educational standé”
ard above the high school grad iate level, although not

challenging the desirability of continuing higher eduta-

_%ion for police officers, have qliestioned the clevance of ..

college educatfon, per se, to the performance of the tasks
of the basic patrel officer, contending that many other -
aptitudes-—such as motivation, innate intelligence, hon-
esty ard inter-personal ‘skills—are more vant to
police performance.. Morepver, in the absence of demon-
strated job relevance,.they have contended that estab-
-lishment of higher educational standards has the effect of
' discriminating  against “otherwise qualified applicants .
from minority groGps and thus is incomnpatible with equal
employment opportunity poficies. e -

»

.
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Several approaches were taker.
to assess the validity ot the above podtions. These have
included: (1) an analysis of police oriicer tasks. wid
related skill and know/ledge requirements. bused ontoc-
cupational analysis_ratifig. proceddre:; (2) a review of
available empirical research on the relationship Letween

educational atthinment and police pcrfommm.e and (3) o

. survey of.-police executive opinion Lonurmm_ relative

" assessment as to whethe. college ecucation was *

FS

- cation of a-give

Judgmems of a

. performcd by poice officers.

performance of college and non-college tréined oificers.
Thcse findings are summarized in the following sections.

2. Occupational unul\sm findings. 1n thc course of
NMS field visits to law énforcement ageneiés, data were |
“colleéted from small sample$ of police offigers on tasks
performed ou skiil and knowledge requirements for
these tasks, and on the ways in which these skills had
been leamed or coul-f ' hest be acquired. ¥n the judgraent
of the respondents. | ‘w0 measures of the educational.
‘level needed for cach (ask were applied to these results
-by NMS job analysis. The first was the General Educa-
tional Development sating scale. on which cach of the
tasks was rated for level of complexity along three
dimensions-—reasoning, mathematics.  and . language
* skills. The second measurc was the incumbent’s own’
‘neces-
sary or highly.- deslrable for cach of the tasks per-"
* formed. -

Of the more thnn 30 tasks performed by most patrol-.

1n the! present siudy.

-line officers in the agencies visited, none was identified -

by either. method ias requiring college educaticn. 1n con-

_trast, a significant nuinber of tasks performed by ‘super-
visors and by mdnagcndl level officers was Lonsldx.réd as
.regum’ng college educ . based upon one or both of
,the above criterfi. Ger. mlly either special, training cr
mfdrrml on- (hC‘-_]Ob g:xpt,ncn(c or.training (from co-

: workers and su%: rvisors) were considered to be the best

Way° td learn al . patrol officer tasks, as well as many
of those perfonded hy |

‘l'hg above ap"mmnlk cannoy, howcvcr be comldcrcd
as definitive, for several reasons. The GED ratihg proce-
dure is.designed to measure the tomplexxty and sophisti-
n-task, but not explicitlv to indicate
education is ‘required.. Both the GED

T rankmg otﬁccrs

whether celig
gating$ arid ﬁ&c
small ngmber of mdmduals and are
subject to their biases and preconcepuons Furthermore,
the establishraent of a content link between a task and an

“of knvwledge is ipkerently difficult and judgmental

respéct to many of the more broadly dcﬁhcd tasks
t

4

o 3.Bm al [research findings., Altholgh college'
i‘;,edﬁcati_o-. 4 ot be essential for performance of any
atrie officer Lask it is posan"ﬁat college-.

specific

.a‘

ncumbents’ ratings were based on the -

_ characteristics and actual performan

. e
- L'

N

educiated personrel, as a group. do in fact perfoimbetter
than other police officers. In the past decade, a rumber
of empirical™Studics have attempted to test this
hypothesis. One group of studies has attempted to meas-
ure the relationship betweein edu Ay, other personnel
. A sécond group
has. less+directly, attempted to mes>ure the relationship
between educationz] backgrund and certain psychologi-
cal traits presumed-io bé desirable for police work.
ai_Studies oj relationship hetween eduéatio 1 and
.pulueperforman' e. One pf the most comprehensive of
these studies, by Coher and Chaiken of\he Rand Corpo-
ration, was based on a longitudinal szrmple of 1,915
police offiters in New York City for the period 1957/-
1968 “and included 33 - p"edlctor' variables and, 12
imeasmes of performance. Based on simple correlations,
offfcers with higher educational attainment were found to
be more likely to be pr »moted rapidiy-and less likely to
have been subject to d:ciplinary action. However, when
other variables were included throygh multiple rcgres-
sion analysis, educational level- was not found.to be a
significam performance factor, except with respect-to the
frequengy of civilian complaints.

Some ‘chnfirmation of the relationship between educa-
tional level and rap’fdity.of promotion cf policc officers is_
provided by an znalysis of the relationship between col-
lege education’ and occupational levzl of police officers,
l!ased@n the résults of the Census Bureau’s 1974 Survey
“of Characteristics of Employees of Cnmmal Justice
Agencies. Table VI-1 shows the percentage of police
oificers who have completed, orie ormore year of col-
lege, by length of tenure, inzeach of four occu'pa\tional
categories: basic patrol officers, investigators, super-
visors and managets. Among ofﬁce's with tie same
length of tenure, the proportion of collcge educated
officers, was found 1o be higher in each of the higher-
level oceupatignal categories—investigators, supervisors

- and managers—tkan among the basic patrol officers,

with the exception of those with fewer than 6 years of

agency tcnure. Thus, among officers witk 16 or more
years, of tenure, about one-falf of all supervisors, but
only, ‘about one-fifth of basic patrol officers, had some
collgge education. On the other hand, within each tenure
gro ; , other than those. with 21 or more years of service,

the propomon of college educated officBrs at the man- .

,agcnal level—such gs chiefs and ceputy . ‘chiefs of
pohce——was smaller than those at the superwsory level..
Thxs ‘apparent anomgly is probably dye to the fact that a
jlatlvcly large ;zropomon of .-managerial level officers
are employ.d in the’smaller, less-urban agencies, where
general educauo al leYels of personnel tend to be lower,
whereas bbth supervisors and |nveat|gators are more
cofmentratey;‘ in the larger agencie

gf E
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TABLE VI . L

Percemage of Sworn Law Enforcemert Personnel
With One or More Years of College.
by Qccupaion and Years of Service
in Presemt Agency, !974

e ————————

Less Than 6t 19 il1015 161020 21 o More

6 Yean Years  Year 'Yun Years

Tenure Tenure | Tenure :Tcnure Tnure

All swim personel . 50.9 476 454 351 i1.6
Patol office s .- 53.2 443 351 226 20.2
fnvestigators . ..~ 70.7 62.9 594 524 212
Supervisors .. . 49.6 70.3 63.1 432 50.9
wianagers .. 6.6 487 463 39.8

e-- 4.5

Source: U S, Bureau of ik Census, Crimunal Jusiice En.pluyce Characierstics Surey.
1974 .

An additional study, designed tc '!identAify characteris-
tics related to field performarze of Chicago patice offi-
ers, found 1 <ignificant relationship, betjveen education

"and perforaa ice  atings for one of the grouns of white

officers studicw tut for none of the gioups of black
T-fﬁ e1s included :n the study. /

!

n the ncgadive side, there is some zvidence, in these

‘ang other stud‘es, indicaiing that college educates. offi-
&e s are more Hkely to resign voluntqﬁly. Although

§%her turnover is no. a direct measure oflf'pcrformance, it
des entail a cost to the employing agency for recruit-
ment and traiaing of rcplacements. ~

b. Education and police officer uttitudes. A number
of studies have attemnpted! 10 masure the relationship of
college education and ‘authoritanian attitudes among

. -police officers Studies by Smuth, Locke and Walker,

Q
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/ based on samples of Iiew York City police officers,

indicate that officeis attending college are less autheritar-
ian than other officers. On the other hand, a study by
Smith and Osuom Yound only weak and inconclusive
relationships between college education and certaic re-
s;onses to authoritarian attitudes.

(" * * *
Although the above citations are not intended as a
compiehcasive summary of research on tiis issue, the

. resulfs are generally representative. Only limited correla-

tion¢ have been established between college education
and, police perfcrmarce. This research is not sufficient
eity/\er to ‘‘provz’’ or ‘‘disprove’” that such relationships
exist. It is, however, quite ciear that many factors. other
than number of years of formal education, contribute to
both police performance and to attitudes of police oific:
érs. R .

4. Police chief appraisals. The NMS survey of law
Jenforcement executives r¢§ =sted police chiefs in juris-

g2 .7 -

v ) : 2.

dictions with 17.000 or more population to compare the
performance of college-educated police officers—iiiose
who had eamed college degrees—with that of other
officers. both in termns of overall performance and in
terms of seven more specific tasks or. perforrﬁance
criteria. The -=sults revealed a sharp division of opinion
among police chiefs: 7‘

-~ About 40 percent 6f the nearly 1,100 policg chiefs
responding to this question considered that zollege-
educatzd officers as a group made better 'officers.
Howe er, 35 percen: saw no difference between
¢ollege and non college men in overall perform-
ance. and 13 percent rated non-college educated
officers as superior. An additional 12 percent ex-
pressed no judgment on this issue (Table VI-2).

e Among the seven aspecis of police performance
-vith respect to ‘which separate ratings of college
educated men were requested, a majority of those
expressing opinions considered: college -men
superior in only two ca}egories: ‘‘handling pa-
perwork’” and ‘‘achieving promotion.’’ More than
40 percent of all respondents also rated college men
as superior in ‘‘dealing with juveniles’’ and ‘‘deal-

- ing with citizens.”’ On the other hand, less than 30
percent gave superior ratings to the college officers
in performance of patrol duties, in **makingeguality

ests’’ or *‘generating fewer citizen complaints.”’

e College-educated personnel wzre more often per-
ceived as superior to other officels by chiei’s of large
agencies than by chiefs of small agencies. In all of
the performance dimensions but one (:‘quality of '
arrests”’) the percentage of chiels rating ‘coliege
g:’aduatg/s superior rose with each succceding size

categ(:g)(seé Table VI-3). Among very large agen-

cies {400 or more employees) a majority of respond-
ente rated college-educated officers as superiof in all
the performance dimensions except “patrol”’ and
“‘making quality arrests.”* In each size category, the
dimensions in which college officers were rated the
highest were those most associated with urban
policing—paperwork and dealing with citizens uid
juveniles. ’

e Executives® overall appraisals of coliege and noncol-
lege personnel were strongly correlated with thoir
own educational achievements and their ages (Table
Vi-4). Seventy-four percent of the chiefs with
graduate work and 64 percent -of those with
pachelor’'s degrees rated coliege graduates as
superior, as compared with oniy 29 percent of the
chiefs with only a high school dipioma. Similardly,
53 percent of the chiefs aged 30-39 years, but only
33 percent of those 60 years or over, considered
colleg: officers to be superior to those who do not
have cellege degrees. -



‘

TABLE VI--2

Police Chief Appruisals of Performance of College-Educated

aind Non-College Educated Officers, 1975 *

(Percent distribution)

Pertormance Al
Criteron . Respones
Patrol [ el 100.0
Dealing with juveniles _________________ . ..__ 100.0
Dealing with citizens ___ ... ©100.0
Making quality arrests ____ .. __________ SR, 100.0
Handling paperwork ._._...._ .. __._.  _.______ e 106.0
Achieving promotion ________________ . ... ___ 100.0
. Generating fewer citizen's complaints ____. ___________ el 10000
" Overall pefformance ____________ ... _________._.... 100.0

Cotlege-Elucated

Otticers
Are
Supenor
27.3
43.7
4.8
29.3
723
49.7
26.2

39.9

Non-College

Fducated No
Othicers Are Dif Don’t

Superos fesence K now
17.3 41.6 12.6
12.7 333 9.7 -
10.0 36.1 10.2
10.4 46.3 1.1
5.2 19.1 34
8.7 35.6 6.5
1.0 482 14.5
3.1 346 e -

2 Based on respunses of 1.093 chiefs of police agencies i jursdictions with 17000 a0 more population
Note. Detail may not add 1o 10tals due 10 rounding
Source. NSM Erecutive Survey, 197§

TABLE VI-3

Percentages of Police Chiefs Ruting College-Educated Officers as Superior to Non-College Officers,

by Size of Agency ®

)

Size ol Agency

All P ————
Perlogmance Agencies 0-149 1£0-399 400 or
Dimensions (n=109% Employces Employees more ’Emph\ycc\
(n=857) ° (=139 /inj‘ﬂ)
Patrol e e 30.4 29.2 344 35.6
Dealing with juveniles - - ... RO 493 48.2 52.3 56.0°
Dealing with citizefs - ecel_o- 46.2 449 49.2 54.5
Making quality arrests ..l .. ... 321 31.0 38.7 323
Handling paperwork ...___.._______ s e .- 75.0 72.9 83.1 831
Achieving piomotions ________ B . 52.9 49.9 60.7 66.3
“Generating fewer-citizens’ complaints _______.__________ R 30.1 28.5 40.7 36.8
Overall performance _________________.__._____. N [ 45.0 444 444 52.1
* Chief of agencies in jurisdictions of 17.000 or more
Source. NMS Exccutive Survey, 1975
TABLE VI4
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Executives’ Opinions on Overall Performance of Colle ge Educated and Non-C ()II;’ge Educated Police Officers, by Age
Y and Educazional Astainment of Respondent, 1975 2

Percent Distribution

R Number .' College Edu- Nan-College No Difference
Age amd Education of cated Officers Officers or
of Polke Chief Reparts Superior Superior No Opinion
Age:. . ‘
30-39 YOAFS o il e 120 63.3 10.0 26.7
40-49 years ... ..._ U RSN 418 48.1 139 38.0
50-59 years __ . . ___uo_. e 366 39.6 12.8 47.5
. 60 yearsand over . ..o e 94 33.0 21.3, " 45.7
) ’ 83
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TABLE VI1-4

Executives' Opinions on Overall P('I_'j ormance of College Educated and Non-College Educated Police Officers, by Age .
and Educational Attainment of Respondent, 1975 *—Continued

Age and Bducation
at Pawe Chicl

Educational Attainment:

Graduate WOTK - o oo
Bachelor's degree . oo e
Some college oo e
Less than high school ool R

Percent Dutribution

Number College Edu- Non-College °  No Difference
of cated Officers Officers or
Reparts Superior ) Superior No Opsnion
__________ 177 74.0 - 4.0 33.0
__________ 76 60.5 6.6 32.9
__________ 162 41.6 . 14.5 43.9
__________ 13 23.1 308 46.2

= Sourve: NMS Exccutive Survey of police chiets tn jurisdictions with 17.000 or more population. 1975.

Note: Detad may not add i 100.0 percent due to rounding

e

* * *

In summary, there is no more of a consensus among
police chiefs than among researchers conceming the ef-
fects of college education on police performance. To a
considerable extent, the judgment of police chiefs on this
issue appears to be strongly influenced -bv their own
background and role perceptions: younger and college-
educated executives and those in the larger urban agen-
cies express a strong preference for college educated
officers, whereas the older, less-educated executives are

much less likely to have a positive appraisal. ‘Police .-~

executives, generally, see little difference in perform-
ance between the two groups in terms of those dimen-

- sions of police work most closely associated with the

duties of the basic line patrol officers, i.e., patrol per-
formance and quality of arrests. The task which is most
closely correlated with academic ability, i.e., handling
of paperwork, is the one aspect in which a large majority
do recognize the superiority of college tramed personnel.
Police executives, by a srnaller majority, “also recognize
that college trained personnel are more likely to be pro-
moted more rapidly—a finding consistent both with re-
sults of available empirical research and with the NMS
occupational analysis findings on the relevance of col-
lege education to key tasks of supervisory and

managerial:level officers. Finally, college men are rated .

iigher, by a plurality of respondents, on certain peace-
eeping functions, such as ‘‘dealing with citizens®"*and
**dealing with juveniles."" The latter functions, as well as
paperwork demands are llkely to be more significant

aspects of the police role in thé larger, urban police* -
departments and may—in turn—ahelp to explain the more

positive assessment of college trained ofﬁcem, f)y the
heads of these agencies. .

5. Agency standards and practues In addi_tion to
obtaining the opinions of law enforcement execiitives on
the relationship of education to performance, the NMS

84

questionnaires also elicited information on current
agendy selection standards for new entrants into line
positions, as well as on agency policies with respect to
continuing education of .their personnel. Such informa-
tion was obtained from heads of sheriffs’ agencies and
adult and juvenile correctional agencies, as well as from -
police chiefs. .
As shown in Table VI-5, a high school diploma was
the standard minimum entrance requirement for swom
officers in police and sheriff. agencies accounting for
more than 80 percent of al] police employees. About 13
percent of police agencies and i6 percent of sheriffs’
agencies had no fornal educational standard or on¢ less
than a high school diploma, while only small
proportwns—about 5 percent of the police agencies and

" 2 percent of the sheriffs’ agencies—had requirements for

one or more years of college. Smailer police.and sheriffs’_
agencies, i.e., with fewer than 150 employees, tended to
have lower minimum educational standards than did
large and medium-sized agencies. '

Educational standards for line correctional officer po-
sitions in state adult institutions were somewhat lower
than for police or sheriffs’ agencies. Twenty-three per-
cent of heads of adult institutions reported that their -
agency had no formal minimum education standard or
had a standard less than a high school diploma, while the
remainder—77 percent—required oniy a high school
graduation. .

Educational standards for child care work«' -in
juvenile institutions varied more wxdely than for any of
the other line positions surveyed. Nearly one-fifth (19
percent) of the juvenile corrections administrators re-
ported no minimum educational standard for child care
workers or one less than a high school diploma, whereas
a nearly equal proportion (18 percent) required comple-
tion of at least one year of college education. Only a bare
majority (52 percent) had establlshed a hlgh school
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TABLE VI-5

Current Minimum Educational Standard for Entry [nto Line Police Officer und Custodial Officer Positions,
: by Type of Agency, 1975

Maximum Education
Levet

Number of responses ____ . ... cemmem el

Percent Distribution: )
Ne minimum requirement _______ .. oc-==---o_
Less than high school diploma
High school diploma :
One y:ar of college
Two or three years of college
Bachelor's degree __ e femmen-- --

Total

* Weighted averages. by size of agency.
Source: NMEEucunvc Surveys. 1973
Note: Detad iy rot add to 100.0 percent, due t roundi 2

graduate standard. This variation probably reflects the
considerable differernce in roles of child care personnel in
different institutions, ranging from strictly custodial
functions in some agencies to much more diiect in-
volvement in counseling and supervision in others.
Although directly comparable survey data ar not
available for .earlier periods, the available data do
suggest that there has been a trend towards general adop-
tion of the high school graduate standard by police and
correctional agencies, but limited momentum towards
establishing higher college-level standards. However,
“when executives were queried as to the likelihood that a
higher minimum education standard would.be adopted

by their agencies within the next 2 years, between’

one-fifth-and one-fourth of all police chiefs and sheriffs
surveyed regarded a higher standard in their age ncies as
either probable or almost certain to be adopted in the next

. 2 years. About one-fifth of heads of juvenile correc- -

tions institutions s milarly predicted an increase in stan-

dards for child care workers. On the other hand. only 8

percent of the administrators of state adult institutions
predicted establishment of a higher standard for their
correctional officers. :

In interpreting these forecasts, it should be noted that -

establishment of entrance qualifications for police or
correctional officer positions is subject to civil service
regulation in many jursidictions. Nevertheless, the re-

. sponses do suggest some trend among law enforcement

'agchIes to further increases in minimum ecucallonal
standards, including gradual adop:ion of a requirement
for some college work.

In contrast to .the limited znd cautious adoption of a =
requirement for some college education as a mandatory

entranc. standard, the NMS. survey found a much

, broader consensus amorig pohcp and correctional execu-

A
—

Juvemle Corrections

Pulwe Shent! Aduit Correc
Agencies Agencies * tions [nstitutions Iastiwtons
(Sworn Otticen) Deputy Shenifis) tCustoial Officers)  (Child Care Workers)
e
27639 550 213 576
11.2% 13.1 10.3 12.1
2.1 2.7 12.7 7.1
81.3 g1.8 77.0 52.0
1.9 1.1 — 3.1
33 0.9 ’ — 14.8
0.3 04 — 0.3
100.0 100.0 100.0 100.0

tives in support of continuing higher education for their

in-service line personnel. In response to a question as to .
whether their agencies should encourage line personnel;
to pursue a college degree program once,they began their

police or correctional careers, a very large majority of all

respondents replied in the affirmative—ranging from 72

percent of the heads of small police and sheriffs’ agen-

cies tc 95 percent of heads of the larger police agencies

and 96 percent of the heads of adult corrections institu-

tions. ' :

A majority of executives in each category of law
enforcement and correctional agencies also reponeJ that
their agencies had adopted at least one of,a number of -
policies desngned to encourage their staff to continue
their higher education. The ‘most, frequent p.acuce re-
“ported by more than one-half in each category, was the
adjustment of schedules to facilitate -class attendance.
The incentive, however, which'was ranked by executives
as "‘most effective’’ in enCou%ging higher education
was **provision of increased pay based upon accumu-
lated college credits or academic degrees.’’ As shown in
Table VI-6, this policy was reported as in effect by 46
percent of the police chiefs, in jurisdictions with 17.000
or more population, and by 27 percent of the sheriffs in
agencies with 10 or more employees, but by much small-
er proportions of heads of other agency categories. On
the other hand, comectional executives more frequentiy
repaited use of academic education as part of the basis
for promotion of their line officers or child care workers,
than did the police chiefs or sheriffs’

This strong support for Continuing education of line
’personnel by law enforcement and correctional execu-
tives, stems in Ppart from career de.elopment
considerations. Whereas only ‘modest proportions of ex--

- ecutives {n mosg ‘agency categories had ‘recoinmended a
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TABLE-VI-6
Percent of Luw Enforcement und Correctional Executives Reporting Use of Selected Policies
to Encourage Continuing Education of Line Personnel, 1975 2
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Adpratent ot Mowag Dine - Sgeney Sub In:::_;-cd P Acadene Edu-

. Apency Cateypory Work Schedules O to Sried s tor Based - (- caton as

tor Classes Books and fege cts Basy, tor

Clasy Antzmlance Tuition ut brorees Promation
Police agencies. “large’™ ™ oo 68 26 ¥ a6 27
Bolice agencies, “small ™ e I 10 ' hD I 13 12

Sheriffs agencies. “‘large™™ ™ __ oo 73 15 0 27

“ Sheriffs agencies..*small™™ ® _________ - 51 45 .13 5 %3
State adult cOrrections ZENCICS — oo o aom oo oeeiaenoon 77 26 3 7 56
- 72 35 o 32 17 43

Juvenile corrections agencies __..__ ... e

- Sowce: NMS Excéutne Surveys. 1478

s Large’” pohice agencies are defined as those in jursdichons wath 17,000 more poputation

C P rlarge’ skentTy agenciesare detined as thoswe wath 10 o moce ey biyees in I‘)’ St

college education-requirement as a condition for selec-
tion into the basic line positions in their agencies, much
larger proportions expressed the opinion that completion
of one or more years of college should be requued for
advancement to the first supervisory level as shown be-
low: B _
Percent of Executives Recommending Completion of One
or More Yeurs of Coll¢ge for Promotion 16
v L Supendsory Positions

Police agencies, “large’” __ 53
Police agencies. ““small™ __I.__._______. - - 27
¥ Sheriffs’ agencies. “*large™ ) 38
Shenffs’ agencies. **small™® ) 17
Adult corrections agencies ... 2
Juvenile corrections agencies —._o_____oo..o---- ol

Source. NMS Executive Surveys, 1975

Support for a college training requirement tor super-

visors by law enforcement executives was much more

- extensive among heads of larger police and sheriff agen-
cies than among heads of the very small agencies, proba-
bly due in par to the more complex tasks and roles of
supervxsoxs and line managerial personnel in the larger

. urban agenmes Similarly, the much greater support of
college iraining for child care supervisors in juvenile
corrections agencies, than for supervisory officers in

~ adult institutions, can be attributed to the broader respon-
sibilities of ihe former personnel for counseling and
‘related non-custodial functions. :

. There is cleatly even mote exiensive recognmon of the
need for at least a four-year college education stdndard
for appomtm°nts i the top executive position in police
"and correctional ‘agencies. Thus, although opinions on
these issues were not directly elicited in the NMS survey.
arecent LEAA-funded study by the Police Chief Execu-
tive Committee of tiie international Association of Chiefs
of Police—based or a compmhenmve survey of both.
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SSmalt” police agenaaes are these an ursdictions with less than §7 0¥ pupulanen.

sherilfs agencies ate those with fess than HO cmpioyzes

police executives and local officials—recommended that
a baccalaureate requirement should te immediafely es-
tablished for future police chiefs in agencies with 75 or
more employees. It also recommecnded an immediate
requirement for completion of two years, of collde for.
smaller agencies, and the establishment of a. fopr-year
degree requirement for the latter agencies by \1982.3

- These findings are reinforced- by .the NMS occupational

analysis assessments of anticipated changes in the
knowledge and skill requirements for police executives.
Among these trends are an expected requirement for an
increased awareness, by executives, of contemporary
social pfoblems affecting the police role in their com-
munities, an increased knowledge of modern techniques
of management, budgeting, planning, pcrsonnél.;admin-,
istration and labor refations, as well as increased profes-
sional expertise in crime resistance techniques and in
such technical fields as criminalistics.”

B. The LEEP Program

1. Program objectives and guidelires. The Law En-
forcement Education Program was initiated in 1968,
under a ~-vision of the Omnibus Crime Control and
Safe Strects Aci which authorized the "Administrator of

the LEAA ‘‘to carry out programs of academic educa- _ .

tional assistance-to improve and strengthen law enforce-
ment.”’ * Review of the legislative histery of this
provision indicates that it reczived strong impetus from
the concurrent: issuance of the report of the President’s
Cormmission on Law Enforcement and Administrati- ~ of
Justice, which had strongly endorsed higher education
requirements for law enforcement personnel. Although
initially oriented to law enforcement personnel only,-
subsequent amendments, in 1970, extended the coverage

‘of tie program to all categories of cnmmal justice per-

sonnel.-

e
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The program provides for loans and prants to indi-
vidualy for higher cducation in criminal justice or related
studies. Loans are provided to individuals engaged in
full-time study directly related to the criminal justice
field. Grants are provided, through approved institutions,
10 in-service students enroiled in degree programs related
to law enforcement or other criminal justice fields or in
_courses considered suitable for ‘persons employed in
these fields. Underthe 1973 amendment io the law, loans
are authorized up to $2,200 per year, and grants. up to u
maxirmum of $250 per academic quarter or 3400 per
semester. '

The LEEP program is administered by the regtonal
offices of LEAA, urder guidelines and regulations
promulgated by the nationat ofice. Funding is allocated
among the LEAA regions on the basis of a formula
which gives -equal weight to population and to the
number of criminal justice personnel in each region.
Allocations to states are based upon formubas which vary
among regions, with some following the same proce-
dures used in the aliocation among regions. These funds.
_in wrmn, are atloeaterd to individual institutions in their
" states in cooperation with the state planning agencics
typically based on the number of applicants for LEx:.P
assistance and*on the population disti:hution, within the
region or state. The award of grants or loans to tndividual
students is administered by the educational institutions.
themselves, in accordance with the prioritics or other
guidelines established by LEAA.

Although both pre -service and in-service personnel
were initially eligible for LEEP assistance, a list of
pnomles established in 1973, had the effect of virtually
terminating grants to pre-seevice students, The new sys-
tem provided that Students were to be funded in the
following order:

o all returning LEEP recipients;

e new_local or state criminul justica personnel on

academic leave; o

o other new state or local crinnnal justice personnel;

» criminal justice teachers: - :

o federal criminal justice personnel;

e new pro-service students; and

e criminal -justice pcrsonnel working lowurd a law

degree.
. Since the number. of Lonnnum;:, LEEP-funded students
and the number of new applicants from among in-service
criminal Justlce personnel effectively exhausted—or
exceeded——the awailable LEEP dppmpmnons the effect

*of the above prionty sequence was to vnrtually preclude -

grants or loans tornew pre-service students or to person-
nel rewiy enrolling in.graduate programs.

n addition to the abeve priority sequence for student '

eligibility, a number of guidelines or general criteria

have been established by the LEAA for qualification of
institutions and programs for LEEP funding: Thus, the
officizi guideline -manual for the program. issued in
1975. includes the following criteria:

e Content of criminal justice programs. Emphasis to
‘be placed on courses teaching broad principles and
problem-sol-ing techniques, rather than narrowly
technical or “*how to’" skills, which can more ap-
proprizately be lcarned on the job or in recruit train-
ing.

s Acedemic qualifications of faculty membefs. Faculty
members snould p‘referably possess at least a mas-
ter's degree:, some should possess doctoral degrees.

o Use of part-time facudty. No crime-related degree
program 1o be conducted wnh only part-time faculty
members. :

o Student-jaculty ratio. _Thc ratio of full-time equiva-
lent majors 1n crime-related studies to full-time

“equivalent faculty shall be no more than 60 to 1.

The above, and related, guidelines have not been es-

fablished as mandatory requirements for institutional
eligibility. but apparently serve as general guides.to
regional office or- other personnel: responsnble for ad-

ministering the program. Moreover, no provision has
"been made for formal academic accreditation of pro-

grams, either by LEAA or by non-governmental ac-
crediting institutions, as'a condition for eligibility.

-2. Current LEEP issues. LEEP was initiated in fiscal
year 1969 with a first-year appropriation of $6.5 million.
Appropriations for the program wcre increased in suc-
ceeding years to a level of $40. miillion by fiscal year
1973 and were maintained at that level in fiscal years
1974-76. The President’s Budget for fiscal year 1977
included an appropriation of $40 miltion for, the transi-
tion quarter; July-September 1976 but did not provide for

_any funds for fiscal year 1977. This amount would have

been sufficient to finance the program at its present level
during academic year 1976-77, but it would have re-
quired termination of LEEP at the end ‘of the year.

~However, the Congress voted, and the President signed;

an appropriation of $40 million for the transition.quarter
and another $40 miliion for fiscal year 1977. With the
transition-quarter appropriation available to finance
LEEP during the 1976-77 academic year, the fiscal 1977
appropriation provides advance funding for academic
year 1977-78. »

Through the end of fiscal year 1976, appropriations for
the program have-totaled, $234 million.. LEEP financial
aid has been provided to roughly 1,200 educational in-
stitutions and to a cumulative total of approximately
250,000 students. The program, by all accounts, has
been a'major factor.in the very rapid expansion of crimi-
nal justice education programs throughout the country. It
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has also received strong suppoer both from law enforce-
rsent- and other criminal justice administrators and from

_employee groups who have been beneficiaries of the

program. This aid program, and the criminal justice
education programs which it has helped to support,
have—at the same time—been subject to severe criticism
from a number of sources, including academic leaders in
the criminal justice education field, itself. Some of these
criticisms have focused on the.issue of the quality: of
many of the education programs offered, including—for
example—the lack of adeyuate academic standards or
clearly defired curriculum objectives. excessive concen-
tration On narrow lCChm(.dl training subjects. lack of
adequately qualified full- time tacully and other institu-

_tional shortcomings, and disproportionate LEEP con-

centration on law enforcement subjects and personnel.
Among major administrative shortcomings noted in a
recent GAC review were the absence—-to date—of any
systematic progrzm for evaluaiion of the LEEP program:
Although the NMS study guidelines did not require, or

provide for, 2 comprehensive review of all aspects of the )

'LEEP program, an assessment of its role in upgrading of
criminal justice personnel and of certain nualitative as-
pects of the educational programs supported by LEEP
was undertaken, using several major data sources. These
inciuded: information provided by LEEP-funded institu-
tions in their annual’ grant applications to LEAA, field

visits by NMS representatives to a small number of-

.1 EEP-assisted institutions: conferences and consulta-
" tions with leading educators in the criminal justice field:

< and collateral information based on other available data

sources,f:s‘tfch 45 the 1975 Census survey of criminal
justice employees. The results of this analysis are sun-
marized in the following sections.

3. Impact.of LEEP. on educational attainment of crim-
inal justice personnel. The establishment of specialized
" ptograms of higher education in law enforcement and

* other crime-related fields—and increased participation in
_these programs by personnel of criminal justice

2gencies—were irends which had gathered considerable

" momentum prior to the initiation of the LEEP program.

Academic'institutions such as the ¥niversity of Califor-
nia, Berkeley; Michigan State Univessity. Northwestem
University; and Texas A&M had pioréered in offering
degree programs in criminology or police administration
in the 1930's and 1940’5, or had offered-academic course
work in these fields. In 1959, one study had identified a
total of 77 crime-related programs offcred in 36 different

~ institutions.® In 1965, a directory compiled by the Inter- -

national Association of Chiefs of Police listed 125 such
programs, in the field of police science alone. By 1969,
at the time of initiation of the LEEP program, the number
of such identified programs had dpprounmtely doubled.

-8.8 -

Since initiation of the LEEP program,
*'law enforcement’’ courses Or programs has grown at an

eatremely rapid rate. Thus, the 1975 IACP Directory*

listed a total of 1,245 separate law enforcement and
criminal justice programs—an 890 percent increase in a
single decade. By the 1975-76 academic year, a total of
1,024 academic institutions were rec€iving some LEEP
financial aid including many of which offered more than
one criminal justice program. The rates of expansion
indicated by these summary figyres may well be unparal-
leled in the history of highcr education in the United
States and—in turn—have contributed to many of the
qualitative problems, reviewed later in this chapter.

An initial /uestion addressed by the NMS analysis was
the extent to which the LEEP program had contributed to
increasing the educatjonal attainment of law enforcement
or other criminial justice personnel. As shown in Table
VI-7, about one-fifth (20.4 percent) of all employees.of

J'state and local criminal justice agencies (excluding
courts) had received sorne financial assistance under the
LEEP program. This corresponds to a total of nearly
200,000 empioyees based on' responses to the Census
1975 survey of criminal justice personnel. Excluded
from this total, in addition.to courts personnel, were
students who had received LEEP assistance, either as
pre-service or in-service personnel, but who were not

- employed in state or local criminal justice agencies in
laie 1974. When allowance is made for the latter
categories, as well as for. newly qualified LEEP recip-

ients atter 1974, it is probable that at least 250,000

college students were aided by the program between its
" inception and the 1976-77 academic year.

" TABLE VI-7

"Percent of Employees of State and Loca[ Criminal
Justice Agencies Who Had Received LEEP Assistance,
by Sector, October 1974

Percentage of
. Sector Incumbents
All criminal justic. system personnel. excluding

COUMS — e e oo m e mmmmimim— = 204
Law Enforcement oo oo meee 23.0
e PONCE e 236
SHEriffS —— - e —ewm———ecmemcmmmm———mm e 20.0
COIections —— oo ool C oo 14.2
Adult corrections - o oeooommmao-- PP 14.0
Juveaile corrections - e mm e m = 14.2
SHeriffs’ §ails o omooommomoocmmccecmm s 15.3
Probation and parole _ . oo 25.8
Others 3.5

Y

Source: U.S. Bureau of the Census, Criminal Justice Employee Characteristics Surwy
(197%) .

the number of =



The Cerisus survey also indicetes that-LEEP assistance
had been heavily concentrated among personnel in the
“law enforcement sector. Over 81 percent of all recipients
were employees of police and sheriffs’ agencies (other
than jail personnel). An additional 13 percent were em-
ployees of state or local corrections institutions. Em-
ployees of probation and parole agencies : accounted for

4.6 percent of the total. Less than one percefit of LEEP-

recipients were employed in prosecution or public
defender offices (Table VI-8).

More detailed analyses of LEEP participation raies by
sector and orcupdtion indicate that over one-fourth of all
swom law enforcement officers and of probation and

. parole officers had utilized this program, in contragt to an
average of only 14 percent of personnel in correctional
agencies. Several factors have probably contributed to
the greater use of LEEP by’police officers than by correc-
tional officers. Educational standards for entry into
police nfficer positions, and promotional and pay incen-
tives for continuing education in the larger police agen-

ries, have tended to be greater than for correctional
officers. As a result, the Census survey data indicate that
about 81 percent of all police officers in 1974 were in the
educational category of high school, but non-college
graduates, the group which has been the primary reci-
pients of LEEP assistance. In tontrast, only 74 percent of
line correctional officers in adult institutions were in this
educational range. Other factors, such as the geo-
graphlcal location of many large correctional institutions
in rural communities, the 24 hour Wwork sched-
ules of correctional -institutions, and
limited avaiftbility of criminal justice educational pro-
grams adapted to the correctional, rather than police
science field—may also have contributed to the lower
participation of carrectional officers in such programs.

TABLE VI-3
Dlstnbunon by Sector of Criminal Justice System Per-
sonnel Who Have Received LEEP Support
October 1974

Percentage

Sector Dustribution
Total, excluding courts o vuoeeeoooo ool 100.0
Law enforcement. fotal . ___. ez o 81.4
POlCE e mmm e e oo 73.6
Sheriffs - o e eee e m 7.8
Correctional institutions, total ___ __________-__- 13.2
Adult COMTECtions —_ i oo coeocmmeeeemee 8.6
> Juvenile corrections ... .. ... S 29
. Sheriffs” jails ool . 1.7
Probation/Parole - oo oo e 4.6
Prosecution - . _ o .o 7
Dcfense _____________________________________ R

) .

Source: U.S. Bureau 0f the Census. Criminagl Justicz Employee Characterstics Survey
(197%). .

152 S :

the more -

Although 'the extensive nse of LEEP aid by police
officers has been clearly documented, the extent to which
this aid has contributed to raising the educational level of
police personnel is more difficult to quantify:. Available
Census data do indisate that the prop-ition of police
officers with some college education rose much more
sharply between.early 1970 and late 1974—during the

~penod when the ‘LEEP program was in effect—than ic*

had in the precedm;: decade. As shown in Table VI-9,
the proportion of police officers with one or more years
of college rose from-20 percent to 3]1.8 percent between
1960 and 1970, based on Census of Population data, but
apparently increased at a much more rapid rate, to 46.2
percent, in 1974 based on the results of the special
Census ‘survey for the latter year. If the proportion of
officers with some college education had continued to
increase’ at the 1960-70 rate, the number with this level
of education in 1974 would have been about 42,600
lower than the number actually repone,d based on the
1974 Census survey.

The latter cannot, however, be solely attributed to the
LEEP program, since several concurrent influences were

operatmg to upgrade the educational level of police per- -

sonnel, including the generar increase in educational
attainment of new entrants into police officer positions,
the availability of veterans’ educational benefits (as well
-as LEEP assistance) to large numbers“of recently dis-
charged servicemen who entered the police ranks, and

the increased adoption by police agencies of policies,

designed to encourage continuing education.

Because of these limitations, a second method was
used in order to attempt to measure the LEEP impact.

Based on information provided by respondents. to the

1974 Census survey of criminal justice personnel, esti-

" .mates were Made of the proportions of police ofﬁce@’and

of custodial officers who had attained college degfbes

within specnﬁed periods following the.period of their ©

entry into service in their agency. Such estimates were
made for officers who had originally entened service in'
two periods: 1960:64 and 1965-69, and who were still.
employed in, 1974. The results for police officers, as
shown in Table VI -10, indicate that only 2.0 percent of
the officers who had originally entered service in 1960-

. 64 had earned a college degree durmg the following 5 -
. year period, 1965-69. In contrast, 12.0 percent ofthose

who had originally_ entered during 1965-69 had eamed -
degrees during the ‘period 1970-74, when LEEP assis-
tance was_available. Moreover, an additional '10.0 per-
cent of the earlier, 1960-64, entry group had eamed
degrees during 1970-74. A similar analysis, for custo-

"dial personnel in correctional institutions indicated thét

‘only 1.0 percent of those who had entered during 1960
64 and were sull,emplqyed in 1974 had eamed degrees

R . e
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' , . - TABLE VI-9

- _ Educational Attainment of Sworn Police Personnel, | -960~74

. - ’ 3

970 " . 1974 °

. 1960
Educations - ———— e e e oz e e e
Atinment Number Percert Number Percent Number Percent
B O S = 271,000 100.0 392,000 100.0 444,100 100.0
.Less than high school  _oeooooooo= e mmm e 100,000 3649‘3 73,300 18.7 45,740 19.3
High school graduate oo . 116,300 42.9 193,600 - 49.4 193,180 435
College: . “ 3
Less than 2 YEars oo cooommmemmemmmemmme 27,100 10.0 67,400 . 17.2 70,170 15.8
2-3 yearS oo o omemmmem—mee—ommoe- 19,800 7.3 42,700 10.9 95,480 A )
4 years OF mOre ____---Zio-cao-- - - 7,300 2.7 14,500 3.7 39,520 8.9
Subtotal: ) t
Some college oo mmemomenn 54,200 0.0 124,600 31.8 205,170 4942

Not: Detail may not add 10 totals because of roumbing

Sources: U.S. Bureau of the Cemsas. Caminal Justice Employee Characteristics Sursey (1975, 1960 and 1970 Census of Population Public Use.Sample tapes. U8, Bureau of the Census,
Census of Gosernments, 1972; Federal Bureau of Imestyztion, Umform Crane Reports data e .

Q

\s TABLE VI-10

College Degrees Earned by Two Entry C ofiorts of Sworn Law Enforcement rd
Officers During Comparable Periods F ollowing Their Entry - .
- B - < K .
_ T N (S
- %=
- . . Enwants in o Entrants 1n Enrants n
Degrezs 1960-64 Who Earned 1960-64 Who Earned 1965-69 Who Earned
Earned Degreer During 1965-69 Degrees During 1970- 74 Degrees During 1970-74 ,
JE . — - . :
- ?\‘:xmh:v . Perdent Number Percem quhcv Percent
Total entrants §till in survice in 1974 ... A 60,507 100.0 60,507 100.0 127,912 100.0
Associate degree __ - --------- e 1.040 1.7 3,599 , 59, 10,676 6.3
Bachelor degree . __ - L ERECEEEEE 170 3 2,413 4.0 4,629 - 3.6
Master's degree - oo oo oooommmmemoeoom 24 * - 349 6 171 .1
* Less than 0.05 percent 4
Source: U.S. Bureau of the Census, Criminal Justice Emplovee, Characteristies Survey (1974). c
: - <

during 196569, whereas 9.4 percent of those who en-
tered during 1965-69 had eamed degrees in the follow-
ing 5 year period, 1970-74. These results; therefore,
sugges a significant contribution by LEEP to educational
‘upgrading of both police and custodial officers.

This analysis, however, is also subject -to, significant

othér inﬂﬁehce§, including the availability of veterans’

 readjustment allowances to many criminal justice per- -

limitations, as a measure of the direct LEEP impact. The -

analysis - necessarily excluded those officers who had
separated froro their agency prior to the time of the 1974
survey. Thre is reason to believe that officers with
college degrees were more likely to voluntarily resign
from police or custodial officer positions than those with
lesser education, in part because of their greater alterng-
tive job opportunities. ‘

In view of these limitations, the above analyses cannot
be considered as providing definitive estimates of the net
gains in educational attainment of law enforcement per-

-sonnel, which can be directly attributed ‘to the LEEP
program. The evidence available does suggest that this

_program was a significant contributing factor. However,

*

9 ., , .
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attainment of college degtees.

sonnel, the increased policy emphasis upon coptinuing
education,-and concurrent labor market trends a!{‘o prob-
ably contributed, to some degree, to these increases in

4. Qualijtative assessment of crimiral justice: educa-
tion programs. The ultimate objective of the LEEP pro-
gram is not merely the accurnulation of course credits or
college degrees by criminal justice personnel, but the

development of knowledges, skills and perspec.ti‘ves )

which will contribute to improved performance, and to
an increase in the overall effectiveness of the agencies in
which they are employed. Such assessments are difficult
at best. One research approach to evaluating the'efféct of
this _contribution, through the conduct of a systeniatic
follow-up survey of LEEP students, had been proposed
to LEAA by the NMS project staff, but had been disap-
proved, presumably because of cost and time constraints.
Several less direct measures of quality of criminal justice

«
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education programs were avail;lble however, based on
information provided to LEAA by LEEP-funded educa-

tional institutions. These included anz*lyses of: (1) the

content of criminal justice education programs, to differ-

- entiate - between those  which appeared academlcally‘-
, oricnted and those darrowly training-oriented; (2) ‘the_
~ academic qualifications of criminal justice faculty: (3) «

. the proportion qf full-time and part-time faculty mem-

. bers; and (4) the student-faculty ratio. The actual charac-
_ teristics of LEEP institutional programs, ir each case,
have been compared with the standards provided in exist-.

ing LEEP\guidelines, ‘and—where available—with com-
parable ddta for all higher education institutiorts.
a. P/rogram contens. Although LEAA guldelmes

have stlessed that criminal justice courses *‘should teach’

broad ’ pnncnples and problem- solving techmqueq" 7
./ﬂ/he? than narrow technical skills or procedures,.a sig-
fi

cant proportion of course offérings upder. LEEP-

-~ funded programs are of the latter type. An analysis of the

14,640 courses ‘related to criminal” justice,- listed by
LEEP-associated institutions in théir submissions for the
1975-76 academic year, indicated that about 15 percent
“of these courses could be classified as *‘training-type"’
courses, under very conservative classification criteria.

. Since the latter were classified simply on the basis of

those course titles Which appeared to be unambiguously
training i'- nature, they are likely to understate the totai
- number Sf courses which have little or no academic

_content. About 35 percent of all law enforcement courses -
» were classified in this category, as compared to much .

lower proportions in other criminal justice fields (Table

" VIAL). _ .
Inclusion of *‘training-type " -courses was most fre-
quent among the two- year colleges, where about one-
fourtl of all courses were in this category, as compared
to less than’one-tenth of the criminal justice course offer-
ings in four-ygar colleges or universities. Based.on NMS
field studles and coltateral information, it is clear that the
two-year colleges are also characterized by a relatively
theavy curriculum reliance upon theield of law enforce-

ment. Over one-half of all-associate degree programs in.

the academic year 1975-76 were specifically identified

" as’law enforcement or police scnepce as contrasted with
" only ibout one-fourth of the bachelor s degree programs

and one-tenth of those at the master’s degree level.

The emphasns upon “practlcal" job-retated law en-
_ forcement training in many of the two-year coram unity

* college programs has' also created problems of articula-
tion of course offenngs and transferability of course’

credits, between these institutions and the four-year col-
leges or-universities. However, based on NMS- field
visits to a small-saunple of these instittions in 1975-76,

. it appears tha this problem was not as extensive as it had

1os

"Total Criminal Justice-Relat,

" under *“other.”

- TABLE VI-11
d Courses and *‘1rairing-

Tvpe'' C ourses Offered by LEEP-Supported Institutions,

~by Fteid Emphdsns of the Courses; Academic Year
MY 975 76
) All Courses Tnining'
F-clfl_ Emphasis  * Relawd to Training:  Courses us
<riminal * Type . . Percentage
: Justice * Courses *™»{ gil Courses
Totals _______i-._.. e 14,640 132 14.6
Law enforcement ____.._ oo 24,771 1.666 34.9
Corrections _ e _2 . 1,267 123, ,?.7_
_Judicial administration _________ 109 12 77110 -
Probation/Parole _________.____, 210 7T~ 33"
Juvenile justice ______.____ s 690 - .25 _ 36
Security ____ e 195 2% 12.8
Criminal justice ___.__.______. 1,912 2200 " 1L.S
Other e e 5,486° 54 L0

K Courscs listed by LEEP institstions as directly related to criminal justice anJ other are

identifiable as belonging to one of the ficld emphasis categories. Courses rtllM o oriminal

justice but notexclusively relaisd 10 one of theie! d emphases (¢.g., cumlmlJuw)mclmlﬁed
* Only courses whosc tites or descyiptions imply lhnusysle\a -wide approachis
taken are classified under the emphlm calegory *criminal just'ze.®

® Each coursq was assigned an is classification. Only courses that appeared
10 be unambiguously training in nature art tisted in this category. Courses coded s training
include: nafﬁc control tec'i:mqms report writing, polygnph. defensive echniques, and correc-
tional opemmns and procedures. Councs that mzy or may. no( be pnmmly skill trasning
depending on how they are taught (e. g hniques of criminal jon and ¢ arectional
custody) are excluded from this dhtegory.

Source: Nanoml Manpower Survey LEEP Forms Anlysxs (1976).

been in.the earlier years of the LEEP program
b. Faculty . qualifications. Although the - LEEP

guidelines specify that ‘it is- preferable that faculty -
‘members possess at least a magter’s degree’” and that
some faculty members should possess doctoral degrees, -

32 percent of part-time faculty members in LEEP-
supported criminal ‘justice programs, and 12 percent of
full-time faculty members, were reported as not possess-

c at least a master’s degree in the 1975-76 academic
vear The largest proportions of faculty nfembers failing
to meet this standard were found among the two-year

- public colleges, where 44 percent of the part-time faculty

and 32 percent of the full-time faculty had not achieved
thlS degree level."As shown in Table VI-12, the propor-

tions of faculty members with at least a master’s degree = -

were lower in criminal justice faculties than among col-

legeteaching faculty generaily, with the difference most

-pronounced in the case of the two-year colleges.

NMS field ‘visits indicate that the lower academic

~credentials of criminal justice faculty members, particu-
larly in two- -year institutions, is due in part to the con-

siderable emphasis given to criminal justice 6ccupanonal
experignce, eg., pohce servnce by ‘many- of these in-
stitutions. -

‘c. F ull-ume vs.
guidelines establish a minimal -standard, that *

‘no crime

Part-time fgculry. The LEEP .
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. TABLE VI-12

Cnmmal Justice Faculty Members With at Least a
Master's Degree at LEEP-Supported Instiiutions
Compared With All Faculty Members at All lnstmmons

* by Type of . lnsmuuons

. v Faculty Members with Ar Least A Master'~ Degmc
- ; - As A&rcenug: of f\llhcuhy \k'nbzr\ .
. Typesof 1 o, -~ < — £
. [ Criminal - Justce Pm Al krsmuuom
, .o . . grams n 1975-76 m‘1972773 »
All institutions ——____ - 767 92.6
Public __________._. 72.6 " NA
. Private ______.____ 88.8 : NA
2-Year colleges. total -~ 59.7 . 877
Public oo __ 59.3 - NA
"Privatte __ oo coo- 75.7 - NA
“ 4-Year colleges. total - 89.5 953
Public . ...______ 91.8 ;. NA )
Private 3 __________ 75.7 NA
Universities! total ... 89.7 . . 92.3-
Public _._.__.. o 893 * NA -
 Private oo - 90.0 NA
~ Nh: Dats not av:llnb-e Y 2

Source; NMS LEEP Forms Analyss (1976); Alan E 8.&“ Teaching Faculty in Academe:
I9¢\ 173 (American Councit on Education. 1973). p. 26.
Al

relate@ degree program will be- conducted with only-—
part-tipe faculty members.”’ In the \,academic year
1975}‘6,,only 73 pement of all LEEP supported institu-
tions“with grifinal justice programs had at least one
full-time faculty member (Table VI-13). Utilization of
part-time faculty, moreover, was much more extensive

in criminal justice programs than among all college or *

university faculty members. These part- -time faculty rep-
resented 52 percent of all faculty members in all LEEP-
-assisted criminal justice programs, as compared to only

24 percent in all college and university faculties.. The -

largest proportion of part-time faculty was found among
" the two-year college cririnal justice programs (12 per-
_cent), ‘whereas *hey represented only about one-half of
the total criminal justice faculty in the four-year colleges
and universities. ’ T
_ d. Student-F aculty ratios. The LEEP guidelines
speciiy that the ratio of full time equivalent students
enrolled in criminal justice degree programs to full-time
equivalent teaching faculty should not exceed 60 to 1.
Available data from the institutional application forms
" submitted by 'LEEP-aided institutions do not penmt a
direct computauon of ‘this ratio for each institution. An
alternative ratio based on the relationship of the total
number of students enrolled in criminal _|ust|ce degree
programs to the number of full-time faculty members has
- been computed. Based on collateral evidence, it has been
assumed that a ratio- of 75- students per one full-time

faculty member is rough.) equwalent to the v0 to l ratio

\

|

' L. .

a7 . .

(based on **full- time equivalenlts") specified in the LEEp
-guidelines. Only about 40 percent.of all LEEP-aided

“institutions met thls,gltematwe criterion in the 1975-76%"

academic year. The proportions of institutions with Aratio
of 75 students per full-time faculty . member in cfiminal
jUSt]CC degree programs ranged from o'ﬂy 30 percest, for
" two-year rol.eges to’about 55 percent in universities. In
the cas¢ of thie two- year colleges, ver one-fourth reported
ratios-of 120 or mors students per, full- time faculty
member. . S

TABLE VI—.l 3 -

LEEP-Suppoﬂed l,rsurunons With Crrmmal Justice *
Programs That ‘Have ai Least One Full- Time 4
~Faculty Member, by Type of Institution, Academic Year.
. 1975-76 - .

r

- N

, " » : " Number with at  Percentage Wu-h
Dumber with Legst One Full- At Least One Full.
Type of Institution Criminal eri& Time Faculty - Trme Facuhy

All institutions __.___ t:7) S 637 73.1

e Public oo 695 522 750

.Privats 3o 176 ) 115 652 ~
2-Year coileges, total _-. 454 . 324 . 714
Public tooo - 439 . 318 s72.4
Private - _______ i5 6 40.0
4—-Year colleges. lolal - 162 112 * 69.1,
Public _-—co——____ -60 51 85.0
Private - _—o__.__. 102 61 59.8
Universities, w —_—- 258" 201 78.8

© Public L T 196 "t 153 781
Private | . __._______ 59 48 81.4*

Source. Nationsl Mhpower Survey LEEP Forms Analysis (1976).
. In summary, the preceding assessments are generally
_consistent with recent criticisms to the effect that many
-current. programs fail to meet minimum standards of
academic acceptability. In terms of course content, our
findings are gonsisten: with those expressed in a recent
repbn by the American Bar Association:

.that many of them have a strong- vocational
orientation. . .They do not meet the kinds of
needs that have led to urging the police to
undertake college work. At best, such pro-
grams constitute good 'training, at worst,

~ they’re lending status to an effort ‘that serves
-only to reinforce the most parochial concepts ~
prevalent in the police field.®

THe sine qua non of an educatlon program is_its fac-
ulty, andsthe two most widely refereficed measures of the
quality of a program’s faculty.are the propomon of its
‘members who are associated with the program on a full-

time basis and the proportion who have at least a mas- °

ter's degree. On both rounts the criminal justice
programs at LEEP-suppoded instituticns of every type

fall short of the prevailing standards at the same type of -

« =
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- institutions. The'discrepancies are exceptionally large at

the two-year college level.

C.Tmpli;utions of
Futuve Monpoweﬂrends . N

Any decisions concerping the future ‘scope and direc--
tion of the‘ LEEP program or.of any similar'programs of
educanonal assistance for criminal justice- personnel
must consider not only the past performance of the*pro-

. ne} needs and resources. Future employment growth
rates, changes in job functions or roles, and in the educa-
tional levels of personnel enfering key <riminal- justice
occupations will all be relevant in cstablishing pnontles
for such educatloJthz:fslstance programs, -

1. Bmpluyment tPeads. Based on the- ‘projections pre-
:sentedﬂn-'Chapter v, the‘Outlook for the coming decade
is for continued employment growth of the major ocey? *
pational groups whose personne] have received most; of

- the LEEP assistance. However, the rates-of. empIOy@fnt
growth will vary considerably among these occupations, -
as illustrated- below : .

A ) Pereent Inreass.
A ' S , . 1974275
Swori officers, police protection agencies _____ 28
" Custodial officers, state at}ult institutions ______ 53
Child care workers, juvehilé institutions - __ I
Probation and paroie ofﬁccrs _____________ S Sﬁ/\

- -Although swom’ law enforcement officets will’ stlll
* constitute the largest smgle occupat10nal group among
personnel of criminal justice agencies, “theirshare of total
employmient is expected to decline from 46 percent’ in
197¢ 10 41 percent in 1985. Conversely, employment of
correctional officers in adult institutions and of probatlon
and parole officers is expected to'grow at a much more’

- rapid rate over this period. Certain other occupatlonal

groups, such as non-sworm (civilian) police emplbyees-, ,agenient SOPhlS"

-~and non-judicial staff of state trial courts of general |
Jur;sdlctlon—whlch have ‘madelimited use of LEEP s-

77 sistance to date—are also expected to grow at a relatively

-~ rapid rate. These trends thus suggest. the need for a

significant shift in curriculum emphasis of criminal jus

tice education programs, to include better coverage ol

corfections and couns-related subjecfs as against the

current heavy c0ncentra.t|on bn {ine law enforcement -
personnel. )

" 2. Trends in job functions and rol«fs The results of
our field analysis of key occupations, and concurrexnt
survey jnformation on major criminal -justice "trends,
suggest that the coming decade will witness only-gradual
changes in task emphasis, and in related skill and knowl-
edge requirements, for a number of key criminal justice

' occupations. In general, the direction of change where |t

™ occurs will be toward a broadening of sc'ope-ih a gumber-.

of the line positiong which in turn will require a broader .
understanding of crime-related behavior, of socnal,prob-
lems and of the cnmlnal justice system as a whole” Thus,
the trend toward tean policing and towards greater in-
volvement of the community in crime prevention’ may
_requiré an mcre}sed understanding. by pollce ofﬁcers of
community relations issuessas well A{s additional tralmng
in basic. investigative skills, while the’ trend towards

. community-based correctional facilities $hay have the,
grain but also the fmplications of future trends in person- . y

-effect of expanding the, counselm ofe of custodial per— u

’

: sonnel partlcularly in juvenile i tutions. . .

Mg; significant changes in'roles are likely to occur in
the case of-executive and other managerial-level. person-

- néli in line {aw enforcerrent and.correctional agencies. A

* sist management in utilization of stalf and other Te- |

- vanety of pressures and constraints #é result}ng in a .

basic change in the tradltlonal command -style of man_

. agemnent of these. agencncs » inclus ing mcreased préssures

for tmproved efficiency and use of wrare sophlstlcated <
managemen. techmque"s, increased acc mtability to the- -

 courts in treétment of offendérs; and i€ growth of public ’
sector pnidnization. One illusrrauqn@f this trepg-is the =~

emergence. of separate operational planmng units“tg as-

sources. Two-fifths of all policg chiefs in jurisdictions

~with 17,000 or more population, reported the existence ’

of such unitsin their departments. Field analysis of theif
functions indicate that most of these units still at a
rudimentary stage; for example, oniy al}ﬁa‘:he half of
the police pldnners sampled analyzed crime and vyork-
load statistics as part of their duties and fewer engaged in
bona fide planning ~or research activities.?  These

’,

_ limitations can be attributed at least-jn part to the limited.

tralmng.of both management and of planmhing staffs in the
role of sysematic managerr;ent planning, and if the
" technical slolls e’q!’alled Pressures for increased man- X
ion will be accompanied by -a de- ;. :

ma.rd for more broadly educated personnel in-these key -
posmons, and for more comprehensive managemen.
training programs, . . -

3. Trends in educational_atmipmeh:. NMS- pro-
jections indjcate that a continuation of recent trends will
esult in a sharp intrease in the prpportion of swom Jaw -
- enforcement officers with at least some college educatiort’s - .
in the next-10 years. The percentage .of officers who
have completed one or more years of college is projected
to inerease from 46 percent in 1974 to. 75 percent by
1985. In the latter year nearly 19 percent of all law
¢nforcement . officers zire expected *to be college

‘graduates, or more than twice the proportion in 1974.

These projections assume that the rate of educational ;- - -
upgrading among current swom law enforcement-officers,
who will remain in th1s occupatign to 1985 will be the.

93,
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same ‘as that experienced by groups of officers with improved job performance—cannot be cl'e?rly sup-

similar lengths of service in the periods prior to 1974, porled in the case of the basic line officer positiors,
They, also reflect the replacement of older, <ess- whose incumbents have been the primary ben-
educated officers. separatmg due to retirement or other ., eficiaries of LEEP assistance. ‘Empirical research
cayses, by bets -+ “acaied young recruits. A combina- * evidence is inconclusive and opinions of law an-
© tion of factors. 38 roaws in Chapter V, is e'(pec(ed to forcernent executives on this issue, although gener-
contribute o the expectec increase in educational attain- ally supportive. appear to be strongly itfluenced by __ .
ment of new police recruits. These include: (1), the pro- their own backgrounds. The strongest _justification
& jected reduttion in annual police rccruitment needs, for such assistance appears to be on carder develop-
hence permitting grezter selectivity: (2) the higher levels ment grounds, i.e., to develop a broader pool of
of unemployment projected -for the period 1974-80, educationally quahﬁed persdnnel for advancement
whlch_ will increase the supply of qualified applicants: 1o supervisory and managerial level pOSmOns
and (3) the continuing trend towards increzsed college e The available evidence indicates that LEEP was -
_enrollment among those who will comprise the pool of clearly a major factor in the very rapid growth in
potentlal new entrants into police positions during the criminal justice education- programs during . the
coming decade. +* period since its inception, and that it, was probably a
One ofthe major implications of these trends is . significant contributing factcr in the recent rapid
_thab—wiith the continued increase in the preportions of increase in educational attainfnent of police and cor-
- personnel who will already have completed one or two rectional officers. However, the academic quality of
_years of college work—a growing proportion. of appli- much of the :EEP-financed education has been sig- .
_'cants for LEEP assistance will consist of personnel en- nificantly deficient, as measured by such criteria as.
" rolled in the third or fourti, years of undergraduate study program content, faCulty charactegstics, or student-
o at*four-year colleges or umversities, or in, graduate pro- faculty ratios. In part, these qualitative weaknesses
- grams. Such programs fend’ to be COnSIderably more  are attributable to the very rapid growth cf LEEP-
costly than thosc in public two-jear colleges. 1If LEEP funded criminal justice education programs and the
. ~fund1ngw¥vels ‘were to continue at the same absolutz . inadequate initial resources of qualified faculty ‘and ™
doltar level, as was the case between Fiscal Years 1973 of educational materials. There is little evidence tiat
-and” 1977, or were even to increase only in line with these programs adequately address the bréader so-
: R gencra] ‘increases in tuition costs, the effect would be to cial issues associated with crime and crime
© ¥ . impose a need for reduction in the number of e,nmlle"s . prevgstion, or with the interface between the crimi-
- and grobabfy. ‘in the number of eligible msmutlons N nal justice system and the broader commumty
: “ip‘ . ; Course emphasis, as well as student pammpatlcm.
- Cot ) “have also been disproportionately concentrated in
- D. Fm‘dmgs cmd Recommendations ) .+ the law enfo emen? ﬁ;d , Y
. “ 1. Majorﬁ*ulmgs The issue addressed in this chapter o From a manpower perspective, the”cutlogk is for

-~ . has t,gen m,_futu,-e role, and direction of, the LEEP much more rapid growth in ‘correcticnal po’smons
o pfogra?rf or of any similar program of academic assist- ‘than for sworn police ‘officers, thus indicating the
T -, ante Tor_criminal justice personnel. Scveral analytical *  need fot increased emphasis on correctional subjects :
N appmaches ave been.used fot this purpose, including a in crim nal justice programs. A growing proportion
<" review of evillence beafing on the relat|0nsh|p bet een of ali line personnel in law enforce.aens and correcs
hxaer education and personnel perfotmance, an assess- tional agencies will have completed at least one or

. - *ment of the quanmanv» and qualitative results of the two Years of college, in large" part because of the

‘. LLEEP program and an‘dentification of key manpowet . ftising edu€ational level of new emrams into thesé
) occypatlons As a result, a greater propomon of

1 levant to futurs needs and nont'es for federall
rends relevan P y available assistance funds will be needed to assist

‘funded ‘academic assistance- programs. ]
An irescapable concluson. from the avallable evi- those enrolled in the upper years of four-year under- .
graduate programs Or in graduate study.

dence, is that :he LEEPR pmgram—-lf it is to be

I

£ continued—must be subistantiall§ restructured to remedy oln ad'a"hon to these trends, assessments presented
R ‘major qualitative deficienciestand to adapt it tb changing elsewhere in this repcrt have highlighted significant
B manpower needs of triminal Jus;lce agenC|ea This con- existing deficits in education among mid- level and
.clusiogr is based on.the. following specific findings: ;nanagerial personnel in law ‘enforcement and cor-
v e The basic prem;se of the LEEP program—that . rectional agencies, as illustrater by the faet that less’
hlgher education per se, is closely aSSOClated with . than one- founh of a'l law enforczmem executives
ﬁ- 94 } AU T ) . ‘ / ._“' . I .
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2. RecOmmendat.lzons
@ Firm action should be taken by LEAA to enforce the

were college graduates in 1975. It is likely that,
despite substantial progress, a majority of manage-
rial incumbents in law enforcement agencies will
continue to be non-college graduates in 1985. in
view:of the growing need for application of sophisti-
cated management techniques in criminal justice
agencies, and of the increasing constraints and pres-
sures -for accOuntability on these executives, an in-
creased aligcation of resources to education and
training programs in the field of management should

~ command a high priority in tuture academic assist-

ance programs._ N

el

existing qualitative standards for institutional qual-
ifications for LEEP assistance as provided in
current LEAA guidelines. In order to upgrade the

qualitative level of these programs, LEAA should

assist the Academy of Criminal Justice Sciences or
other appropriate potential accrediting organizations
in accelerating on-goin
tiori standards for these programs. After some rea-
-sonable notice, programs which do not meet either
" LEEP guideline standards, or appropriate accredita-
tion standards, should be dlvquahﬁed from further
LEEP assistance.

e In view of the growing proportion of personnel who
_ have already completed one or two years of college.

guidelines for academic assistance to irstitutions
and mdlwdual applicants should be revised to pro-
vide for a phase -out of LEEP assistance for the first
hvo years of undergraduate study Implementation

of this policy should, ho»yever, recognize the wide

differences in existing educational attainment of line
criminal justice personnel by regions, state and lo-
cality, which may justify early action in some states
and'much slower implementation’in others.

o LEEP funds made available by the above proposed

. policies could appropriately be reallocated to the”
following higher priority educational needs:
(1)"Management education programs. A special

. program of grants for undergraduate and érgduate

work in management-relzied subjects is récom-
_'mended' to help alleviate deficiencies in “the
' education and training of current incumbents o1 of
individuals otherwise eligible for- advancement to
managerial- positions. The grants should be made
available to middle-level supervisors and manage-
rial personnel in ali valegories of cnmmdl justice
'agencnes should provide for full support of up to
one year of resident ‘study; should be nai:onally
administered by LEAA and awarded on a competi-

¢

s

lans to develop accredita--
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tive basis, with consideration given to equitable
geographical distribution.

(2) Graduate programs. A significant proportion
of LEEP funds should be made available for direct
grants to criminal justice related graduate programs,
to support increases in the number of students plan-
ning to teach in the field or te engage in planning,
research or evaluation functions m cnmmal Justlce
agencies.

(3) Doctoral dissertation grants. A special pro-
gram of grants to support doctoral dissertations on
crime-related subjects should be instituted, as an
additional means of sfrengthening the quality of
research and of education in this field.

e Guidelines and criteria for allocation of LEEP

assistance should be modified to.encourage adop-
tion of broader curricula, with increased emphasis
on the neeads of personnel in correcnonal and judi-
cial process agencies, since the latter categb es have
received a relatively small share of touS LEEP
assistance and are expected. to experience the.most
rapid employment growth in the coming JO—ye.ar

* period. Similarly, as non-swom personnel assume a

larger share of total law enforcement positions, in-
cluding those in technical and planning functions,
such personnel should be assisted in advancing their
education in crime-related subjects, both at the un-
dergraduate and graduate levels.

o It may be desirable to reassess the current policy

which virtually precludes authorization of LEEP
grants to any new pre-service students. It is clear
that the overall adequacy of supply of applicants for
line police and correctional posmons does not war-
rant a general re-opening of the LEEP programs to
pre-service personnel in the first 2 years of col-
lege. Exceptions should be considered in the case of
_ qualified applicants for advanced undergraduate or
gradu~te study in crime-related fields, where state
‘and local agencies can establish a need for such
personneL and can . provide some assurance of
placement opportunities, when they have completed
their education. .

e

° Fmally, if the LEEP program is continued, meds-

ures should be jnitiated to conduct a continuing,
comprehensive evaluation of this program. This
should include systematic follow-up surveys of stu-
dents who have received LEEP training; as well as
assessments by employing agencies of the utility of ’

" such training. The practice adopted by other federal

‘agencies, in setting aside a small percentage of the -
program budget for evaluation, should be adopted .
by the LEAA.
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E. Conclusions on Educational Standards

The above assessments of educational standards forline
positions in law enforcement and correctional agencies
support the following general conclusions,.

1. The available evidencc—whether based on task
analysis, on empirical research oron attitudinal responses
of agency executives—does not support a mandatory
reqitirement for college education as a condition for
satisfactory petfformance in basic police officer or line
correctional officer duues as these positions areAra i-
tionally organized.

2. There is some evidence, however, thfri college
trained police officers as a group do perform better than
officers in certain tasks, such as in preparation of reports
or in service-oriented police practices, such as dealings
with juveniles or with citizens. Moreover, to the extent
that the role of the basic police or correctional officer is
broadened—for example, through greater involvement of
police officers in community relations activities or
through assignment of a greater counseling role to line
custodial officers—a stronger case for college-trained
personnel can be made.

- 3. Generally, however, the strongest justification for
support of higher education for these personnel relates to
career development needs in view of the more widespread

» recognition of the requiremerit for such education for

supervisory and, particularly, managerial level positions.
Since line police and correctional agencies rely very
largely—if not exclusively—upon intemal promotions to
staff these key positions, the developrrent of a large pool
of inore educated officers in the basic entry-level positions
is viewed as a necessary condition for the future educa-
ticnal upgrading of the higher echelon staff in these

agenciz§.

~

4. Fnally, the recent infusion into the executive racks
of criminal justice agencies of younger, more educated
officers—who have expressed the strongest support for
upgrading of educational standards—clearly points to an
increasing emphasis upon higher education as a condition
of both entry and advancement in these agencies. This
trend is likely to be reinforced, moreover, by the favorable
recruitment outlook for most of these agencies, resultifig
from reduced personnel tumnover and growth needs and
from the increased pool of college-educated applicants for
police and correctional agencies, as discussed in Chapter
V of this volume.
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CHAI-TER VII.

TRAINING FOR LAW ENFORCEMEN?

A.ND CORRECTIONAL OCCUPATIONS

In coni.ast to the broader educational objectives of
academic degree-granting programs, training programs
are primarily designed to develop more speciiic job-
. relevant skills, knowledge and perspectives. Such train-
ing may be provided in a formal classroom environment,
such  as that of law enforcement or ¢ rrectional
academies, or may be acquired through so.,.- combina-
tion of structured on-the-job training and of informal
on-the-job leaming experiences, through observation of,
and guidance by, supervisors or peers.

On-the-job training and leaming experiences have

been—and continue to be—the predominant source of

development of practical job skills for most law en-
forcement and correctional officers. Nevertheless, in-
creased emphasis has been placed upon more formal
training programs for these personnel, including entry-
level training.in basic skills, and in-service training to
provide for maintenance of these sk :!ls or for develop-

ment of rrore specialized or technical skills, including

those related to assumption of supervisory duties.
This growing emphasis upon formal training programs
has stemmed in large part from a recognition. of the

limitations of more informal procedures to prov:de the -
needed <Xills and knowledge. During the 1960’s, Jising

crime rates, urban unrest, prisoner riots aan¢ demonstra-
tions, and a series of Supreme Court decisions protect-
“ing offender rights all highlighted the fact that many law

- enforcement and correctional personnel had been poorly’

prepared to exercise their responsibilities. An extension
" and strengthemng of formal training programs was rec-
ommended, therefore, as both a mear.s of improving the
" basic job-relevant skills and proficiencies of these key
personnel, and uf promoting more rapid adjustments to
changing policies and crime-fighting strategies or to
changes in the social environment, itself.

This chapter assesses the current status and adequacy -

of these training programs, separately for law enforce-
ment officers and for correctional personnel—other than
. those at the managerial level, whose training and educa-

tion needs are reviewed in the following chapter. A-poiat .. .

"of 'departure in these assessments is the definition of
training standards based on findings and recommenda-
" tions of expert Commissions, the results of NMS occupa-
" tionial analysis findings and of related survey findings.

L

These have provided guides as to desirable minimum
lengths of training, frequency of training (for in-service
personnel) and training contents. Thkese standards have
been compared with current agency practices, as re-
ported by executives in response to the NMS surveys,

and with information on specizlized training actually
received by agency employces, where available. Rec-
ommendations on needed improvements in existing pro-
grams are presented in the final section of the chapter.

A. Training for
Law Enforcement Officers

1. Entry-level traim'ng.' The need for farmal entry-
level training for new police recruits has long been rec-

. ognized. Such training had been provided by the larger

police departments for many decades, beginning with the
opening of the New York City Police Department’s School
of Pistol Practice in -1895. However, until re-
cently, many smaller agencies continued to rely on in-
for 1al on-the-job training methods. Moreover, police
courses—where provided—were often very restricted in
scope, with.primary emphasis on procedures or specnﬁc
skills, rather than basic ‘priuciples.

The: ,Presndent s Commission on Law Enforcment and .’
Administration of Justice, -and the National Advisory
Commission on Criminal Justice Standards and Goals
both recommended that entry level training of a: least
400 classroom hours be mandated for all new police -
recruits. The latter Commission further recommended a
dnstnbunon of course time to cover the following subject
areas.

Percentage of
Course Hours
Introduction to the criminal justice system ________ 8
LW e eemee e e 10
Human values and problems ____________________ 22
Patrol and investigation procedures ._____________ 33
Police proficisncy " . mmemameo o 18
Administration - ool . 9
Total cooemo . e 100

Other specific recommendations of the National Advi-
sory Cqmmission included: (1) establishment 'of
performance objectives for training programs; (2) a shift
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from the traditional lecture methods of training to
methods designed to increaxs trainee participation and
interest; such as role playing. group discussion, selt-
paced individualized instruction; (3) imnroved instructor
training and increased utilization of full-time instructors;
and (4) establishiment of a field training program under
supervision of highly qualified officers, to oe combined
with the formal recruit training program. The President’s
Crime Commission, as well as the National Advisory
Commission, also strongly supported establishment of-
statewide or regional academies for law :nforcement
training, and-of state commissions on police selection
and training standards, which would have. the authority
to establish mandatory minimum standards for training
and qualification of police ofticers in each state.

The .necessity for formal entry training-of police offi-
" cers was further validated by the results of NMS job
analysis studies. Samples of incumbent patrol officers
were asked to identify the skill and knowledge require-
ments for adequate pcrtonnance of various police officer
tasks. The respondents rated 14 of these tasks as requir-
ing a high degree of skill or knowledge upon entry.
Among these were knowledge of police anthorities and
v responsxbllmes criminal law, investigative techniques,
use of firearms. report writing and defensive tactics—all
requiring some period of initial formal training. Thus,
even under a specific task-oriénted approach, entry train-
ing was clearly indicated as essential for satisfactory
police performance. The length of course time necessary
_ 1o acquire these and other essential skills or knowledge
could not, however, be established by this procedure,
since this is likely to depend upon such variables_as
student and instructor capeoilities, intensity of training,
the teaching methods use:i and the specific content matter
required by different agencies. Law enforcement training
experts in a panel convened by the NMS. for this purpose
have, rather, stressed the need for clearly defined per-
~ formance objectives for aach aspect of training, as well
. as the importance of structured field training as a sup-
plement to more formal classroom work.

Considerable progress has been made in approaching
- ‘'some of the -quantitative. goals for police entry training
recommended by these Commissions. By 1974, 44 states
had established state commissions or police standards
‘and training, as compared to 33 in 1970. The institu-
tional resources for provision of such training have also

expanded rapidly, including a rapid growth in the

" number of state and regional academies for provision of
training 40 small and medium-sized agencies. Thus, of a
total of -about 240 law enforcement academies which
responded- to a recent survey of the National Association
of State  Directors of Law Enforcement Training
(NASDLET), 66 percent were established thhm the last
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10 years.? Financial support provided by the Federal
Government has been an impo.. “actor in this growth,
as illustrated by the fact that .3 percent of these -
academies reported receiving financial assistance directly
from LEAA in 1975 while 17 percent received aid from
state and criminal justice planning agencies.

The extent of progress in provision of entry-level train-
ing is also suggested by a conipar‘son betw . the pro-
portion of all incumbent swom ol icers who had ever
received police academy training wich the proportion of
agencies currently requiring such training for new en- -
trants. As shown in Table VII-1, 77.5 percent of all
sworn officers employed in law enforcement agencies in
1974 reported in the Census employee survey that they
had ever attended a police academy. This proportion
ranged from 52 percent for officers in agencies with less
than 25 employees to 95 percent, in agencies with 1,000
or more employees. In contrast, ovgs 82 percent of all
law enforcemant executives responding to the NMS sur-
veys in 1975 reported that their agencies were currently
provxdmg entry-level training to all their new recruits,
including-all but a very small proportion of agencies with
25 or more employees. Moreover, among the smallest

) agencies—those with less than 25 employees—69 per-

cent of the pohce agencies and 78 pzrcent of the sheriffs’
agencies now provided some formal entry-level training
to all recruits (Table YII—Z).

TABLE VIiI-1

. Sworn Law Enforcement Personnel Who Had Attended

Police Academies, by Size of Agency, 1975

. kS Personnel Who Had
a .  Number

Atended 2 Folice Academy

* Sive of Agency of - e
- Personnc] Jumber Percent
All law enforcement agencies ..___ 502,254 389451 77.5
0-24 employees _____________ 83,005 43,497 * 524
t25-149 ___2_____. - 138,073 94,118 - 68.2
150399 . i eeaen 54,788 41,229 . 75.3
400999 e eeeieeee 52,453 45267  86.3

1,000 or more ________ - . 173,935

165,340 95.1°

Source: U.S. Bureau of the Census. Crimir:l“lusl;cq Employee C'mr-clerisfi;:s Survey.
1975.

The proportions of all police officers who had received
formal training were found to vary. consxd°rably among
the 50 states, ranging from only about one-half of all
officers in several rural states, such as North Carolina,
West Virginia and New Hampshire, to abor 90 percent,
in.New York, California, and the District of Columbia. '
Generally, states with above average educational levels -
among police officers also tended to have a higher pro-
_pomon of academy-trained personnel, probably reflect-"
ing the combined influence of higher ‘state training and .
selection standards, greater urbanization and differences
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forcement. employment in

.in overall education ahd training resources among
states. S

< Several types of academiés or triining agencies ha.
been used to provide police recruit training. These
include agency affiliated academies, state or T-gional
(intrastate) academies and academies operated by educa-

“ fional institutions, such as community colleges. NMS

survey reports indicate that law enforcement agencies
which accounted  for about 57 percent of total law en-
1975 provided training
through agency-operated academics; an additional 36
percent, through state or regional academies, and only
about 7 percent, in academies operated by educational
institutions. Whereas abouy three-fourths of agencies
with 500 or more employees relied on their own
academies, a majority of small and medium-sized agen-
cies used state and regional academies or local educatjon
institutions for this purpose.

. As shown in Table VII-3, the extent to which recruit

training courses conform to the National Advisory
Commission standard of 400 or more course hours varies

" directly with agency size. Among agencies with 400 or

.more employees, over 90 percent of all police depart-
.rhents and 72 peicent of sieriffs’ agencies, provided re-

_“cruit training of 400 hours or more, whereas 0fly small
percentages of agencies with less than 25 employees met

this standard. A distribution of these agencies, weighted
by their employment,-indicates that agencies eémploying
nearly three-fifths of all swomn officers provided-entry

 training of 400 or more hours in 197475 (Table VIi-4).

Average course iengths were substantially longer in
agency affiliated academies than in state of regional
academies or those affiliated with educational institu-

" tions.

_ . TABLE VII-2" )
Police and Sheriffs' Agericivs Providing Formal Entry-
Level Training, by Tvo cnd Size of Agency. 1¢75

e i ———TT— e —— o

Type and Size qeant of Agense® Proveti o
of Agency Gatry-Leve! 1R
Police agencies, total ____. ...
T =24 employees oo ___ ... -
25-74 e
75399 oo
400 or more ... _aolo—oo--

Sheriffs’ agencies, total ___ -
1-24 employees ____ .-

2574 e
75399 oo

. 400 Or MOFE o lcoooooomoemoo-

Source: NMS Executive Surveys, 19753,

vogddition o the Sontinuing deficie ~ the avail
sy and’length of police recruit t. ~smaller
.encies indicated by the above compar: follow-

ing qualitative limitaticns in taw enforcerr:u avademy
training were indicated by the’NMS surveys. :

o Course conients. A comparison of actual course

time distribution by major training topics, based on

the NASDLET survey of over 200 academies, with

that recommended by the National Advisory Com-

mission on Criminal Justice Standards and Goals,

indicates that recruit training course contents were

much more grocedurally oriented than prenvsed by

the Commission. Thus about 67 percent of course

hours were being devoted by academies to patrol

and investigation procedures and to *‘police profi-
ciency’” subjects, as compared tc a recommended
alocation of only 51 percent of time to these pur-
poses. Conversely, training in ‘‘human values and
problems’” received oniy 7 percent of actual course
time, whereas 22 percent had -been recommended
for this purpose. The latter include subjects such as
community relations, .juvenile delinquency, crisiy

irtervention ‘and minority relations, subjects which .

have becn strongly recommended for increased em-
phasis in the major Commission studies, particularly
in the case of urban police departments.

o Teaching methods. Despite recommendations sup-
porting more extensive use of more individualized
teaching methods, the formal lecture method con-
Linues to be the primary mode of instruction at
academies for nearly all subjects, other than physi-
cal conditioning and firearms. Only small percent-
ages ‘of academies réported use of altemative
methods such as group-discussion, operational prac-
tice, case study or pmgramméd instruction. A panel

of.la»\j enforcement training experts, convened by’
NMS ‘in 1976, strongly recommended that the:in--

stitution cf improved teaChing techniques and mate-
rials should be given a high priority.

e Field fraining. Despite strong emphasis upon field
training in Commission recommendations, only
about 36 percent of all academies responding to the

NASDLET survey included such trainigg in their

program. Field training was provided, to some ex-
tent, by 50 percent of agency-affiliated academies
put by only 25 percent of state or regional
academies, and by 17 percent of those affiliated with
colleges. NMS panelists also noted that field train-
ing, when available, is often indifferently structured
and sometimes suffers from a lack of strong man-
agement support—findings confirmed by the avail-
able literature and by NMS field visits.

o Instructor quality. Despite Commission recommen-
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Distribution of Hours of Formal Entry-Level Trairing Provii'ed by Police and Shen_[fs Agencies to New Recruits, by o

TABLE VII-3

Size ana Type cf Agency, 1975

K]

Potice Demrenents

Sheriffs” Departments

Size of Agency

Size of Agency

Length of 1-24 25-74 75-399 400 or More 1-24 25-74 75-399 400 or More
Entry-Letel Tota} Employees  Employces  Employees  Employees Total Employces  Employees  Employces  Employees
Training (n=2723 (n=1431) " (n=752) (n=432) (n= 100} (n=2312) {n=1997) (n=477 (n=202) (n=36) .
All departments _______.___._ 100.0 100.0 100.0 100.0 100.0 100.0 100.0 100.0 100.0 100.0
No training provided ______.___ 17.8 30.8 4.9 1.9 0 17.8 224 " 6.9 9 0
1-159 hours __._____________ 50 11 2.5 3.5 0 9.3 9.8 8.3, 74 .. 5.5
160-399 hours ______..______ 3.7 43.8 511 39,1 93 61.1 60.3 68.9 564 22.2
- 400-799 hours . ____________ 31.6 18.0 40.6 53.0 63.9 114 7.0 15.7 = 35.1 66.7
800 or more hdurs _..________ 1.9 .3 9 2.5 26.9 4 o4 0 .0

s

-
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100

5.5

. Note: Detail may not add to totals due to rounding:

Source: NMS Executive Sarveys, 1975.

TABLE VII4

.Estimaled Percentage Distributions of Sworn Law
Enforcement Officers, by the Duration of Enny-Lew’I
Trammg Provided, 1974-75 @

* -, ‘Dumtion All Law "~
of Entry- Entorcement Polwe Sherith
Level Tratning Agencies Agencies -Agencies
Tots e 100.0 100.0 100.0
- NO training oo oo ' 7.2 23, 1.2
1-159 hours .. __._____ 3.2 24 1.7
160-399 he.rs .. ___. 30.7 27.2 51.2
400-799 tuurs _____________. 7.0 49.5 32.1
800 ormore _________._______ 11.9 13.7 1.6

* Percentage distribution weighied on basis of cmplnyn;cm in cach agency size group.
Note: Detail may not add to te*'s due to rdunding.
Source: NMS Exccutive Survr ys, [975.

datlons in support ‘of increased Nization of full-
e, adequately trained instructols; the NASDLET

survey found that nearly 80‘percent of all academy

faculties consnsteJ of part-time instructors. About 83
percent of .the responding academies required that
their instructors'be certified, mainly by State Train-

-ing Commissions or Departments of Education. In

spite of this apparent progress, the panel of NMS
training experts felt that many- insttuctor training
programs are madequate, pamcularly for non-
procedural subjects..

" @ Class size. The National Advisory'Commission has
recommended that recruit class-sizes be limited to a
maximum of 25 trainees, with 20 as a preferred

> limit. The NASDLET survey found that nearly

one-half (49.3 percent) -of agencies responding to
the survey actually had class sizes in excess of 25
recruits, with the largest class sizes ‘eported by statc

- and regional academies.
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2. In-service training. For purposes of this report,
in-service training includes all agency-provided training
that incumbents receive after basic or entry-level train-
ing. It includes courses designed to improve or upgrade
"dirsctly job-re:ated skills, such as:investigative methods
orfirearms use, as well as training to prepare incumbents
for new assngnrnents or specialized functions, such as .
dispatching, evidence handling or computer \p. ,gram-
ming. Supervnsory training, as well as' training \and edu-
cation programs for managerial-level person el, are
discussed later in this report. oo ST

Both the President’s Commission and the National -
-Advisory Commission recor..mended that all swom law
enforcement officers receive periodic formal -training.
The latter Commission recommended that 40 hours of
in-service training be provided annually to all swom
employces up to or including the rank of captain. or-its

equivalent in order to maintain, update and: lmpmve;
necessary. knowledgc and-skills.? Similar recommenda-

tions have been made by numerous other assessments of - .

police personnel and training needs.

A large proportion.of the executlves responding to the
NMS survey reported that their agencnes provided some

in- servnce trainiug to their personnel. Agencies offering - -
at leat some in- servncg training accountéd for about 84 -

percent of-all police empioyees and for 74 percent of all *

sheriff agency personnel in 1975. Nearly all of the larger -

agencies, with 400 or mor: employees, offered some
in-service training, as compared with only 63 percent of
the agencies with less than 75 employees. However, only

a small proportion of officers had actually attended for- . .
mal in-service courses dunng 1975. Thus among the

police agencies with 400 or more employees, 92 percent
reported that less than one-fourth of their officets had
attended an in-service course (other than -*‘roll-call’” .
training) in. 1975, and only S percent reported :hat 75 ..

C e



" percent or more had attended such 2 cote! These find-
ings tend to be corroborated by police officer responses
to the 1975 Census survey of criminal justice personnel,
~“which indicated that only 36 percent of all. sworn officers
h:d completed at least one specialized training course
relevant to their current job.

Subject matter coverage of in-service training also
appears to be limited in most agencies. The three topics
most frequently offered, based on the NMS survey,
were:. ‘‘criminal law and legal procedure,” “weapons
tralmng ** and *‘criminal evidence and procedures.’’ De-
spite the emphasrs in the prescriptive literature upon the
‘‘peace- keepmg role’’ of police officers, subjects such as
. cnsrs rnterventton _|uvemle policies and procedures and

community 4nd race relations were offered much less

frequently than the more basic courses.

Executives in 27 of the 31 agencies visited by NMS
staff also perceived a need for conslderable expansion of
in-service training. Personnel and budget shortages were

_cited, however, as major obstacles.

‘3. ‘Supervisory training. There is a wide consensus

that formal tramlng is necessary. for newly appomted,

" supervisors in sworn law enforcement positions, typi-
cally at the sergeant, or equivalent,: -rank Such positions
entail administrative and planning responsibilitics, as
well as a mastery of law enforcement processes and
techniques. The NMS occupational analysis of line
Supérvi-ory positions thus identified some 12 ma_|or

tasks, performed by line supervisory positions, which are

. not normally performed by patrol officers.. These include

. such responsibilities as assignment of personnel, review .

and processing of reports, investigation of complaints
and planning of unit operations. Moreover. most police
agencies are required by law to promote from the ranks
of incumbent officers, using such criteria ‘as written
" knowledge tests or evaluations of performance as .
patrolman—ncrther of which necessarily measure com-
petence in supervrsory skills.

A requrre‘rnent to attend a supervisory trammg course,
. -either pnor to or shortly after promotion to a supervisory
position, was recommended by both the National Advi- _

sory - Commission on Criminal Justice Standards and
" Goals as well as by other major study groups, such as the
National “Advisory’ Group on “Productivity “in -Law En-

- forcement. About 90 percent of all .police chiefs and,

_about ‘80 percent of the sheriffs responding to the NMS
" surveys also agreed that. supervisory tralmng should be
required.. :
NMS survey results indicate that such training is not
_currently required by a substantial majority of all law
enfogcement agencies. Only 37 percent of all executives
of police agencies surveyed and 29 percent of the
. shenffs agencres reported that their agencies requlred

supery uu- tenini no aithar hoaform nr afap. r\rr\mnnr\n

However. 63 percent of large police dt’panments with
500 or more employees required snch traiaing, as con-
trasted with only 23 percent of the smallest police agen-
cies. Since supervisory-level personnel tnd to be con-
centrated in the larger agencies, the overall proportions
of such personnel currently required to take suck training
is probably considerably higher than' suggested by these
unweighted statistics. ' '

Among all incumrbent supervisory personnel, how-

ever, a much lower proportion reported that they had .

ever recewed such training. Only 15 percent of patrol
supervisors and 25 percent of detective supervisors re-
ported that they had ever received formal administrative
training, in the Census survey of criminal justice person-

‘nel. The limited scope 'of such training, for current in-

cumbents, is also confirmed by the results ot NMS field
job analysis reports. A large majority ‘of the 261 super-
visory personnel sampled, in 31 agencies, reported that
they had leamed all of the tasks specific to their jobs

~ primarily thiough on- the-_|ob experience. Many of these
personnel felt themselves madequately prepared in two -

- groups of- tasks, including thos. related to persornel . -

administiation and to planning or- recommendatron of

" improvements in depanmental policies or procedures. !
The above findings thus suggest the need for more

extensive supetvisory training, pamcularly in many ofl;

the smaller agencies. It is clear, however, that the effec-
tiveness of such courses will depend upon correcllon of

the qualltatlve deficiencies in existing -academy pro-
grams, described above, or on establishment. of alterna-

tive institutional arrangements fot provision of such
training.

B. Line Personnel in Adult Corremons

l. Entry-level training. Training of lme custodial
officers in adult corrections institutions has been charac-
teristically much- shorter, and less well developed, than
for law enforcement officers. Although the need to up-

grade the competence and trarmng of correctional staff .
.was recogmzed by most major assessments of the correc-

tronal field, issues such as traifiing lengths or contents

.were generally .not addressed ‘The National Advisory
Commission on ‘Criminal Justice Standards and Goals -
did, however, recommend that all new stoff members -
should receive a minimum of 40 hours oy entry-level*

training and an additional 60 hours of tralnmg during
their first year of employment.

Systematic entry-evel trairing for correctional offi-
cers is a relatively recent development in most correc-
tional systems. Available survey data for various penods
in the mid- or late 1960’s suggest that, in this period,
such training was provided in some form by between 50
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'pgrcent and 70 percent of state adult corrections institu-
tions. In contrast, nearly all (97 percent) of all executives

, of state adult corrections institutions responding to the

1975 NMS survey indicated that their agencies now
provided formal entry-level training to all new correc-
tiona! officérs. Moreover, in contrast to earlicr practices,
when patticipation in such training Was often voluntary.
06 percent of these agencies now required training at
entry for all newly employed officers. From this and
collateral evidence it is clear that a major growth in
correctional = officer training has occurred, made
possible—in large pan—by provision of federal funds as
seed money’ " for these programs. -

Correctional officer entry training is most frequently
provided at statewide correctional academies. Fifty-six
percent of respondents to the NMS survey reported that
they utilized state training facilities for all or part'of their
training, as compared to 41 percent provndmg such train-
ing ‘entirely -or in part, in ‘their own facility. Twelve
percefit used reglonal training facilities and about 10

percent reported using other corrsctional agencies or

‘loca] educational institutions for this purpose. Compari-

son of these findings with results of earlier surveys indi- .
- cates a definite trend towards statewide correctional

trammg academies, ‘many of which have. been recently
established with LEAA fundifig assistance. Responses

_.by executives, moreover, mdicated -a continuing’ trend

* towards use of state training academles with a moderace

decline in the proportion of agencies planning to rely on

training in their own, or other, correctional facilities.

‘As shown in Table VII-5. somewhat less than half of '

all correctional agencies (44 puu:n') met or exceeded
the standard of 100 hours which had besn proposed by
the National Advnsory Commission for total length of
trammg for new correctional officers during their first
-year of employment. However, as compared to an avér—

P

TABLE VII-5 ' . LT

age cours¢ length of 116.6 hours (based on'a weighted
mean), agencies accounting for 22.5 percent of correc-
tional employees in this samplé provided 40 hours or Tess
of training, whereas 25.5 percent provided 160 or more .
hours. Training. courses tended to vary directly with
agency size, except for the agencies in the largest size
group (400 or more employees) whose course lengths
‘approximated the overall dverage.

These variations in course lengths reflect equally wide
variations in state standards. Among the 24 states for
which desired or mandated training levels have been
determined. the range of hours specified 1o between 16
and 301 hours. Only 9 of the states, however, specify. a
desirable or required period equal to or longer than the
100 hours suggested by.the National Advisory Commis- -
sion. The most frequently specified trairing periods are
40 hours and 80 hours. » ’

It is clear, howeves. that those agencies whose course
lengths are governed by state agencies provide sjgnifi-
cantly longer training than those where the len&th of
training is established at the agency level. Thus 59 per-
cent of all agencies whose course lengths were estab-
lished by state agencies provided 81 or more hours of
trammg, as compa:zd to only 15 percent of the agencies
which establishe« their own standards. '

The NMS survey. also indicates a definite trend to-
wards expansion of length of correctional officer entry
training. About 80 percent of agency executives indi- .
cated that they had increased the length of their training .

_courses in th: past.5 years and about.40 percent ex-

pected course -lengths to increase in the immediate

future—the latter- in~luding many of the smaller agen-
cies, whose course lengths have been below dverage.

However, availability of funding—either from federal or -

state sources—will be a key factor infldiencing the future
groyth in these training programs. '

L,

DlSIrlbullOll of the Duration of Enlrv-Leve[ Training for Adult Correcl;Ons Ofﬁcers b) Size of Agency, 1975

(Percent of agencies)

Totaly | ' Size of Agency
Hours of - —
Traning Agencies .~Personnz] * 1-24 25-74 75-149 150-399° 400+
TOIAl e e e mmmmmmmemmm e mmmmmeea 100.0 100.0 100.0 100.0 100.0 100.0 100.0
140 . e e 25.0 225 58.8 - 30.0 . 20.6 17.9 21.1
A1-99 . L e 30.6 31.6 23.5 30.0 294 ¢ 313 ~ 342
D00=160 = e e e 19.9 20.2 18 200 235 179 237 .
161-240 " oo e 15.8 15.5° 5.9 17.5 7 147 20.9 10.5
240 or MOTE  —eeemcmimmmm o S oo 8.7 10.¢ 0.0 2.5 11.8, 11.9 10.5
N e e cm e mmmm e m e emmmeen (196) — (17) T (40) (34) (67) (38)
Estimaled mean lenglh of training (hours) . ___._._______>_.__ 107.2 116.6 60.5 97.9 119.8 218.3‘ 113.2

ot Asencm weighted by distribution of personnel.
. Source: NMS Executive Suney(l975)
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The content of training for correctionat officers may be
".classified into etght genzral areas. These are: .

e agency policies and procedures;

e custodial functions;

e emergency functions;

e ‘‘treatment’’ ot **programmutic’’

.e legal topics;

e human values, problems, and bchawor,

e principles of coirections and the criminal justice
- system; and
e specific skill- proficiency development.

functions;

Based on NMS survey responses, the primary em-

phas:s in entry-level training for adult correctional officers
appéars to be in the generic areas of policies and proce-
dures, and custodial functions. These topics are covered
in the entry-level training programs of virtually all agen-
- cies providing such training. A lesser order of emphasis
in entry-level training appears to be placed on such areas
as legal topics, emeigency functions, hurnan relations,
* and sKill proficiency training. These topics are provided

with more frequency as the size of the agency increases, -

suggestmg that they are either less relevant to smaller
agelfcres or, that the.amount of time devoted to training
~4in smaller agencies is insufficient to penmt coverage of
these topics.

Two approaqhes were used in assessing the adequacy
of course covemge The first was to query correctional
executives on the-relative emphasis they recommended
_ for different entry-level trainirg t(;blCS With few,excep--
tions, present training coverage was found—not

- unexpectedly—to closely. reflect the’ prlonues which cor- -
rectional executives placed on each topic. Subjects re- -

lated to primary custody roles_and to general agency
- policies and procedures received the highest rankmg
* based on this criterion.

The second approach was based on the results of the
~ NMS field. occupation analysis of correctional officer
duties and skill and knowledge needs. This andysns
“ confirmed that-the principgl duties.of correctional offi-
-cers related primarily to,custody”and security ‘matters,
-such as the observation of inmates, conducting searches, .
responding to emergency sitvations and maintaining the
overall security of the institutiori. However, a ‘large

number of officers also devoted consjderable time to tions’ at the facrhty itsel]
- agencies provndmg in-séryice tralmng repofted that this -

-custodlal activities, such as advising immates, as-

sxngm tasks to inmates and supervising their work on"

these lasks. Comparison of the skill and knowledge
damands of hese tasks witir current training course con-
_tents suggests that. entry -level training is least adequate in
thc area of staff-mm\ate relations.

The occupational dnal
officers generally believe
. ciently prepared to advise inm

emse:ves. to be insuffi-

Sis mdlcated that incumbent

ates regarding their prob-

lems. Correctionai’ supervisors and executives equally
stressed the importance of the ability to anticipate inmate

- problems “and to avoid the. hise of force in dealing with

inmates. Thus, while training should stress skills in these
areas, a significantly smaller ‘proportion of agencies cur-
rently train new officers in subjects such as human rela-
tions and behavior, counseling and race relations, than in
areas more closely related to tustody or security.

Based on field interviews with agency officials, in-
creased emphasis on. these subjects caﬂ_‘_bc#expected in
thie fuiure. Over half of the state agefities visited by
NMS staff mdlcated that training will be fodified in-the
next 5 years to include topics such as inmate 'rights,
humane methods of inmate treatment and revisions in the
role of the correctional counselor. '

2. In-service training. The National Advisory Com-

,”bmlssmn on Criminal Justicé Standards and Goals had

recommended in 1973 that all correctional staff inmates

“should receive a minimum of 40 hours-of in- -service-

training annually. Although progress has been made ir
provision of in-service training opportunities to correc-
tional officers, the NMS survey results indicate that this
goal is still far from realization.

About 85 percent of all adult. corrections agencies .

" covered by the NMS sirv 2y indicated that they had some

- provision for. in-service training of correctiors ofﬁcexs .
“As in the case of entry-level training, this appears tobea
-srgmﬁcant lmprovement over the situation in the late

1960’s. Moreover, of the agencies not curreritly provid-
ing such’ training, nearly four-fifths indigated 'that in-
service training would be instituted in the next 2 years.

" However, only a small proportmn,of officers actually
attend in-service training courses eachi year. Virtually all

agencies responding to the NMS survey indicated that no~ °,

more than 10 percent of their staffs had attended courses -
in the previous fiscal year. The low frequency of in-
service training is probably attributable, in large part, to

- the recency of formal trﬁmmg programs in most correc-

tional institutions and to the priority assigned to entry-

level training courses during this period. -

A relatively larger proportion of in-service training,’
than of entry training, is provnded by correctional institu-
." Fifty-four percent of all

training was conducted 1 whole or'in part at the fac:lrty S

itself, " as compared to 40 percent Wthh used state;
academies for this purpose.

<Executives were also asked to 'estimate- the average

~ length of in-service training for personnel'in their agen-

cies. Such estimates are likely to be judgmental, in view

. of the wide diversity of courses available. However,
- nearly 60 percent of the-executives reported an average
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duratlon of 40 or more hourq for those actually abwndiug

in-service courses.

~ More significantly, training emphasn in in-serice
traininy courses was found to closely parallel that in the
entry-level courses. Topics dealing with agency palicies,
custodial and security functions were most frequently
covered; those related tc staff-inmate relations and
treatment functions generally were less frequently ccv-
ered. Thus areas which appeared to be neglected in the
entry-level courses tended also to receive lower pnonty
for in-service personnel. This pattern suggests that, i

. considerable degree, recent in-service training has fo-
cused on provision of some formal training, at a_basic
ievel, for many of the oldef comectional officers who had
‘never been required to take such training at the time of
their original entry into correctional employment.

In view of considerable attention, in the literature, to
the desirability of expansion of the counseling role of
corrections officers, special questions were addressed to
this igsue in the NMS survey of executives of adult

‘institutions. Nearly 90 percent of all adult corrections -

executives responded favorably to the“principle of pro-

viding some training in counseling to corrections officers
and more than half of the agencies_ reported that the_/
currently assign their officers to such duties, mainly on

selective basis. Among the latter agencies, a varigty £
training and education programs are used for such train-
ing, including special in-service courses (35 percent),
--encouragement of enrollmem in apprognate college
courses (23 percent) or specral coutses.‘at regional or
state academies (15 percent). About one-fifth reported

that such.training was provided, entlrely or in part as -~

part of basic entry-level training.

It should be emphasized that the counseling role or

: functlon, in the correctional context, is used in a much

looser—and-less technical serse—than in professionally -

oriented counselizg activities, which normally require an l

' reported that they provided- no training at all.

El

C. Chiid Care Workers N
in Juvenlle institutions i

t. Current status of training. Child care workers per-
form the custodial function in a diverse range of juvenile-
correctional institutions including detention facilities,
shelters, reception and -diagnostic centers, training
schoois or resormatories, ranches, camps ov farms, and
halfway houses or group homes. Although the training
schools, detention cen:ers,-and ranches tend to be rela-
tively secure facilities, other types of juvenile agencies
typicaily employ small numbers of employees and tend
to maintain lower levels of security. The small av-
erage size of juvenile facilities and the lower level of se-
curity required in many of these facilities in-turn appear
to be factors affecting the scope and length of ‘staff «
trammg programs in these agencies:

As showh in Table VII-6, the extent of training pro-
vided to child care workers-was substantially iower than
for correctional officers in State adult institutions. Only

about onie-half of the juvenile agencies whose executives
responded to the NMS survey provided entry training t .

their child care staff. About 20 percent provided in-
service training only, while an additional 29 percent

The extent to whichdstaff training was provrded vaned
significantly by type of agency. Whereas over 90'percen.

“of the juvenile; ranches, camps or farms, and nearly 80

percent of the training s¢hools provided some training to
their ‘child care staif, only about two- thirds. of the’

_ juvenile detention or halfway house facilities reported

that they provided either entry or in-service training. The
latter are typically locally based and smaller in size than
the state- operated training schools, ranches or srmllar
facilities. . :

2. Entry-level training. In contrast to the pattern for
training of adult correctional officers, eniry training of

advan\.ed degree in this ﬁeld SR S .,child care workers is primarily conducted at the facility
' , " TABLE VII-6 C
Percent Distribution of Juvenile Corrections Agencies by Extent of Provlsron of Emry-LeveI i 1
v . and'In-Service Training and_by Type of Agency. 1975 P
T - * - Percent of Agencies™s / e
- ‘o Type of Agency Number of Entry-Level  In-Service Bou Entry  No Training
v R Agencies Total ~Only Only and InSe‘{f’sc: Provided .
¥ o :
Total: all agencies i ecioa- 533 1000 £ 8.1 . 201 N ‘43.0 289 .
Juvenile Hetention . _____________" e e e 241 . 1000 6.6 1207 <7 39.0 336
Training schools __ . _____._______ e 116 100.0 7.8 16.4 54.3 21.6
Ranch, camp. farm _________________________.__.___ LN . 64 100.0 7.8 125.0 57.8 .94
Halfway house _____ e eme- §mmmm e mmmmmmmmmman e 89 P 100.0 13.5 213" 29.2. - 36.0
Reception and diagnostic ______>.___._.__._ S PN 12 100.0 0.0 16.7 58.3 25.0
Juvenile shelter . _____ . ________ b o o cecmee 9 1000 111 1.1 22.2 55.6
Non-resident program _ __ . ____._._____. 2 1000 . 0.0 0.0 0.0 100.0

Source; NMS Executive Survey (1975)
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"-where they are employed NMS survey data rndrcate that
“only a small proportion usg state or regional facilities,
“and an even smaller proportion use local colleges or

cther agencies for this purpose. Juvenile agency -heads
did; however, forecast a gradual increa.e in use of out-
side providers of training for their staffs. -+

"Course lengths for entry training were typica:ly quite
short. The estimated average length of entry training of® -

“child care workers was about 30 hours, or about one- .
fourth that for adultscorrections officers (Table VII-7). -

The average length of training tends to increase with
agency size, from 25 hours for agencies with less than 25
employees, to an average of about 35 hours in agencies
with 75 or more employees, The.larger, more secure
facilities, such as trarmng schools, tend to provide

_'somewhat long\r courses than do detention centers or

halfway houses.”
‘As in the case -of adult corrections ofﬁcer training,

churse emphasrs for child care workers was in the areas
" of custody, agency policy and secunty Moderate

coverage was provided for such topics as repon writing,

J “counseling and child psy‘CholOgy, while subjects such as

‘juvenile law, race relations, drug and ,alcohol treatmgnt
and sex education were less frequently influded.. The
fnequency of inclusion of these topics in entry training.

" curricula was found to correspond fairly closely to the

Judgments on desired course emphasis, expressed by
-agency heads. One exception, however, was the subject
of child and adolescent _psychology, which was included

. in-only 41 perceni of the training courses offered; even

.. though 55 percent of the executives considered, thls sub-
“ ject should receive *‘strong emphasis."’

Occupational analysis information, obtained for a
small field sample of chifd care wo:kers, indicated that
‘the primary duties of these personnel are, in fact, of a_
custodral nature, including pre"entron of internal disrup-

. . TABLE VII-7

tion and the control o: resident movement anﬁ hehavior.
In addition to these basic functions, child care personnel
do perform certain programmatic type activities, includ-
ing orientation of new inmates, advising ti..m concem-
ing their personal and other problems, and supervrsrng
residents’ activities.

Juvenile corrections executives and supervisors, intei-

viewed in the course of the NMS field visits, identified'a’

iarge number of skill and knowleage areas whete they

considered newly agsigned child care personnel to be,

deficient. Primarily, these deficiencies related to the cus-
tcdial role. of these personnel, rather than <o program-
oriented functions. These include;.subjects which ‘are
covered, to some extent, in formal e€niry [raining

‘courses, where such courses ire provided. Thus, the

primary need implied by these assessments is for initia-
tion of formal entry training in those agencies not now.
providing such training, and for more adequate coverage
of basic subjects, where such courses are .now offered.

3. In-service training. About "64 ‘percent. of all. .

juvenile corrections agencies reported that they provided
some form of in-service training to their experienced
child care workers. In about one-fifth of .all agericies,

*in-service trarmr{g was the only form of training pro- °

vrded Moneover, in contrast to the situation . for adult
corrections ofﬁcers Juvenrle agency heads reported that,

where such training was available, an average of over 70’
_percent of child care staff members received such train-

ing each year. This training is predominantly provrdeﬂ at’ _

the facility itself, with modest proportions of agencies
reporting any usg of external. training sources, such as
state or regronal training tacilities al-educational
institutions. Average in-service -traini ourse length
_ was nepon’d to ‘be .34 hours about, the same as for
entry -level training. :

Course contents of in- servrce trarnrng programs were

¢

- o —»Durauon of Entry-Level Training Provided to Juvenile Correctrons Child Care Workers, '
| by Srze of Agency, 1975 -

Size-of Agency

Percentage Distribution by Hours uf-Training Provided
) v

Bari

o

Number of ~ Average Total 140 .. 41-80 81-99 100 or more
. (Number of Employees} N Agencies * (in hours) . :
Total: alt agencies providing training - . —eoooeuilamoocano- 282 304 1000 - 81 .2 ’ 13.8 39 11
Y S " 106 25.0°, 1000 _83.7 9.5 0.9 09 .
25-714 - mmmm e, e mmmmm e e 103 1327 100.0 . 80.6 146 -~ 3.8 10
SRR 7 I 44 358 1000 681 .. 182 114 23
150 OF MOFE “— oo fcmmmm oo m e mmm e mcmmmmna 29 33.5 1000 759 20.7 3.4 00
\xelghted PErCENtaBE - oo mom——mmmmmmmmmmmmm e —emmmm e — 32.8 1000 . 76.3 17.0 56 + 1l
: Souies: NMS Executive Survey (1979 o s )
. o . . ‘;. 5 ) . . ' . . - . . ' . . 105
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found, also, to be heavily oriented towards custody-and

“esecurity topics: However; Soverige of treatment-oriented...

subjects, such-s counseling techniques and child and
adolescent psychology was found to be more frequent in,
the in-service training ,,progmms than jn entry-level
training. Course emphasis was also found to vary some-
what by type of agency. Thus, halfway houses more
frequently covered such topics as counseling techniques
and . sex education,
custody-related subjects than did detention centers or
training schools.

Fundamentaliy, however, the l.m‘ted lenéth of both
entry-level and in-service training courses suggests
that—even when subjects were reported as “’covered’ " in
these training programs—such coverage was typically

“lim.ited to brief and necessarily supcrficial orientations.
These limnitations in total course léngths, combined with
the significant proportion of juvenile agencies providing
no training at all, highlight very serious weuknesses in
Ahe quality and sufficiency of training for this key occu-
paml)n . :

~

D. Training for Probahon and Parole Officers

. Education and training needs. Probation and
parole officers are responsible for a broad range of duties

which vary—to'some degree—depending upon the cliemt~-..S

group supervised (adult or juvenile)—and the specific
functlona of their agency: Generally, these duties. fall
into two major categories: (1) the provision of counseling

%
and rehabilitation services to offender clients, either di-

rectly or by -referral to appropriate community agencies;
and (2) the investigation, monitoring and supervision of
probaﬁoners or parolees, and preparation of feports or
: recomm».rlfdauons to appropiiate ag,cncnes ‘such as the
courts or parole boards. In addmon to these pnmary
duties officers may also be requlred to serve in quasn-
managerial roles, involving coordination and evaluation
of services provided by external agencies or supervnsnon
of volunteers and paraprofessional aides, as well as Sther
~probation or parole officets, employed within the agency
itself.
In contrast to the *‘line"’
tional officer - occupations,

law enforcement and Correc-
the probation and parole

officer is generally recognized as-a professional, requir-?

“ ing considerable specialized pre-service education or rel-

evant work experience for effective job performance..

Thus, the minimum educational standards for entry, pro-
. posed by various-professional of public interest organiza-

tions in recent years, have provided for graduation from -

"an accredited college or university with a major in the
social or ‘behavioral sciences and either one year of

.graduate study in social work or a related-field, such as

counseling or guidance, or one year of full-time paid

106 -

and placed lesser emphasis en.

social work expericnce in a rccognized welfare agency. -
.. The "preﬁ.rred"" standard is completion of two years of
graduate studdy in an accredited school of social work or

comparable study in criminology, sociologyor a related

field. These standards have been endorsed with minor

variations by the American Bar Association, the National

Counci] on Crime and Delmquemy and the Amencan

Correctional Association.?

A lower minimum-standard was prOposed however,
by the Joint Commission cn Correctional Manpower and
" Training in its 1968 report, Wthh suggested a minimunt
requirement of a bachelor’s degree preferably with a
major in the social or behavioral sciénces, rather than
one requiring specialized ¢ aduate study: This loWer
standard, based on the Commission's appraisal of the
realitics of the manpower situation in the probation and
parole field. was premised—however—upon the de-
velopmant of adequate entry or in-service-training pro-
, Brams to assure that personnel in these positions would
"be. adequately prepared to carry out their duties.®

NMS survey resuits indicate that a bachelor’s
degree—rather than any advanced degree
requirement- —was the prevailing minimum educational
requirement for enfry into probation and parole officer
positions in 1975. Of a total of about 2,000 agencies
surveyed, over 80 percent had adopted this standard, as
compared to 15 percent with lower educational standards
and less than 1 percent of the agencies, which reported
a master’s degree requlrement The actual educational -
" attainment of probation and parole officers in 1975 was -
somswhat higher than suggested by ‘these - ‘minimum
standards. Nearly 90 percent of all incumbent probanon

and parole officers had a collegs degreg, and 36 percent '

rr'ported completion of at least one year of graduate
- study, acaordmg to the Census Bureau survey of criminal
justice personnel. A considerable proportion_ of probation
and parole officers also enter these positions after prior .-
experience in related criminal justice or social service
agenties. Thus ‘among administrators of probatlon and
parole agencies responding to the NMS Survey, about 60
percent reported prior work experience in such agencies
as correctional institutions, law enforcement agenc:es or
welfare agencies.

The-results of the NMS ﬁeld ahalys:s based 6n VlSilS
to a small sample of probation” and parole agencies. |
_suggedt that neither the, general educational background
of most newly appointed prebation or parole ofﬁcers nor
their prior work experience adequately prepares ‘them for
most of their basic tasks. New entrants were considered
to be significantly deficient with respect to such intpor-
tant subjects as knowledge of investigative techniques;
the ability to develop plans for prqbatione;§ and parolees;
préparation of casé histories; developmenj'of community
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resources, and specific agency policics and adivinisiia-

tive proccdures Although some of the more operation-
~ally oriented thsks can be satisfactorily developed
through on-the-job training, others are most effectively-
provided by formal tralnlng in education programs.

Thus, five training subjects were recommended for.

“strong emphasjs’’

Jects as case’ supervision, mvestlgatwe and counseling

in entry-level training by two- -thirds
or more of all probation and parole executives respond-
ing to the NMS survey. These include such basic sub-

techniques, commumty resouree utilization and case re-
sport writing. The same sumectc also ranked highest in

- priority for emphasis in trammg of more expenenced

in-service personnel. ,

2. Current status of lrammg The extent to which
formal entry-level or in-service training was provnded by
_ various categaries of probation and parole agencies is
summanzed in Table VII-8. Only about 58 percent of
‘responding agencies provided entry-level training: an

additional 22 percent provided in-service training only,

and 20 percent provided no formal training at all. Parole
~...agencies, as:well-as agencies corfibining probation. and
parole functions, reported considerably higher frequen--
cies of training than did probation agencies. The fonper
categones of agencies-are typically centralized on a
“state-wide basis: hence larger in size, more¢ formally
structured and.in a bettersposition to undertake system-

atic training programs for théir personnel. Among proba-,

tion agencies with no parole’ functions, 36 percent of -
. adult probatIOn a),enci(es reported no formal training pro-
gram3 as compared with 35 percent of the juvenild agen-

cies.
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ing formaul cntr) -level traifiing. the most frequent loca-
tion of the training. reported by ‘about one-third of the
agencies. was ai the local agency . itself. Nearly one- -fifth
(19 percent) reported use of programe. ..onductedcby state”
probation and parole ,offices, while 9 percent reported
use of local educational institutions for this purpose. As
in other correctional agencies, a gradual trend “vas re-
ported towards use of state- level fucilities, as well as ot
local educational institutions, m preterence to dgéncy-
operated programs.

»

In 1975, over one-half (56 pement) of all’ entry- level'
training programs were 40 he

TABLE VII-8
7rmmnq Provided to Pruba tion and Parvle Ojﬁ( ers. by Type of Agency, 1975

rs or less in duration.” An
additional 20 percent were : stween 41 and 80 hours.
Only 20 percent met or exceeded the proposed National
Advisory Commission standard of 100 hours. “Only
limited variation in course lengths by type of agency was
indicated by the survey responses.
The'survey results indicated a definite trend towards
expanding the scope and length of entry-level training
programs. Nearly two-thirds of all executives reported _
. that the length of their extry courses had iricreased in.the
past five years, and abont two- fifths indicated that they
-expected an increase in course lengths in the coming two
years.
A review of trammg topics covered in entry-level
courses shows a'reasonably close. correspondence fo the
" topics recommended for “strong emphasis'’ by most of
the’ probation and parote executives. Thus, the five topics
.ranked highest in priority by ihe executives were also
includied among the top six topics, in terms of frequency:

of actual coverage i current entry-training programs.

———————

v

Nun;hcr

Percent Distribution of Agcnun h) Type of Training Providal

Type of ey . Both Engy No
. of, Total Entry Level  Inservice and Training
Agencies Only Only n-Service - Provided
Al aganies ____________________________________________________ 1,748 100.0 8.4 22.0 49.8 19.9
All proraanon AEENCIES - e mmm e e 774 100.0 7.9 245 39.7 27.9
All parple agencies e 157 100.0 7.6 19.1 ~ 59.9 13.4
Combined probation/Parole dgcncncs T RPN 620 100.0 9.2 2.0 59.5 1.3
“ Adult Probalion - _-eo o ooooommemmemmabo e mooooooae 184 100.0 7.6 234 326 - 36.4
Juvenile Probation - -- oo occmoommmmmmmmmopmmmomommnoee 335 100.0 87 269  39.1 25.4
Adult and juventle probation __ - oooooocomeomeoooo- PO ~ 255 100.0 " 7.1 224 45.5 5.1
AdUI POt _ oo o oo memmmeocmmmommmnsnoomoooas . 50 100.0 10.0 8.0 72,0 0.0 *
Juvenile PArOle __ .o oooooooiiooeooosomemoseimoomoeonoos v« 75 1000 8.0 253 453 213
Adult and juvenile paole .. __.______ .- e e 2 100.0 3.1 219 75.00 00 “
Adult probation and pamle _ oo 319 100.0 9.4 16.0 66.1 8.5
. Juveiile probation and parole .. i emmee 185 100.0 103 222 54.6 13.0
" Adult and juvenile probation and parole - ocoooSaomeoiooooos 16 100.0 6.9 27.6 49.1 . 164
Other agenCies o o -cocmmmmommomommm—eoeo—oioseoooooos 197 1000 . 8.t 20.8 50.8 20.3
Source: NMS Exccutise Sucéy (1975 % ~ Y o

—— .
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’h'rciuded it the latter categorv*. als6. \\(ns"othco\ ohctcs ’ .mt‘(tpated a ioubltng of pre-service training expendi- .

- . and procedures,”’ Which feceived, soniewhat lesser ein- - tures over the next § years. ' -
¢ phasis in the executives® ranking, probably because such  *  Nevertheless, in view of the derianding respOnsibili-
_training.can more often be’ pr0v1ded ori*the=job. Rela- ties of the probation/parole officer role and of the modest
tively little variation in -frequency. of “caverage of  educational standards in effect for entry into these posi-

specnﬁed tapics, by agency type, was rcported except in tions in most agencies, the existing training programs
o subjects rclatmg to. specializéd client gmups such as Ldl’llll’lue to suffer from slgnlﬁcdnt quantitative and qual-
. ¥

'*".Juvenlles - 1tatm. deficiencies. -+ - ¥ -

4. In-service treining. About 72 percent of all proba- ) OnLy about. one- half of all agencies provide both
tion and parole agencies provided some form of in- entry- -lével and in‘service training, and.3bout 20
service training to their personnel i 1975, In 22 percent . percent still provide no formal traxmng af” all e
of all agenczf mvrvnce trairiing was the.only form of - . ®The length of training ¢» s, where offered, ap-
training prgvidea, while about 50 percent reponed offer~ - pears to be inadequate i a majority of af :ncies,
ing a comrbination ol both éntry-lzvel” and in-sérvice pamcularlyr in view of the géneral lack ot either
training. : . specialized educatlon in case worker roles or of

- -Among "agencies provndlng in-service training, the’ “dircerly related job experience ‘on the’ part 6 most

. proportion of officers reported as receiving such training & ...unts into these positions.

. in 1975 averaged 75.percent—much higher than in the - e Although course topic coverage appeared'to géner-
*. case of either line law enforcement or adult correctional | ally correspond with both the priorities of- agency
“officers. “Although such tralnlng was most frequen'!y heads and with NMS occupatiofial: analysnsﬁndlngs -

. provided at the. local agency or at state agency facilities, some areas. such as training in legal requirements \
36 percent. of all agencies with in-service training pro- appear‘to receive «nsufficient emphasis. I view of - - -
grams reported some use of local educational institutions recent Court decisions conceming rights of pro "
for this purpose—a muci hlgher proportion than for’ bationers and pdrolees, -increased prionty is peedea

+ entry-leve! courses. _ " in training of ofﬁcers in coun-related skills and
* The" average (mean) duratlon of in-service training knowledge. . '
' courses was reported as- appro.ymately one week (38 - ®A more_ general trend suggested by our ﬁeld v
hours). Some, in-service programs are _designed’ to. pro- analysis, is- the increasgd: use’ of paraprofesslona.s '
.~ vide basic orientatiori for junior personnel, simifar to ’ _and volunteers, in probation and ‘parole offices; for”. -
those provnded in_entry- -level courses where the latter.are. * the more- routine administrative type duties, in order -

« fot offered. Hawever; ‘a comparisonof frequency of {0 enable ofﬁcers to’ concentrate on Sften neglected'
doverage of selected topics indicates’ that - -in-service '~ responsibilities’ for counseling land treatmcnt plan-.
cours¢s—as would be “expected—tend to be more spe- -, ning. In turn, howeyer, this will requlre increased
gtahzed and place more emphasis upon wopics such as specialized training for the latter pfimary functions, -,
counselmg techniques, community resousce utilization as well as training in the effective use of both sup-

and alcohol and drug problems, with correspondingly port staff and of communit'y resources. *

= -less f*mphasls on office procedures, mvestlgatlve tech- ‘ _~" . B
. miques Or case report writin = T _ S '
qS g bFI) ' gA . ‘ c E. Training of - : -
ajor pro em areas. As in other aspects of cor- Cas | Supervi B
‘rectional tralnmg, the' available evidence indicates that - Cor[ecflona S'uperwsczrs ,
.. significant progress has_been made in the past 5 years The position of supervisor in corrections agencies, .as r.
in expanding the ‘scope of training ror probation and  in most other organizations, requires both a mastery of -
; - <barole officers, dyugAin part to LEAA financial assistance. the functions performed by line personnel, as well as an ~
" . This lmprovement is indicated by responses by office - ability to'organize and motivate personnel and to’ trans- |
heads conceming the trend towards greater ‘course late management policies into concrete procedures
lengths, as well as by NMS field visits. Thus, the NMS \%r typlcal responsibilities in¢lude the, conduct of on-
. ﬁeld repon on training of officers in adult agencies notes: the-job training and the pneparatlon of various adminis- _
*“The current ‘training that is available appears to fepre; - - trative reports, When incumbent officers ‘and executives
sent a substantial improvement over that avdilable 5 ‘wzre ‘asked tq indicate the tasks for which supemsors *
~ years ago. In over half of the states (among those vis- were inadequately trained, most of these basic supervis-
o ited); training'has become more systematic or has been,  ory functions were identified as deficiency areas. -
developed from *‘scratch’’ when nécessary, This trend - In practice, correctional supervisors reported that vir- .
will apparently continue as illustrated by one state which tually all of these supervnsory skill®were lcamcd on-’
. “ o . ‘ o8 ‘ = -
: ' ‘ . : S
LootER. L L . Cel e o . - LT
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the-job’’ rather than through formal training programs.
However, one of the limitations of on-the-job leaming is
that a significant period may elapse between the time of
promotion to supcrvisory ranks axd adequatc perform-
ance of supervisory duties. For this reason, a very lerge
proportion of all heads of correctional institutions and of
- probation and parole officers surveyed by the NMS sup-
‘ported a requirement for a special course in supervisory
techniques either prior to or immediately follow:.:g pro-
motion to supervifory positions. However, only a small
proportion of the agencies currently required such train-
ing, including about 8 percent of adult corrections agen-
cies'and less than 13 percznt of juvenile corections and
probation and parole ag\encps It is possible that con-
siderable additional supervisory personnel actually take
such courses on a non-mandatory basis. Nevertheless, as
in the case'of law enforcement supervisory training, the
available lmcrmatlon supports the need for.considerably
more emphhsns on this aspcct of in-service training.

F. 'Overa‘h Assessment:
Mopr Fmdmgs and Recommendations

1. Fmdmgs The basic premise in our assessment of
the status of training for line personnel in law enforce-
ment and -correctional agencies has been that well-
designed formal training programs for both new anq
experienced personnel are an essential element of any
comprehensive. program to  up- grade personnel
capabilities and overall performance in these agencies.
The results of the NMS field occupational analysis
studies of these occupations, as well as the collective
judgments of agency executives respondmg to our sur:
veys confirmed earlier findings of national commissions
and of major professional organizations in the law en-
forcemient and correctional field on the need for manda-
tory- training all entry-level personnel in these
occupations and for well structured programs o

Significant-progress has been made in recent vears in
the systematic prevision of such training.“The impetus
provided by the availability of federal- financial assist-
ance and by staté-level training commissions and plan-
ning agencies has resulted in an extension of formal

" training programs, particularly among many of the

smaller law enforcement and correctional agencies which
previously were not in a position to provide such train-
ing. The growth of state and regional training academies
has made a particularly important contribution. At the
same time, existing. training programs have been ex-
panded in scope, as suggested by recent or projected
.increases .in course lengths, particularly in the law en-
forcement section. ,

' PN
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Nevertheless, progress has been uneven and s:rious
quantitative and qualitative deficiencies persist. Among
the quantitative deficiencis documented by NMS survey
findings, the following appear to be the most severe:

(l) The continued absence of any provision for formal
entry -level training for line personnel in about one-haif
of all juvenile corrections agencies, over 40 percent of
probation and parole agencies, and about one-fourtn of
smal] law enforcement agencies, employing fewer tkan
25 employees.

(2) The limited participation of line law enforcement
and correctional officers in in-service training programs.

(3) The very small proportion of agencies (particu-
larly in corrections) which require formal tfaining for
new supervisors, despite the widespread consensus as to
the desirability of such training. .

Although it was clearly impracticable to make a com-
prehensive assessment of all qualitative aspects of ‘the
available training programs, a- number of major in-
adequacies have teen identified.

(1) A majority of all agencies surveyed failed to meet
the minimum course length standards or norms for
entry-level training, proposed by the Wational Advisory
Commission on Criminal Justice Standards and Goals.
This was particularly true of the smaller agencies in law
enforcement and corrections. ,

€2) Training courses generally placed .greatest em-

_. phasis upon specific technical or procedural-topics, with

limited coverage of broader ‘ ‘human relations’’ subjects
such as those relevant fo the community service func-
tions of police officers or to the *‘counseling’” aspects of
correctional officers’ positions.

(3) The effectivenéss of training m law enforcement -
academies was further limited by excessive reliance on
traditional jecture methods and on part- -time faculty,’ by

- inadequatc usc of field training and relatively large class

size. It is believed that many of these limitations apply
equally to academies for line correctional officers.
Although quantitative -or qualitative deficiencies in
training programs were found, to some degrée, in all of
the majo1 liuie occupatlons they appear to be Miost severe’
in the case of chiid care workers in juvenile corrections
agencnes in contrast to 'miich more aicquate provisions
for‘training of law enforcement officers in the medium
and larger agencies. Confirmation bethls assessment.
was provided by responses of agency executives to the
followmg question: “‘On the whole, how satisfied aré
you with all aspects of trzining for your facility?.’ Re-
spondents were offered "a range of six choices from
“‘extremely satisfied’’ to “‘extremely dissatisfied.”” As

. showe_ in T%ble VII-9, nearly one-half of executives in -

most agencnes reported that they wer= “‘satisfied”” with
thclr agenoy’s program—a relativ. ly neutral response.

' C, 109

1929

A V] ;




Q

ERIC

Aruitoxt provided by Eic:

LABLE VII-Y -

Overall Satisfaction of Executives of Law Enforcement and Correctional Agencies With Their
Agency's Training Program, by Type of Agency

Percent Dutnibution

—— Ratio of
Type of Agency Hihly “*Satistied ™’ “Dus- “Dissatisfied ™

; R Satistied * Satisfied " * to Highly Satisfied
Police departments, jurisdiction with 17,000 or more population - ... 19 46 36 1.9:1
Policc departments, less than 17,000 population __.__ o mmmm e 13 47 40 3.
horiffs departments, 10 or more employees .o 17 50 33 2.5:1
Shc...-s departments, less than 10 employees .. __________._.__ 21 48 32 1.5:1
Probation and parole agencies — oo e 16 44 40 2.5
Adult corrections agencies, (exe. jails) _o._________ Uy 12 49 39 3.3:1
Juvenile corrections agencies _________. _—.—_____ e P 11 43 46 4.2

* [ncludes *“extemely salmicd" and “tvery satisfied”’ responses |

® Includes dissatisied"', *very dissatisfied " and “extremely dijsatistied " responses

~Source: NMS Executive Surveys, 1975 ‘

However, the proportion of executives expxessmg vary-
ing degrees of dissatisfaction exceeded those who were
*‘extremely’’ or ‘‘very'' satisfied, by sybstantial mar-
gins. The ratio of ‘‘dissatisfied’” to those indicating con-
siderable satisfaction provides a useful-ipdex of training
adequacy as perceived by the agency executive. With
one exception, this index is consistept with our own
assessment. Thus, the highest level lof dissatisfaction,
based on this ratio, was reported by 'heads of juvenile
corrections agencies, followed by heads of adult correc-
tions facilities and of small pohce agencies. Chiefs of

. large police departments, as well as sheriffs in agencies . -

with. less than 10 employees, reported the lowest levels
of dissatisfaction. The response in the lat}er case, is not
consistent- with the continued absence of any formal

entry-level or in-service training programs in many small

sheriffs’ agencies and may be attributable, at least in
part, to the more limited range of iesponsibilities of
deputy sheriffs in small, typically rural, agencies.

2. Recommendan ons

° Concened action is required by state cnmlnal justice
planning and training agencies, with LEAA support,
to assure that all ‘personnel newly entering into iine
criminal justn.e posntlons—whether -as correctional
officers, ch'.. care workers, probation and parole

- officers, or s police officers or sheriffs in' small

agencies—receive adequate formal entry-level train- -

ing. These actions should include: (1) establishment

of appropriate training standards on a state-wide

basis for these occupations, where such standards do-

.not yet exist; (2) establishmen: or strengthening of

state-wide.or regional training programs for thcse

. occupations; and (3) provision of assistance to local

« agencies to facilitate attendance of personnel at
these programs.

110

o Increased emphasis is required on development of

€O
Wl

comprehensive programs of in-service training,
which will assure.that all personnel are systemati-
cally trained with respect to new laws, policies and
wchniques affecting their functions, and are
adequately prepared for assignment to more respon-
sible, or specialized, positions in their agencies, as.’
part of a compxehensnve career developnent plan.
-Available evidence indicates that only small per-
centages of line law enforcement and correctional
officer staffs cun‘ently participate in such training
and that most agencies ‘still do not require training
for newly appointed supervisors despite the wide-
spread recognition of the need for such training.

@ Assistance to established law enforcemenl*‘and cor-

rectional training academies or similar institutions
should give priority to needed improvements in the
- scope and quality of their programs. including intro-
duction of more innovative and individualized train-
ing methods, ircreased use of full-time and
adequate .y trained instructors, and increased em-
phasis upcn human relations aspects. Community-
based colleges and other -training institutions can
prove a useful complement to existing resources in
many locations.
‘- 4, . ;-

e Although specific training needs will vary, to/some

extent, among agencies, there is. a need for de-
veiopment and testing of model cumcu]a and related
materials for training of line law enforcement and

" correctional staffs, which will includé the core ele-

ments of & comprehensive training program, subject
to appropriate modifications at the state or local
levels. LEAA should provide assistance for. de-
velopment of such curricula for entry tralmng of
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police officers, sheriffs, correctional officers, child
care workers and probation and parole officers.

o Finally, there is an urgent need 1o initiate a program
of evaluation of the effectiveness of LEAA-assisted
training programs, using both objective performance
criteria and survey techniques. A modest portion of
LEAA and state training assistance funds should be
earmarked -for this purpose, as well as for overall
improvements in criminal justice manpower plan-
ning, as discussed in Chapter X of this re.jort.
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CHAPTER VIII.

MANAGEMENT TRAINING

AND EDUCATION.

This chapter assesses-the current status of management
training and education in law enforcement and correc-
tions. The initial sectior reviews the critical role of
managerial personnel, their functions and responsibili-
ties, and the major skill and knowledge requirements for

. these positions, based on NMS survey results and collat-

eral sources. The second section provides information on

* the characteristics of incumbent executives, including

their education, work experience and training, and iden:

- tifies gaps in their educational and training background.

" of employees. Thus, whereas nearl
‘managerial- leve) personnel in police protection agencnes< ,

’

The third section reviews existing management training
programs for.these personnel. The final section includes
recommendations for strengthening of management
training and education programs.

A. Managgment Roles
and Responsubllltles .
Law. enfon:ement and -corrections marmagers include

agency exgcutlves, such as police chiefs, shériffs, war=
dens and heads of probation and parole offices, as well as

- their deputies and other line command or administrative

staff who exercise broad authority .in agency-direction
and in establishment of agency policies. A total of over
55,000 managerial-level personnel were employed in.
state and local law énforcement and corrections agencies.
in 1974, .including about 45 000 P police protection
agencies and over-10,000, in correctional facilities or
probation and parole agencies. These _agencies vary
widely in size and;jurisdiction, from yery small agencies
with only a few efnployees to large urban ﬂolice depart-
ments or state pdsons with many hundreds or thousands
'one-fourth of all

“were in agencies'with less than 10 e ployees, an addi-

'brole in establishing agency goals and pfi

a2

‘tional ‘one-fifth of the total were employed 'in agencies

with 1,000 or more employees in 1974.%. \ -
Although managenal staffs accounted for lless than 7
percent of total. employment in police protectlon and
correctional agencies in 1974, they clearly play a critical -
orities,| m alloca-
ining how effec-
ollectnv#ly, they
ent of the efforts

tion of agency resources, and in dete
tively these resources are utilized.
were responsible in 1974 for manage

of 800,000 law enforcement and cdmctional personnel -
and for expenditures of $10 billion. -

. In many respects, these criminal justice executives
exercise very broad authority in enforcement of the law
and in decisions affecting offenders under their control,
as weil as over their staffs. For thé most part, they dwell
in an authoritarian environment, which is paramilitary in
structure. At the same time, they have been increasingly
subject to_constraints in the way they exercise these.
authontles particularly as a result of recent court deci-
sions affecting the rights of those accused of crimes and
of those in correctional custody. They have also been
held increasingly- accountable for results by cost-
conscious state and local officials and by the public at
large. Moreover, the growth of collective bargaining in
both the police and correctional fields has imposed the
need for changes in traditional styles of personnel man-
agement and discipline. Thus, the management of a

- police force or correctional activity requires a blending

of professional expertise, of management and communi-
cations skills, and"of personal qualities of leadership,
tact, and sensitivity. v, ~
In order to identify the most sngmﬁcant functions per-
formed by these executives, the NMS executive survey

-questionnaires requested respondents to identify which -

three functions—from lists of up to ten functions—they
considered as posing especially difficult decisions and
problems for them. The five most frequently cited func-
tions of law enforcement and correctional executives are
shown in Tables VIIH-1 and VIII-2. Included amopg
these functions are such basic managerial duties as per-

sonnel and fiscal management, planning and evaluation,
and dealing with officials, as well as responsnblllﬂ for_

-operational--law..enforcement or correctional A#ctivities. -

Heads of very small poilce grsheuffs" agencms most
frequently cited operanonal fietd’ acuvmes as. their most
important duty.- Heads™ of larger agencncs gave relatively
greater emphasis to- such functions as personnel man-

- agement and planning and- evaluation, (han did those in

the smaller agencies: Other functions such as dealing
with the public, with the news media or with other
criminal justice agencies were generally cited less fre-
quently than the activities listed in.these tables.
Executives were aISO asked to identify what kinds of

.

2
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spec.al training courses they would recommend as espe-

cially useful for futurc incumbents in their positions. The
proportions of responG=ats recommendmg particular
courses_are shown in Charts VIII-1 and VII1-2. The
highest priorities, ‘based on responses of police, sheriffs
and correctional _facility executives, were generally
assigned to courses in administration, personnel man-
agement and budget or fiscal management. Courses in
community relations were also cited by eight out of ten
law enforcement executives, but by lower proportions of

correctjonal executives. Sheriffs and wardens, on the

other hand, placed much greater emphasis on courses on
legal topics than did either -police chiefs or juvenile
corrections agency heads. Less frequently recommended
were_courses on specialized prrfessional subjects, such
as criminalistics, police intelligence or crisis
intervention—for law enforcement  executives—or
specific correctional treatment program areas, for correc-
tional administrators.

" Heads of probation and parole agencies similarly gave
highest priority to courses in administration, but aiso
emphasized professnonal subjects such as Commumty re-
source development and ceunseling, probably reflecting
the more direct operational role of executives in many of
these agencies.

TABLE VIII-I -

Most Frequent Problem Areas for Law Enforcement
Executives ®

Potice Chiefs ° Shetifl ¢
Function “Large’  Small “Large™  “*Small”
Agencies  Agences  Agencies Agencies
Personnel management ___._. /% 3% 0% 27%
Operational ficld aclivities ... 40 64 47 65
Budget and fiscal management 38 43 44 50
Dealing with local officials ._. 33 39 34 28
Planning and evaluation ... 30 25 - 31 20

» Source: NMS Exccutive Survey, 1975, Based on responses to question concezning func-
tions entailing **especially difficult decisions and problems ** Respondents were requested to
identify the three most important functions. based -0 frequency with which problems arase.
Table shows the five most frequently-cited functions

* ““Large"" police agencies are those in jurisdictions with 17,000 o raore poputation

€ Llr[e sheriffs agencies are lnmc with 10 or more population.

’

With some obvious differences, the above
responses—as well as the results of NMS' field occupa-
tional analyses—confirm the high priority assigned by
these executives to systematlc training in the science and
techniques "of management, as distinct from additional
specialized training in professional law enforcement or
correctional subjects.

. Several recent trends have reinforced this interest:

e The trend towards *‘scientific management."" Peter

Drucker points out that true management autonomy
does not exist in criminal Justlce agencies.? Such

12

"y

9

‘TABLE VIlI-2

Most Frequent Problem Areas for
Corrections Executives *

Adult Juvenile

Function Agencies Agencies
Facility operation ____ oo oo~ 2% 61%
Dealing with officials . 30 34
Planning and evalvation - _ooo-.- 23 25
Personnel management __ . ooomeoamo 22 28
Budget and fiscal management ____________ 19 21

» Source: NMS Exccutive Survey. 1978, Based on fesponses 10 question comcerning funce
tions entatding *‘especially difficult decisions and problems.”” Respondents were requested to
wentify the three most important functions, based on frequency with which problems arose.
Table shows the five most frequenily-ciied functions.

agencies are usually characterized by a hierarchical
control which comes down from elected officials,
both executive and legislative. Under program
budgeting procedures, these officials require that
operations be conducted under a disciplined system
of objectives and priorities. All along the line there
is pressure for measuring program results—with a

_ corresponding need to expand capabilities for audit,
analysis, and performance measurement. This trend
emphasizes setting concreté standards for agency
accomplishments, defining minimum acceptable re-
sults, setting deadlines, and making designated in-
dividuals accountable for obtaining results within
the framework of laws, policies, and agreements
shaped by elected officials.

Results from the NMS field interviews have un-
derined this trend. Executives expressed growing
concem about the skills and knowledge needed to
mailage within the unique- structures.of the criminal
justice system Govemors, m;yurs county execu-
tives, councils, and legislatures are growing more
concerned with program and perforance budget-
ing, and there appears to be less acceptance of tradi-
tional approaches. There is a trend toward reviewing
organizational objectives, eliminating those that are
no longer serviceable or attainable, and setting new
goals. Current pressures for reevaluating goals inthe

_ correctional system and its mstltuuons illustrate thls
~ trend.

. @ Emphasis on-productivity and performance evalua-
tion. A closely related trend is the empbhasis upon .
use of productivity measurement and related pro-
gram evaluation techniques as management tools—
particularly in view of the fiscal pressures {acing
many state and local govermments. In the law en-
forcement.field, the Police Foundatlon—m coopera-
tion with federal agencies such as LEAA—has
sponsored research into productivity and perform*
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ance evaluation methods. These include improved
measures of individual or small unit productivity, as
well us more global measures of performance of the
organization as a whole. A current example of the
latter approach is found in a comprehensive study in
the Montgornery County, Maryland Police Depart-

.ment, which is attempting to increase productivity

by restructuring of jobs. a more-stringent setting of
goals without cost increases and the introduction of
systems for performance measurement.”

The trend to collective bargaining. Unionization
among police and correctional employees has grown
rapidly in the past decade. The NMS found that the
following percentages of agencies participated ‘in
collective bargaining with unions or employee as-
sociations representing their line personnel, in 1975.

Percent

Police departments * 27 50
Shenfts departments P __ oo 33
Adult Comections QEenties - oo o oomia oo 28
* Juventle corrections agencies oo oo oLaooooo 3l
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* Police departments in junsdictions with 17.000 or more population
* Shortthy' agencies with 10 or inore emplayees

According to a report published by the Intema-

tional City Management Association, in 1976, 36

states provide for colleciive bargaining rights by
public employees. In 29 of these states and the
District of Columbia, police unions had formal'rec-
ognition and collective bargaining rights.* Unioniza-
tion is also growing rapidly among prison and other
correctional employees according to officials of the
American Federation of State County and Municipal
Employees, the largest organization in this field.
Collective bargaining in the public sector is, in
many ways, more complex than in the private sec-
tor. Negotiations are multilateral, including elected
public officials or their representatives, as well as
executives of operating agencies, such as the chief

law enforcement officer or correctional admlms- :

trator. 1t is governed by specific legislation, cover-

ing both the obligation to participate in collective

bargaining and the permissible scope of such bar-
gaining. Although agency executives do not- nor-
mally pamcxpate directly in such negotiations they’
often provide major inputs to the negotiating team.

More importantly, many of the resulting agreements

"establish rules and standards governing a wide range

of personnel. management and assignment practices
previously considered solely as management preroga-
tives; e.g., recruitment, promotion standards, job
assignments, disciplinary procedures, number of

shifts, squad car manning and work schedules. Asa

result, there has been a growing demand for more

\

-Education.

systematic training in many aspects of collective
bargaining for executives, other managers and

supervisors in agencies covered by collective bar-~

gaining-procedures.
In addition to the above, other trends mﬁucnung the

need for management training include the increased rec-
ognition of. the community service aspects’ of police
agency activities, the challenge for improved personnel
utilization resulting from the increased educational level
of line police and correctional officers, and continuing
improvements in the development of more sophisticated
information~ systems, which can—if properly used—
greatly increase the capabilities of management for more
effective control over resources. X .

B. Educational and Training Status

of Executives

To aid in assessing the adequacy of the preparation of

- incumbent executives for their demanding roles, the
NMS surveys requested information on their education,
training and prior experience. This information, obtained
from Iarge prop?)mons of all executives, was’
supplemented by additional information obtained from
field interviews with small samples of executives in 10
states. The following cor |posne proﬁles emerge from
these surveys (Table VIII 3). :

Age. Law enforcement executives, as a'group, tend to

be somewhat older than heads of corrections agencies..
The median ages of police chiefs and sheriffs in the
larger agencies are 48 years and 50 years, respectively.
The median ages of heads of corrections agencies range
from 39 years, in juvenile corrections agencies, to 44
-ayears in adult corrections agencies.” '

Prior experience. Virtually all agency heads, with the .

partial exception of sheriffs, have had substantial experi-
ence in their respectlve fields. A substantial majority of
all categories of executives, other than sheriffs, had been
advanced to their current positions from withia their
agencies, dn@most of those appointed from outside the
agency reported holdmg one or more pnor positions in
law enforcement, corrections or closely related fields.
Since sheqiffs generally hold elective office, their back-

_ ground was more diverse; nevertheless, a majority of the
latter also repbrted prior law .nforcement experience,
either in their present agencies or elsewhere. '

The sharpest contrast among various.

categories of law enforcement and corrections executives

iis found in their educauonal attainment.
college education, supplemented by graduate training in
corrections, social work or related fields, has long been
recommended as the desirable background for correc-
tional executives:

A four-year

About three- fourths of all heads of

1oy Ce



TABLE VIII-3

Selected Characieristics o Law Enforcement and Correctional Executives, 1975

. Percent College
Percent Graduates Percent
- Med ian P d With
Type of Agency Age From At Time of - Some
R ’ " Within Agency Entry Into Current Specialized
Fie'd Training
Police departments *“large™ * _______________________._________ 48 yrs 751\& 6% 2% 9%
Police departments, “‘small** ____________________ . _______ 43 i 3 9. 9
Sheriff depmmwls. “large” ® el 50 53 14 20 99
Sheriff departments, *“‘small** __ . ___ .. - ______________ 49 © 44 2 4 95
Adult corrections facility . ______________ o _._. ~44- 86 . 50 63 98
Juvenile corrections facility _________________| Q. 39 78 74 90 98
Probation or parole office ________ e e 42 61 75 81 98

* Police departnents in jurisdictions with 17,000 or more population.
® Sheriffs depariments with 10 or more employees.
Source: NMS Executive Surveys, 1975,

juvenile corrections and of probation and parole agencies

in fact had completed college prior to entering the_field. *

Of these, 18 percent of all juvenile agency heads and 14
percent of the probation and parole office heads hai
already attained graduaae-dcﬁrees Adult corrections ex-
ecutives reported somewhat lower levels of educational
attainment. Only 50. percent of the wardens entered the
corrections field with a college degree and 63 percent
reported that they were currently college. graduates.

" Those who had entered as college graduates were typi-
cally employed previous'y in treatment or educational
roles or in administrative positions.. However, about
one-half of all'warden: reported that they held the posi-
“tion of a line correctionai office earlier in their career—a

position whose educational requirement is still generally -

only a high school dipio.na.

Among law enforcement executives, only a small-

minority in all categories reported that they were cur-
rently college graduates.
- chiefs, and 20 percent of sheriffs, in the ‘‘larger’’
" agencies—and much smaller proportions of those in the
smallest agencies—currently “were cdllege graduates,
even though a college graduate standard has been ccnsis-
" tently recommended by all recent assessments of the law
enforcement executive's position. .
_ All categories of executives reported significant prog-
ress in educational attainment subsequent to entry into
* their law enforcement or correctional careers, as illus-

trated by the considerably higher proportions who were:
currently college graduates. Thus, 69 percent of all .

- police chiefs in larger departments had continued their
- academic education after entering police work. Of these,
the principal sources of financial assistance, in order of
“ frequency, wet. the LEEP program, aid from their own
\" . agency and veterans allowances urnder the G.I. Bill.
' Similarly, between 50 and 70 percent of all other

Only 26 percent_ of police
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categories of executives, other than sheriffs in **small”’
agencies, reported that they had engaged in continving
academic education programs, and in each case, iden-
tified the LEEP program as the most frequent source of
financial aid. -

Training. All eg(ecutives were also queried as to
wh:ther they had ever attended special training courses,
workshops, training sessions or seminars, relevant to
their substantive professional field or their managerial
rgles. They were also asked to identify the subject areas

. in which they had received specialized training. As
-would be expected, all but’a very small'proportion of the

executives had aitended at least one special training
course in their field. However, the pfoportions who had

attended courses in particular subject areas varied sig- -
nificantly, as illustrated in Tables VIII-4 and 5, basedon_ - .

responses of police chiefs in jurisdictions with 17,000 or
more population and of adult corrections executives.
These tables also compare the proportions who recom-
mend such courses with the proportion of police chiefs or

. wardens who have taken training in each subject area.

The differences between these proportions provide a use-
ful indicator of the subject areas in which additional

- training is needed, based on the judgments of incurhibent

executives, themselves. ‘
For police chiefs, the *‘most needed”’ additional train_-
ing, based on this criterion, was in management-related

" subjects, such as budgeting,and planning, labor relations

and personnel management..In contrast, relatively-small

_proportions recommended additional training for their

successors in specnahzed ‘professional subjects such as
criminology, criminal law; drugs or riot control as com-
pared to much larger propo&ons who had: actually taken
such courses in the course of ‘their careers.

The responses of the correctional executives reveal
much more sizable training deficits and in @ much wider
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range of subjects. In almost all types of courses related to
management and administration, the proportions of adult
comrectional executives reporting having attended such
courses were substantially lower than among police ex-
ecutives. As a result, 11 out of 15 subject areas were

" identified as deficit areas for the former, as-compared ta

only 5 out of 15, in the case of the police chiefs. How-
ewr, in both of these, surveys—as well as in the four
other executive categories covered by the NMS
surveys—the highest priorities for additional inanage-
ment training, based on these comparisons, were the
subject areas of budget management and planning and
evaluation. As shown in the summary of * ‘most needed”

additional courses appearing, in Table VIII-6, courses in -

administration, personnel rnanagement and community
relations also received high rankings by two or more of
the surveyed groups, as did community resource de-

velopment for the correctional and probation/parole ex-_

ecutives.

TABLE VIII4

Percent of Police Chiefs Who Reé‘ommended Ccurses,
“and Percent Who Have Taken Courses, in Selected
Lau Enforcemenl and Management Subjects,

. 1975
.
Percent Percent Who
Recommending Attended
Suhject Course ® Courses . Difference
1 ) = (DD

Law enforcement budget-

ig/planning and o

evaluation -_.______. 93% 74% 19%
Labor relations/collec.

tive bargaining ... T U 60 14
Personnel managem znt 94 87 7
Police agministration __ 95 92 3
Community relations .- 83 82 1
Hostage negotiation __. 35 35 —
Race/ethnic relations .. s6 61 -5
Police intelligence -_.. 40 . 52 -12
Crisis intervention —___ 29 44 ~15
Organized crime .- 4 58 -17
Applied criminology - .. 20 47 -27

* Criminalistics ... _.. 16 43 =27

Criminal law/crimi- . .

nal procedure __.__. 43 82 -39
Drugs —cecmeeees 22 63 —41
Riot and crowd

control . ._.o—-_- ——— 30 75 -45

¢ NMS Executive Survey. 1975. Based on résponses of police chiefs in jurisdictions with
$7.000 or more yopulation.

* Bmsed on respomes to question: “*Based upan your experience, whet kinds of special

courses, workshops. training sessions or seminars would you recommend as especially useful
for your successces 10 take?”” [n uddition 10 the specifier] courses. 41 percent of the 1. 208
respondents indicated other. hompecificd courses
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TABLE VilI-5

Percent of Adult Corrections Executives Who
Recomriended Courses and Percent Who Had Taken
Courses, in Selected Corrections and Management
Subjects, 1975 @

Percent Percent Who
Recommending Ancndod
Subject Course * Course Difference
n @ five:
Budget management/plan- ey
ning and cvaluation - 84% 52% 2%
_Facility management __ 7 © Sl 25
" Community" resource
development _______ 60 36 24
Crnminal law/correc-
tional law ___.___-. 84 o6 20
Hostage negotiation _.. 48 32 16
Use of women in security
and custody positions_ 35 16 19
Personnel management B8 74 14
. Prevention and control
of disturbances -- - — 68 55 13
Labor relations and col-
lective bargaining" .. 53 - 4] .o
Race/ethnic relations - 58 ' R §
Vocational education pro-
gram-management __ 25 23 2
Applied criminology ‘
and criminalistics ___ 41 46 -5
Clussification/reclags- . ]
ification policies .- st 57 -6
Personal/family.. P :
counselifig oo omaeon M - 42 -9
Drug abuse/alcoho] -
abuse program .
management —__.._.__ 31 3r -10 -

8 NMS Exccutive Survey 1975. Rased on responses from 220 mrrccuoml exccutives in
state institutions or facilitics. -

* Based on responses to question. "'Based upon your experience. v hat kinds of special
courses, workshops, training or i would you
for your successors o take?"”

In short, the survey results indicate that execuuve..
recognize the essentiality of systematic training for man-
agement positions, particularly in courses related to re-
source. allocations, planning and personnel, but tha
many have not received specialized training for these
functions—even when measured by the necessarily crude
yardstxck of having attended any type of coursé or train-
mg\sessmn in the field, no matter how short. Managerial
training appears to have beer significantly ‘less adequate
for con’ectnonal executwes than for those in the larger
law enforcement agencies. In contrast, executives in all
categories consider themselves—or their successors——-to
be much better.equipped by training and experience to
deal with many>of the ‘more subsiantive professional

\

d as especially useful - .
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TABLE VI11-6

__*Most Needed'* Additional Training Courses for Law Enforcement and Correctional Executives,
Based on Differences Between Percentages Recommending and Percentages Who Have Taken Courses

Dﬂs\‘:mu bptweén: -

e e - i

aspects of their responsibilities. This is understandable,
in view of their typically long experience in the field and

of the specialized training in .these technical aspects -
which has been provided to most incumbent executives

by‘age_ncy training programs, and by external sources.
The above findings we:: confirmed by the results of
NMS staff field vxsnts—pamculady in the case of correc-

tions agencies. Thus, in summarizing findings with re-"
spect to training for admirnistrators of adult corrections -
" facilities, the field -analysis report notes: *‘Almost with-

out exception, the information and evidence collected

.. from field visitg to correctional departments and agencies
- point:to the need for admmlstrators to have better plan-

fling and management skills. And almost without excep-
tion the evidence suggested that training in these areas

was |nadequate or non-existent.”” 3 With respect to, ad- -

> . ministrators in juvemle lnstltutlons, the report similarly

. - percent recommencing
Type of Agency Course and percent who
atended courses
7 -
Police. “*large™” _________ Law enforcement budgeting/planning and evaluation .o oL __ .. 19
Labor l!:lalionslcollec!ivclbargaining S S 14
' . Personnel management __ % . oo 7
Police "'sl‘f‘lall" _________ Law enforcement btfﬁgemg/plannmg and ‘evaluation - oo 29
- ) Police administration _______ __________ . e 21
’ Personnel managemnent _.______________. _____ e S 16
t Community relations . e eem 14
: ’ > °  Police intelligence ___ .o 9
Sheriffs. *°] m———m Law enforcement budgeung/plannmg and evaluation 23
Personnel management __ ___ _______________ . e C e 12
) Community relations .- ___—____ L U 10
. Correctional administration - _ e 9
Law enforcement administration .o - oo e e 8
Sheriffs. *"small™" __._.._ Law enforcement budgeting/planning and evaluation __________________ PO : 29
coL T Law enforcement administration —._—-.__—____—____ e S R 5
‘ : Personnel management __ .- eeeeeoos SR . 5
- Law cnfprcement intelligence ool 5
. Adult corrections _____.__ Budget management/planning and evaluation _____________________._______.__.___ . 32
Facility management _____________ . ee__ ' 25
Community resource development __ . _ e 24
. Criminai law/correctional Jaw ________ .o 20
" Juvenile corrections ... Budget management/planning and evaluation 30
vt Facility-momnagement ___/_______. PR . 29
« . Preveniion of disturbances and maintenance of discipline _ ' , 2
Crisis interention ___ .. _ e ee g 25 >
! ) Community resource development - Al 2
Probatiori and parole' _____ Budgeting/planning and evaluation _>____________________ ; e 1
C Community relations __ e 19
Identification and use of community resources ______.____________________._____._ T16
Probation/parole administration __________ oo ——— T4
Vocational ducation PrOgEAMS .« «c.o o oo e e e emm e 2. .. :
“Source: NMS Executive Survey. 1975, : ‘

notes, that *‘littie or no in-service training for adminis-
trators is now provided,’’ but that about one-half of the
states visitea plan to increase or initiate such training in
the next 5 years."

C. Current Managément Training Programs

Training programs or courses for executives for execu-
tives and other management personnel in criminal justice
agencies are provided in a wide range of mstntutnonal
settings, mcludmg.

. e Local and state law enforcement academies,

e Federal agency programs, such as those of the FBI

Academy;
¢ University-sponsored courses Or programs; and

o Programs offered by professional ‘associations, such E
as-the International Association of Chiefs of Police."
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Although law enforcement academies or correctional
" acaderhies have been the major source of in-service train-
ing of line officers or superv:sors, their role in manage-
ment training has been quite limjted, in view of the small
number of managerial personnel available for such train-

ing in all but the-largest agencies and the reliance of these

academies upon part-time staff drawn from the mid-fevel
ranks of the agency itself. Thus, among over 200 law
cnfy?temenf academies which conducted some in-
sérfice training, responding o a survey conducted by the
National Association of State Directors of Law Enforce-
ment Training ‘NASDLET), a total of only 20 courses,
each, ‘were reportéd ‘as being offered in executive or
mid-management training subjects. Such courses, where
provided, are most likely to be offered.hy lérge munici-
pal departments or in state or regional-level academies.
- Among federal agencies providing training directly to
criminal justice managers or executives, the most promi-
nent is the-FBI Academy. The FBI's National Academy
offers an 11-week college-level training course to about
1,000 carefully selected personnel of state and local law
“ enforcement agencies each year-of whom a large propor-

tion. are at the mid-management or supervisory levelc. \

Included in the program, in addition to various courses in

- such-fields as forensics and law; are a.number of man-

agement training courses, covering specialized subjects
such as financial management and police labor relations
as well as more general management topics. The
Academy also offers numerous short specialized courses
as well as field training through its field office staffs,
including snme courses in law enforcement administra-
tion or management. ’ : ’

In Fiscal Year 1276, tlie FBI instituted a new training
program, the National Executive Institute, which is
targeted at top management of law enforcement agen-
cies. The initial program, consisting of four separate
four-day sessions, was limited>to chiefs and sheriffs of
the 30 largest departments and included broad coverage
of major national crime-related issues and trends, as well
as more specific subjects of management interest,;such as
police labor relations, police-media relations and minor-
ity recruitment. - A

The extent to which the FBI Academy has contributed
to the training of law enforcement executives is indicated
by the fact that 29 percent of all ingumbent police chiefs
and 21 per:ent of sheriffs who reSponded to the NMS
surveys—exclusivz of those in the very small police or
sheriffs’ agencies—had attended the FBI Academy pro-
grar at some stage in their career. No counterpart to this
program exists at present for correctivnal executives.

A third source of management training—and the most

~ diversified—consists of programs in executive or man-
- agement training offered by colleges and universities.
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These range from courses offered as part of under-
graduate or graduate-level criminal justice curricula, or

‘of graduate degree programs in public or business admin-

istration, to institutes, seminars or workshops specifi-
cally designed for criminal justice exec utives ' of
management. personnel. An examination of course offer-
ings in criminal justice education programs, based on a
sampling cf school catalogs, suggests that these courses
are mainly forused on -administrative subjects, rather
than on the broader issues of resource allocation, plan-
ning and.evaluation which were identified as the most
critical functional training needs of executives, bas¢éd on
our survey results. This may be attributable, in part; to
the fact that thé student bodies-in these progran1s consist
predominantly of more junior line or supervisory person-
nel, or of pre-service students, rather than thosz at the
mid-management ranks or above. i

Current examples of university programs and coopera--
tive efforts previding for management training include
the criminal justice offerings of the Wharton School of
the University of Pennsylvania, the University of-South-
emn California, the State University of New York at
Albany, California State University at Long Beach, the
Southem Police Institute at the University of Louisville,

John Jay College, Babson College (New England Insti- -
tute of Law Enforcement), and the Traffic Management

Institute of Northwestern University. ‘

A large number of universities offer more general
executive development or management training pro-
grams, usually conducted in separate institutes;, Wwork-

shops or seminars. Analysis of a sample of 23 of these

programs .indicates that they Pange in duration from 2
weeks to 14 weeks (with a median length of 5to 6
weeks). The courses are heavily -business-oriented;
hence, not well adapted to the speciil needs and prob-
lems of cfiminal justice or other public Administrators.

Finally, professional erganizations such as the Interna- .

tional Association of Chiefs of Police sponsor'a con-
siderable number of training programs—normally short
courses of topical interest. Many of these courses relate
to- substantive law enforcement topics. However, sub-
jects of managerial concern—suckh: as, labor relations—
are also included. . ‘

Although a comprehensive review jof course contents
for this very diverse range of program>s was not practica-
ble, our analysis of the available literature and consulta-
tions with management tmining experts suggest the
following generalizations conceming the current pro-
grams: ' - i

e Management training courses offered in academies

or as part of criminal justice curricula tend to deal

with the more operational aspects of police or cor-=- -

rectional administration, rather than with the

1
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broader issues of primary concerrf to senior man-
agerﬁent personnel. This stems, in part, from the

« composition of -their student body, and—in part—
from the extensive reliance of these programs on

. incumkznt, or recently retired staff pcrsonnel from
police or correctional agencies, as the source of
faculty recruitment. Hence, they may not be effec-
tive as a means’ of mtroducmg new mdndge'nent
methods and Perspectives.

o The diverse educational backgrounds of incumbent

management personnel poses a difficult problem in -

gesign of management training programs. The law
enforcement field and—to a lesse - extent—the cor-
" rectional field suffer from ari ecucational ‘‘genera-
tion gap’’ in which many senior liné management
personnel have less formal education than many of
their subordinates. Thus, the more theoretical course
materials and texts designed for use in conventional
academic management courses may not be suitable

for a more mature—but less formally educated— *

group of law enforcement executives. .

~ o The relatively short léngth of most criminal justice ‘
mane'lgemftnt training courses -has been designed to -
facilitate ajtendance by busy executives. The result,

however, |§ ofter: a rather brief and superficial orien-
tation to funcuonal subjects whose effective cover-
age requlres ,much more extensive treatment. One
illustration/is provided by training in the field of

labor relaylons. This ranks high among the areas of.

concern of many police executives, and is of grow-
ing :mponance fo correctional executives, as well.

The scopd of management interest 1.2 the collective
bargaining procéss is suggested by the list of issues
relevant:tj) various levels of management personnel
(Table V‘l"ll—7). Adequate coverage of these issues
may requ?re specialized training of several weeks, in
cortrast to the typical *‘short’” courses currently
provided.

- ‘ TABLE VIII-7 . R e T e

"Areas of Management Interest in the Collective Bargaining Process
\ ;

’ Top Middie Supcr‘ﬁs'x) -
Manag Manag ¢First Line)
ding statutory regulations .___ .~ L. _______________. X X X
____________________________________________________________ X X
___________________________________________________________ X X X
__________________________________________________ x rd
labnr practices __________ 4 e e X \ X
____________________________________________________________ X X
______________________________________________________ X X
______________________________________________________________ "X X X
___________________________________________________________ X .
______________________________________________________ . . X X X
_____________________________________________________ X,
_____________ N e e e e e - X X
___________________________________________________ X X
_______________________________________________________________ X X X
______________________________________________________ X
_____________________________________________________ X < X
Informing management staff - nd employees . _______________ S ( X X .
Implementing agreement ___- _________________ e X X X
Grievance Procedure .o X X X
Preparation for next negotiations ___ ______________ ______ o __________ X X X
Management Techniques:
» Commitment on part of management ____._________ .. ___ ._______________ X X X
Interpersonal communication - __________.____________________ B, X X X
* Groyp decision making . ________ .l "X X X
snagement by objectives . ___.__ . _ 1 . h 4 < X X
Organizational development . _______________________ e X. - X X
- Source: “lmpn'cl of‘Cdlallvee’ 8 on.Llw and Cmdcnon\"‘l’ublu Safety Research Institute Inc., 1976.
_— e . ° ' 121
g - p
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- o In addition to cou. _s in specific management func-
tions and skills, there is a need for development of
more general management - skills, especially for
mid-level maitagers. These relate to problem iden-
fification and establishment of management
priorities, rather than to the more technical skills

associated with problem lving and decision- -

making. Reviews of existing criminal justice man-

agement courses suggest insufficient emphasis on

- problem identification as a training objective...In-

creased emphasis is needed, too, on strehgthening of

‘leadership skills, which relate to development of
peer relationships, moivation of subordinates,
negotiation, resolution «f conflicts and decision-
making under conditions of ambiguity and risk.

o Finally, in'contfast to the variety of specialized and
uncoordinated management training courses cur-
rently available, there is a need for development of
an integrated, vertical sequence of management
training courses, closely geared to overall agency

. career development objectives. Management train-’

" thg expests from both the public and private sector
whe participated in an NMS parel on the subject
strongly endorsed the development of an integrated
program with coftinuity from first line supervisors
through top managers. ' *

D. Summary and Recommendations

The preceding sections have documented significant
quantitative and qualitative deficiencies in the training
and education of <riminal justice executives ard other
managerial personnel, for performance of key manage-
rial -functions: . :

e The need for comprehensive, systematic manage-

ment training programé for criminal justice exe?:"u-

. tives is paricularly critical because neither their

" formal educational backgrounds nor their prior ex-

perience, typically in lific law enforcement or cor-
rectional positions, have adequately prepared many
of them for key managerial-level roles and responsi-
bilities. These roles, moreover, are undergoing
major changes as a result of rcent developments
affecting law enforcement and correctional pro-
grams, of growing pressures for public accountabil-
~ity, and the growth of public sector unionism.
. e Substantial proportions of law enforcement or
corections:executives have never received any spe-
cialized traiming in such key functions as budget
-management, planning and evaluation or personnel.
management, even though these - are given high
- . .priority by executives as essential areas of manage-
. ment training. :

a/'\ ‘e Although a considerable variety ot separate man-

\,‘

~agement thining and education courses are avail-

able, many of these programs are too fragmented,

too short and- specialized or—when university
. sponspred—are often too theoretical in content and
approach,, An integrated app¥oach to.criminal justide
management training, as part of a ccmprehensive
¢areer development program for managers and ex-
ecutives, is generafly lacking.

—

 To remedy these deficiencies, -we recommend that
LEAA plac: high priority on (1) planning and develop-

‘ment of vumprehensive management training and educa- -

tion programs for criminal justice' executives, including.
development of model- curricula and course sequences,

suitable for =ach level from first-level supervisor to top

executives, and (2) establishment of regional educational -
- centers for criminal justice management personnel for

conducting such programs. The planning should be con-

_ ducted with a;”tive participation, in each region, of state
_planning and trfining agencies, of state operating agen-

cies and of leadimg’educators in the field of management -

» development. We believe that a broad regional approach
is needed to provide an adequate institutignal base, in .

terms_of highly qualified faculty, curriculum develop-

ment, use of advanced tfaining methods and an affiliated

redearch program. Emphasis in curricula should be.
placed on develcpment of broad leadership and manage-
rial skills, as well as on those fun_ctio?:al areas where
additional training is found to be most needed; by vari-
ous categories of executives. - o
‘The establishment of .regional centers does n&t pre-
clude the continuance of. university-based management

training programs. Academic credit arrangements should

be made with. universities to provide incentives for

supervisors, mid-level managers, and executives to
complete degree programs in public managemefit and
administration, or in criminal justice with management
emphasis. The intent of the centers should be to provide
more accessible courses and to integrate courses to meet
specific agency training needs. Special programs on a ‘

continuing basis should be established within the centers .

to include the senior level officials: state and local execu-

v

tives, judicial and l€gislative officials, state plannirg ~_

executives, and other senior officials. In addition, each
center should establish and maintain a personnel assess-
ment facility to advise agencies on the selection and
career development of supervisors, mid-level managers,
and top executives. - - :

Existing management training centers operated under
state auspices may be found to meet the needs of some

areas for regional centers. Private’executive training pro-

_gram: furnishing training in certain subject raatte: could

be integrated in the regional centers. Regional centers .
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“might be established in an academic setting, utilizing
existing programs.
" Instructor training programs should be provided in
rconjunction with center programs, and should introduce
knowledge of educational technology. Most instructors
should have hag experience within the criminal justice
system. Rotating, instructorships could be geared to
agency managerB}Qvelopment programs, with a stint at

the center for 1-2 years being an integral part of career

development.

The urgent need for improved management'trainjng
suggests that reglonal management development centers
be establlshcd as. soon as possible, it funding can be
provided. In order to facilitate this action, a national
advisory planning group should be established to develop

*program offerings and the administrative structure for
these centers.

" Inadvancing this recommendation, as one of the high-
est pnonty areas for. educational and training assistance,

~ ‘'we are fully cognizant of @e costs entailed in establish-

" ing intensive management training programs, specially
designed to meet the needs of the criminal justice sys-
tem. We are alsc aware that it may be difficuit to attract
to these courses, for peﬁods as long as three months, the
type of busy executives and upwardly-mobile mid-
management personnel who can most benefit from such
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tra.ing, and who are or will be ina position to apply this
training to the management process in their own agen-
cies. We believe the latter obstacle can be overcome if
emphasis is placed upon making the proposed training
institutions truly ‘‘centers of excellence"sm}the field cf
management training and by gearing pnogram content
and methods to meeting the capabilities, interests and
needs of the potential student body. With. respect to
costs, we can identify few other jnvestments in the field
of training and academic assistance which have higher
potential returns, .in terms of achieving needed improve-
ments in orientation, organization and operaticn of our
nation’s law enforcement and criminal justice agencies.

t
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- . CHAPTER IX. PROFESSIONAL EDUCATION AND
TRAINING FOR JUDICIAL PROCESS OCCUPATIONS-

This chapter reviews the specialized training needs of
judges, prosecutors and indigent defense ~aunsel and of
professional court administrators, and ussesses the
adequacy of _currem programs in relation to these needs.

In view of the ::i.otal role of the law school as the

primary source o} 3; a‘:lallzqd professional education for '
most’ of these occupations, the initial section of this |

chapter includes data on the extent to which under-
graduate law school programs provide adequate prepara-
tion for future criminal justice practitioners and identifies
those skill or knewledge needs which Tequire supplemen-
tal ggency training.

o e following three sections review, separately, the
currert scope of entry-level a .. in-service training, for
staff attomeys in prosecution and indigent defense agen-
cies, for chief prosecutors and defenders, and for jud zes.

The professional court administrator—his functions,
characterdstics and training needs—are discussed in the
final section, based on the results of the NMS survey of
incumbent state and local court admirn.strators.

"A. The Role of Law Schools "
in Preparation A
for Criminal Justice Careers’

Graduation from a law school is ajrequlrement for
“admission into the bar in almost all states. As noted in
Chapter V, most newly recruited attoineys in prosect-
tion and indigent defense agencies enter these positions
shortly after law schoe graduation, With little or no
prevnous ‘trial experience. Stnilarly, a large proportion of
newly elected or appointed judges are lﬁkely to ha e had
iimited experience in ctiminal justice pjactice. Thus, the
extent to which.undergraduate law schqol education pre-
pares graduates for roles in the crimindl justice field has
important implications for tHeir ablhty to perform effec-
tively in these positions.

The prevailing educational phllOSO hy of the under-
graduate law schools focuses on mastery of legal ana-

lytical skilis, combined with a broad .overview of the

substantive principles of law. Since formal accredited
spe\.lahzatlon—-analogous to that in the medical field—
has not yet emerged in the practice of law, emphasis is
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on introductory and broad survey courses, and on de-
velopment of basic legal research and analytical skills, to
develop the co: npetence of *‘thinking as a lawyer.”” This
philosophy implies that the more psactical legal skills,

including pretrial and trial procedur‘s as well as specnal- ,

ized expertise in particular fields of law, will be mamly
acquired througli a process of on-the-job * apprentl"e-
ship’* or practical experience, either asa law clerk orasa
junior practicing attomey. .

An analysis of criminal law course offenngc of ABA
accredited law schools indicates that, in 1975, nearly al!
law schoo!s had an established requircment for comple-
tion or a ¢ourse in either criminal law or criminal proce-
dures by first- -year students and that, between 1966 and
1975, there was a modest overall increase in. the propor-

" tion of criminal justice courses in the total law school

curriculum—from 4.3 percent in 1966 tc 6.8 percent in
1975. However, only one-third or fewer of the law
schools offered advanc:d courses or seminars in crimixal
law or process or on related criminal justice subjec.ts ’

A sample analysis of course contents and (exts,
moreover, indicated a number of significant limitations

of these materials, from the standpoint of preparing law o

school raduates for criminal law practice. Thus, in most
law sc 1ool texts, procedural matters are presented in a
mnner that emphasizes constitutional issues rather. than
addressing the dynamics of criminal justice procedures,
e.g., the role of plea bargaining and its relationship to
prosecutor charging and judicial sentericing practices.

In order to compensate, in part, for the limited cover-

a

age of procedural subjects and of related operational -
skills, a large and growing propc tion of law schools
offer clinical experience to advanced undergraduate law -
students, normally in their third year. In 1975, 124 of the -

163 ABA-accredited law schools offered clinical law
programs.! Of these, 65 percent included a viiminud
justice component: defense, prosecution, or corrections.
Such programs, in conjunction with summer internships
in prosecution and defender agencies, provide day-to-

day exposure to the realities of criminal justice opera-

llOﬂS /

" "The 'NMS -executive surveys indicated that 55 percent_

of prosecutors and 59 percent of defenders gave hiring
preference to law students with clinical law experience.
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About 11 percent of the reporting prosecuters permitted

law students to prosecute felony cases under supervisinon.

An additional 15 percent permitted misdeineanant pros-

~ecution by law-students in their offices.

At the same time, it must be recognized that only
about 20 percent of all law graduates were found to have
clinical law experience, and a much smaller percentage
have criminal law experience.? Thus, ¢linical programs

. for criminal law are still more important for their poten-

tial, than for their present, contributions.

The limitations of undergraduate law school programs
as a direct preparation for the positions of assistant pros-
ecutor and assistant defender—suggested by the preced-
ing anaiyses—are further confirmed by responses of
chief prosecutors and public defenders to the NMS sur-
vey. As shown.in Table IX~1, a large proportion of the
respondents considered law. school graduates as in-

- adequately prepared for such functions as trial advocacy,
“ criminal trial procedure, and juvenile family law and

court procedures, in contrast to much more favorable
assessments of their preparation on such subjects as sub-
stantive criminal law, constitutional law and legal ethics.

TABLE IX~!
Assessment of Adequacy ¢f Preparation of Law
Schoo! Graduates by Heads of Prosecution/
Defense Offices @

Percent of Office Heinds Assessing
Prcpur‘.nmn as Adcquuu:
Functional Areu B

of Preparation Prosecution Defense

Juvenile family law and court
procedure .___________.._______ 36 I8
Criminal trial procedure _________._ 32 27
Trial adviccacy____________________ 3277 26
Law of evidence -~ .- _______ 60 53
Substantive criminal law ___________ 64 60
- "Constitutional law ________________. 19 79
Legalethics ——_. . ________._ ..__ 85 74

* Percentages adjusted for ““no response.””
Source: National Manpower Survey, Prosecutors and Public Defenders, 1975
One of the results of inadequate prepar.tion of most
law school graduates for criminal justice-related posi-
tions is {0 place a greater burden upen employing agen-
cies to provide supplementary training to newly hired
personnel, through closely supervised on-the-job leam-
ing experiences, as well as formal courses. The follow-

- ing summary, based on the report of NMS field visits to a
number of large and medium-sized prosecution and de-

fender offices, describes the prevailing practice in these
offices:

**Once hired, new attomeys are never sent into
the courtroom 1o sink or swirn. Every office (of
- those visited) has some system for developing

N

the 'atmrney'e ckille withant cancing nndue
harm to the office, the public or the accused. In
addition to formal and informal orientation
programs, the young attomey is led through a
series of assignments graduated in difficulty

.The length of tims spent in each of these
tralmng cycles varies with the individual and
the opportunities to move, but most offices feel
-that it takes a year to become a minimally
competent trial attomey.’’ 3

It must be emphasized, however, that the above de-
scription of practice in larger prosecution or public de-
fender agencies clearly cannot apply to the situation of
the large number of smaller offices often staffed by only
one or two attomeys. The latter offices normally have
little or no in-house training capabjlities. Moreover, it is
clear that, in view of the high tumover among these staff
attomeys, a .‘ubstantial proportion have less than the
minimum length of experience needed to become *‘min-
imally competent’’ in the full range of required skills.

From the standpoint of the }aw schools, the following
improvements are therefore recommended: ' -

e Increased emphasis should be placed on closely
supervised clinical programs, preferably in the set-
ting of an operational agency.

o Curricalum ofterings in criminal justice should be
expanded with increased emphasis on practical legal )
skills. '

e Faculty and institutional impro'vement should also
be encouraged by supporting such activities as
greater involvement in criménal justice research, in-
ternships in criminal justice agencies and develop-
ment of better linkages beiween law faculty and
operatmg criminal justice agencnes

B. Assistant Prosecutor
and Defender Training

1. Background. Since the publication of the Wicker-
sham Commission reports in 1931, there has been grow-
ing national recognition of the need to improve the
competencies of judicial process personnel for effective
and equitable. administration of justice.* This was '
reaffirmed by the President’s Commission on Law En-
forcement and Administration of Justice in 1967.® Simi-
larly, the American Bar Association Praject on Criminal
Justice Standards called for in-house training of pro-
secutors, supplementing earlier ABA standards which
advocated defense training.® The most recent and fullest
expréssion of national concem for adequate training was
that of the National ‘Advisory Commission on Criminal
Justice Starndards agd Goals (NAC), which proposed
formal entry-level training programs for all newly ap-
pointed assistant prosecutors and defenders, as well as
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provision of in-service trainipe and continuing legal edu-
cation programs on a systematic basis.”

The NAG-report included a number of specitic rec-
ommendations on training content: )

® Prosecution training. Entry training for new assist-
ant prosecutors should begin with orientation into
otfice structure, procedure. and policies: the local
court system: and the gperation of the police agen-
cies, lasting about one week. In-service training
should feature seminars on such subjects as law of

. search and seizure, confessions, substantive crimi-
nal law, exercise of prosecutional discretion, and
trial strategy.

o Defender training. Training content for defenders
would vary according to its source. National training
would emphasize entry-level skills in u two- to
four-week program on such topics as constitutional
law, trial skills, criminal investigation. and appel-
late advocacy. Local orentation programs should
emphasize local court structure and procedure, bail
practice, oftice procedure, plea negotiation practices
of the prosecutor, and community resources avail-
able to aid the defendant in formulating sentencing

-alternatives. Statewide training for new defenders
should offer substantive criminai law procedure and
post-conviction remedies unique to the state.

Since the establishment of the Law Enforcement As-
sistance Administration, substantial progress has been
made in strengthening the institutional infrastructure for
provision of judiciul process training and education, in
accordance with some of the key Commission recom-
mendations. With the stimulus of LEAA assistance and
growing state recognition of the need for judicial and

legal continuing education, there now exist national, -

state, and local training and continuing legal education
(CLE) programs in far greater.numbers than in the past.
LEAA funding supports the two national colleges for
gefense and prosecution. A National Institute for Trial
Advocacy assists both defense and prosecution in acquir-
ing these crucial skills. ‘Block grant funding by LEAA
has supported the establishment of statewide prosecutor
and defense training agencies and programs, and has
enabled local agency personnel to be paid travel and

- other expenses to attend national ‘training programs. In

addition to these direct training cfforts, LEAA funding
also supports a varicty of technical assistance programs

‘and provides limited management and planning training

as well.

"2. Occupational analysis findings. Confirmation of
the importence of adequate entry-level training for-
assistant prosecutors and defenders was provided by the
results of NMS ficld occupational analyses of prosecutor

and defender tasks and training needs. i
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Provecutors—Among  the prosecutor  tasks
which ranked high in terms of time spent were
development of evidence through interviews
and other sources, negotiation with defense
counsel and actual prosecution of cases in a’
criminal court. Substantial proportions of re-
spondents indicated that they had insufficient
training for these tasks, ranging from 19 per- "
cent for negotiation with detense counsel, to

30 percent for court trial prosecution, and 40
percent for development of evidence and re-
lated scfeening activities. :

The level of proficiency of iypical newly
assigned prosecutors was reported to be below
the level needed for capable performance for
all major aspects of -task-related skills and
knowledges including, particularly, knowl-
edge of jurisdictional rules and procedures,
knowledge of. criminal law procedures, case
preparation practices and conduct of trials.
Defenders—The responses of public defender
staft  suggested even . more pronounced
deficiencies in prior training for key tasks than
those for the prosecutors. An average of about
40 percent of those interviewed reported they
had received-insufficient training for such tasks.
as interviewing clients, review of evidence, .
negotiation with prosecutors or judges, ard
representation at clients’ trials or sentenciny.
In all of .these and in rclated practical legal
tasks and knowledges, the defenders had relied
primarily upon on-the-job leaming, and—
rainimally—upon their law school education as
the source of training. With limited excep-
tions, the proficiency of typical newly assigned
personnel was found to be much lower, on all
of. the applied skill and knowledge require- -
ments, than that considered needed for effec-
tive job performance.®

The implications of this field assessment are clear.

‘Significant proportions of the practitioner in both occu-

pations who were interviewed by the NMS staff con-
sidered themselves inadequately trained:for some of their
major tasks, and virtually all considered that newly re-
cruited personnel were generally deficient in the practical
skills and knowledges required for effective performance
of these roles. '

It must be emphasized that the above findings were
based on small and not necessarily representative sam-
plest They are, however, consistent both with the as-
sessments of the limitations of existing legal education
and training programs, made by the National Advisory
Commission and other expert groups, and with related
“udings on the criminal justice content of undergraduate -
law school programs, reviewed in the preceding section.

3. Entry-level training programs. As indicated in the
preceding section, the development of the needed profes-

sional skills of attorneys—whether in criminal or civil

practice—relies upon a process of on-the-job experience
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“and specialized training to supplement the broad founda-

tions provided-in undergraduate law school courses. Tra- |

ditionally this protess—in common with that in many
other__ professional and skilled occupations—has

] "consisted primarily of progressive assngnments under

_.~programs for b
" norm

" supervision of more senior personnel, i.e., informal on-

}the-Job orientation and *‘leaming by doing.”” Exclusive
teliance upon this process has some obvious limitations,
as previously noted, particularly in small organizations
and in situations where workload pressures compel im-
* mediate assignment of junior attorneys to more complex
~and demanding tasks. These have resulted in develop-

- ment of more formal eptry-leve] training, or orientation,

dssistant prosecutors and defenders,

ovided shortly after their entry into emplcy-

ent. . .
Not all new entranfs to assistant pmsécutor or deferider
positions have an equal need for such training. Based on
_responses to NMS surveys of chief prosecutors and de-
fenders, we have estimated that about one- -fifth of all
assistant prosecutors, and about one- -third of assistant
public defenders, hired in 197475 had prior trial experi-
ence, while others may have become familiar with
-agency practices through prior experience with the
agency as an. intern, in a clinical program or as a law
- clerk. Neverthéless, as suggested by the results of the

NMS field analyses, most entrants do need systematic
. orientation or entry-level training. '

‘The extent of such training is summarized in Tables
IX-2 and IX-3. Nearly one:half of all prosecutor and
defender offices reported that their agency provided no
formal entry-level training or that such training was

_limited to brief orientations of one day or less; about
one-fourth, in each case reported that these courses
lasted from two days up to one week, while only 8

percent of all ugencies offered entry courses lasting more
than two weeky. N

Among prosecution agencies, the larger agencies.were
much more likely to have formal entry training programs
than smaller offices. As a result, a weighted average,
based on total employment in-each agency size group,
indicates that prosecution agencies employing about
two-thirds of all assistant prosecutors offered formal
entry training of two days or more to newly hired assist-
ant prosecutors. The average length of training ~ourses
was also significantly higher in the larger offices Thus,
about one-half of all agencies with 10 or more assistant
prosecutors met the recommended NAC standard of .
courses of one week or longer, as compared to less than
one-fourth of the smallest agencies. !

Available evidence suggests that there has been a
significant growth in both prosecutor and defender train-
ing programs since the late 1960's. A major factor has .
been the growth of statewide training programs, particu-
larly for prosecutors. Thus one recent study, by the
National District Attorneys Association indicates that 29-
states had statewide training‘ programs that provided
training to both new assistants and new chief pros-
ecutors.?

4. In-service training. The NMS survey also
requested information on the provision of in-service
training, or continuing legal education, to experienced
attomeys, i.e., those without at least one year of expen-.
ence within the agency. In the case of prosecution agen-
cies, about two-thirds of all agencies anid about 90 per-
cent of the larger agencies reported that they provided
some assistance for external continuing education in the
field of prosecution,,whether in the form of administra-
tive leave, tuition support or other means. Nearly three-
fourths of all : defender agencies (74 percent) simi-’

TABLE IX-_

Percenl of Prosecution Agencies Providing Formal Eniry- Level Training for Assistant Proseculors and
Length of Training, by Agency Size, 1975

(Percent distribution)

Length of Traming

Agency Size-Number of Assistant Prosecutors
All

Agencies 14 5-9 10-24 25 and Over
No fOMMA! trAMING - - - - oo oo o maee 38.1 45.1 314 15.9 10.2
One day or less (basic orientation only) - - oo ____. 85 8.0 110 . 72 10.2
Total, none or one day Or less __ -oeooomoommoomoo__o 46.6 53.1 4 23.1 204
- Two days to one Week oo 25.8 239 314 31.9 25.4
P Onc 20 tWO WEEKS v o oo e m e mmmmm e e mmme 19.4 16.6 21.2° 27 S - 32.2
' More than tWO WeEKS - - - - e oo e oo mm e e 8.2 6.4 51 174 20.1
B (V17 (IS S L SRS TR 100.0 100.0 100.0 100.0 100.0
Number of FEPOMS o e oo Ccacmommmmmmmm e mmmmmmmemmemmecemas 811) ~ (565) 118) ( 69) ( 59)
Source: NMS Executive Survey, 1975. Covers stawe and cdunty prosecution or legal services agcném_ Responses are for agencics with one or more assistant prosecutors. 4
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TABLE IX-3

Percent of Public Defender Agem:es Providing Formal
Emry Level Training for Assistant Defenders 'md
Length of Trammg, 1975

Percent

Length of Training -, of Agenties

NONE oo el 32
One day or less (ori{mauon only) _o__________ 15
Total, none or one day or less ... 47
Two days to one week __ . __ . __________ 24
One OF tWO WeeKS - oo ccccemmecmmmmeem e ‘ 21

" More than two WeeKS - <o oiooomoooeooo- 8
Tota] e e mmmmmm e 100

Source: NMS Executive Sarvey, 1975. Based on 191 responses.

larly provided such' assistance. However, only about.

one-third, in each category, had established policies re-

-quiring experienced assistant prosecutors to participate in

some type of job-related continuing education. Con-
siderably smaller percentages—?28 percent of the de-
fender offices and 15 percent of ‘the prosecution offices

- —reported that they provided in-house formal in-service

training, and these consisted predominantly of the larger
agencies, i.e., those with 25 or more employees. A
supplemental survey of 32 contract defender offices in
larger cities also found that such training was limited to

-agencies with 25 or more staff attorneys.

Some indication of the sources of external training is
provided by responses to a question requesting execu-
tives to identify the agencies from which their office had
received assistance for training, including training pro-
vided to chief prosecutors or defenders as well as to staff

“attorneys. For prosecution offices, the major sources of

training, as shown in Table IX—4, included two
national-level organizations—the National :District At-
tomneys Association and the National College of District
Attorneys, followed by programs sponsored or operated
by state level prosecution or attorney general offices and
by the state bar-associations. Similarly, the correspond-
ing national-level defender institutions—the National
College of Criminal Justice Lawyers and Public Defend-

ers and the National Legal Aid and Defenders.’

Association—were among the major providers of con-

tinuing lega! education for public defenders, followed by

the stdte defender office and state bar associations.
_Information on training content was also obtained, for

both entry and in-service training, from those agencies

which conducted in-house training programs. With
limited excepuons, general siibject coverage of in-
service programs was found to parallel those of the
entry-level courses. For prosecution agencies, topics
such as constitutional law, law of evidence and criminal
trial procedures were included by nearly all programs.
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TARIE 1X—4 L

Sources of Training Assistance for Prosecution
and Defender Offices

Percent Receiving Assistance

Source Prosecution / Defender
Offices Offices
Nationa! District Attomeys .
Association .o e oo 8% iy —
National College of District )
AUOMEYS - oo oo eeecmmmememm - 29 ' —
National College of Criminal
Defense Lawyers and Public L
Defenders ——cceeooeacmcax S _ —_ 32
National Legal Aid and De-
fenders Association _o_._..__._.._ — 17.
State Prosecutor Office ——--__- e 27 . —_ )
State Defender Office - __-- _ 21
State Bar Association _._____.____ 22 15
State Attomey General - _._______’_ 20 -

Accredited Law Schools .. ____..___ .12 . 5

. Source: NMS Executive Surveys, 1975. Percentages not additive since agencies may use
multiple training sources. .

Certain procedural subjects such as screening policies

. and charging practices were more frequently covered in

entry-level courses, while in-service programs more fre-

" quently included topics such as trial advocacy and sub-

stantive criminal law developments. Subjects which
were less frequently covered included juvenile and fam-
ily law procedure, pretrial diversion and appellate advo-

. cacy, in part because many proseciition agencies and/or

staffs do not_have msponslblllty for these functions.

- Similar pattems were evident in the responses of defend-

er agencies, with subjects such as constitutional law and "

~ criminal trial procedure ranking high in both entry and

in-service courses, while procedural subjects such as
case investigation, plea negotiation practices and pre-
" liminary hearing procedures received more emphasis in
the entry-level courses. '
5. Adequacy of staff training programs The above
survey findings have documented some of the positive
aspects as well as quantitative limitations, of available
training programs for prosecution and defender staffs. As
compared to the situation in the late 1960’s, substantial
progress has been made in establishment of an mfrastmc-
ture for provision of training, including the combined .
resources of in-house programs, statewide programs and
national-level programs. The most apparent deficiencies -
are the continned absence of entry level and/or in-service -
training opportunities for staff in many of the smaller.
agencies and the very short duration of most of the
available entry courses. This implies heavy reliance upon
on-the-job training and experience as the primary method
of professional development. Unfortunately, heavy
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agency workloads and the limited n\'f\ilnhi!it}' of super
visory or semor p(.rsnnnel for this purpose, afford
limjted opponunmes for systematic *‘on-the-job’’ train-
" ing in many agencies.
Confirmation for the above assessment was provided

by responses of chief prosecutors and defenders to the’

following question: *‘On the whole, how satisfied are
*you with all aspects of training at your office?’” The
choices available, as shown in Table IX-5, ranged from
“‘extremely satisfied”” to ‘ ‘extremely dissatisfied.”” As in
_ the cuse of responses by other categories of criminal
~“justice administrators, summarized in Chapter V11, the
most frequent response—mdlcatcd by nearly one-half of
the prosecutors and defenders—was *‘satisfied.”” A more
sensitive index of degree of satisfaction is provided,
however, by the ratio of those expressing varying de-
grees of dissatisfaction, to.thdse who indicated that they
were ‘‘extremely’’ or ‘‘very”’ satisfied with their agen-
*cies’ programs. These *‘dissatisfaction ratios’’ exceeded
four to one for both prosecutors and defenders, and were
hlgher than for any other category of criminal justice
executive surveyed, with the exception of heads of

". juvenile correctional agencies. ~

Executives were also queried as to the extent to which
" each of several factors was a limitation on the ‘overall
effectiveness of training in their offices. These included
" ‘such constraints as inadequate training budgets, high
-workloads and lack of the necessary training responses in
their areas. Although inadequate training budgets were
most frequently cited as a serious limitation by ‘both
prosecutors and defenders, the effect of high agency
workloads in limiting availability of staff for training
- purposes was also cited as a serious limitation'by. nearly
one-half of the respondents. Herce provision of addi-

‘tional training funds may not, alone, be sufficient to_

' .assure that personnel will be available for needed tram~
ing in many agencnes

C. Trummg for Chief Prosecutors
and Defenders A

The precedmg section has focused on tralmng pro
vided to. staff attomeys—assistant . prosecutors and
-defenders—rathier on the training needs of heads of pro-
secution and public defender agencies. The professional
_ tasks performed by many chief prosecutors and defend-

ers in. small offices overlap with, and are frequently
“identical o, those performed by the staff attomeys in
larger offices. Thus, among all chief prosecutors and
* defenders responding to the NMS survey, 69 percent of
“the-prosecutors and 53 percent of the defenders identified
the task of preparation, supervision and review of legal
cases among the three major respon51b|l|t1es which were
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TABLE IX-5

Overall Satisfaction of Chief Pro.seculors and Defenders =
With Agency Training Program '

Percent Distributions
Satisfaction Rating

. Pro\gculom Defenders
Extremely satisfied ————_ - _-eoo=- 3 3.
Very satisfied - —omeo_a- 7 8
. Satisfied ool - 47 44
‘Dissatisfied - coememmomcmee ' 37 35
Very Dissatisfied _____ N 3 4
Extremely dnssausjicd S 3 6
“Total e e —al 100 100
Ratio of all *‘dissatisfied’” to
**highly’’ or '‘very’’
satisfied oo oA 1n
8i2) (160)

Number e .

" Source: NMS Executive Survey, 1975,

_ most important in their position, as compared to much
smaller proportions who indicated that their managenal

or liaison duties were the most demanding. However, in
larger jurisdictions, the role of ‘the chief prosecutor’ and

_chief defender. becomes that of a manager, who—in ’

addition to direct participation in, or supervision of , the
more important' and difficult legal prosecution and de-
fense cases—must also establish office policies, serve as
the official spokesman and representative of his agency
with other governmental agencies and the community,
and must conduct all the normal respori'sibilities of man:
agement, including settling priorities; monitoring case
flows, and fiscal. and personnel administration.
Moreover, although prosecutors and defenders may enter
these posmons——whether through - election or
appointment—with varying degrees of competency and
experience in criminal law practice, they are, with few
exceptions, lacking in professional preparation for many
of their policy and managerial responsibilities.

For this reason, chief prosecutors and defenders were
requested, in the NMS survey, to identify those special-
ized training subjects, or courses, which they would
recommend as being especially helpful for future incum-
bents in their position, as well as to separately indicate
which of these courses they themselves had taken. A’
total of 16 areas was listed, ranging from traditional legal
subjects; such as constitutional law and trial advocacy, '
_and more specialized technical subjects, such as forensic

_ pathology, to non-legal subjects, including general man-

agement training, human relafions and community rela-

tions. Their responses are summarized in Tables IX-6.

and IX-7. .
In response to the question conceming récommended
specnahzed tralmng courses for chief prosecutors and
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defenders, the tvpes of course most frequently recom-
mended by both categorics were those related to profes-
sional legal subjects: law of evidence, trial advocacy,
constitutional law and substantive criminal law de-
velopments. These ~ were the only subjects
recommended—in that order—by one-half or more of

_both the prosecutors and public defenders responding to

the NMS survey. Since over three-fourths of the pro-
secutors in this survey, and nearly 60 percent of the
defenders, were in small agencies—those with fewer
than 10. employees—this emphasis upon professional
legal subjects is understandable. In the latter agencies,
particularly, the principal tasks of the prosecutor or de-
fender are directly related to actual handling of cases or
to direct . supervision or review of the work of staff
attorneys. ’

One method for identifying significant gaps in pro-
secutor and defender training programs is to compare the
proportions of respondents recommending particular

~training subjects with the proportions who have actuaiiy

received fraining in these subjects. These differences are
shown in the last columns of Tables IX-6 and [X-7. For
prosecutors, these differences vere 20 percent or higher
in the following subjects: law of evidence (34 percent),
trial advocacy (29 percent), community relations (23
percent), constitutional law (21 percent), juvenile law
(20 percent), and human relations (20 percent). For de-
fenders, the ‘ ‘most needed’’ additional training courses,
based on this criterion, were: human relations (27 per-
cent), general management/administration (26 percent),

psvehiatry and the Taw (73 percent) and community rela-

tions (20 percent). Thas. tor both prosectitors and de- -

fenders, these comparisons indicate, that in addition

to further specialized courses in legal subjects, there is a

need for increased emphasis on certain subjects outside
of the traditional CLE curricula and which provide need-
ed perspectives to prosecutors and defenders in their

roles as criminal justice executives. The limited exposure o

to such training for prosecutors and defenders is illus-

‘trated by the fact that only about 5 percent of the

respondents had taken any specialized courses in com-

munity relations or human relations, and that only about .

one-fifth had taken a course in management subjects.
Chief prosecutors and defenders were also queried as
to whether they had taken any comprehensive or ‘‘om-
nibus’’
by the National Colleges of District - Attorneys or
Defenders, or by state prosecutor or defefiders trdining

programs. A majonty of the respondents—56 percent of-

prosecutor training courses, of the type offered

v

the prosecutors and 61 percent of the defenders— -

reported that they had attended such courses. Based on
responses to this and the preceding questions, it appears

that a large proportion of all incumbent prosecutors and- ‘

defenders have had some specialized post-law school
training relevant to their current position. However, in
view of the brief duration of most of the available train-
ing courses and of their primary focus.npon professnonal
legal contept, there have been significant gaps in dde-
quacy of this training—particulady for the policy and
managerial aspects of lhelr positions.

TABLE IX-6- -

Recommended Specialized Courses and Actual C ourses Taken by Chief Prosecutors,.1975

-

Percent

L Percent
* Training Topic ' Recommending Who Attended Difference
. Course - Course (H«2)
. . D ) Q)
Law of eVidence - o - o oot e mmmmmmmmmm e mmmmmm—mmmmm oo 73 39 34
THAl AdVOCACY " - - o oo e occmmmmm e on e mmmmmgeemammmooommmmemomosos 71 42 29
Constitutional law developments R 55 : -39 16
Juvenile justice law ——o__.  aoooo oo mmmemoaoooo e 37 17 20
General management/ Administration oo oG ooooccommmo oo 377 19 18
JUPY SEJeCHON * — o oo e mmm e mmmmmmooeoooooe - 36 21 15°
Scientific evidence identification - . _._-- e e ecmccmmmmm——mmmmmm - 36 22 14 -
Plea negotiatioh practices oo emmmemo- cam—m——mee 30 15 EY 15
" COMMUNtY eJaliONS - - oo oo oo oo oo 29 6 23
FOrensic pathology w - - oo o oo ooz cocemccammmmmmm o mmmmmzmmmmmmmmm o mes 26 .14 12
Psychiatry. and the 1aw L _ oo oo occmrmmemeoommnooooes 25 13 12
Human relations . oo oocccccmmaamooo e e e 25 s 20
Appellate adVoCaCy o oo eommenoooee - 2¢ 7 13
Program manhgement (e.g., pre-trial diversion, defender prosecution) -._--.-—---.- 20 ' 10 10
Polygraph USe . i om oo s 13 9 4

A\~ Source: NMS Executive Survey. 1975 (N =1344)
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TABLE IX-7 ~
Recommended Specialized Courses and Actual Courses Taken by Chief Defenders, 1975

Percent Percent
Training Topi Recommending ‘Who Atiecnded Difference
! Course Course (H<2)

i ' . ) 2 ¢
Law of eVidenCe —— - o ee—mmmmmmammmmmmmmmmmmoo s e 62 44 18
Trial dVOCACY _ oo oo imeem oo U, 61 46 15

© CORSHMMIONA] W - - o coomommommmmomomomemmmmmemmmmmsomodososssosoo- 56 47 9
Sybstantive criminal law developments —- - ——------onooomommmo-mmooonooooos ’ 5U o 41 1V
General management/ Administration . oo - <oo - mmo oo mmmmmmmom e oooos 49 .23 26
Psychiatry and the 1aW ____ .l oeooommomomomooo oo a1 ! 18 23
Scientific evidence identification _____ - 37 29 i 8 .
Jury SEleCtion - ol meemomeememomemsmemomsmssssssoesosooosos 36 : 25 11
Human elations - eoeoomoommmmmommmmmsoommmmmoeooon e 33 6 27

" Plea negotiation practices e mmm = e emnme © 3 19 . 12
Appellate advocacy e 3 14 17
Forensic pathology . ____—-- e mmmmmmmmmmmmmmmmamienes 31 18 . 13
Juvenile justice 1aw oo e oommesiommm oo 30 16 14

~ Community relations o - ooomomoommemmmeme FE R S un . 4 20
Program management (¢.g8.. pre-trial diversion. defender PrOSECULION) —owmamwmomon L 20 -8 14

 POlygraPh USE e oo oo o mmmemmmmmmommmmmmmmsmSossoomoooooosooss 19 16 . 3

Source: NMS Executive Survey, 1975 (N=252).

.

'D. Judicial Training

i. Judicial functions and training needs. The judicial

“role gntails tasks and responsibilities distinctive from
those required for general Jlaw practice. These include
such basic duties as presiding over criminal trials and

. hearings, settig bond, issuing instructions to juries,

imposing senténces and management of the court calen--

dars..NMS field staff conducted interviews with about 40
judges, most-of whom presided over courts of gerieral
jurisdiction. Of those interviewed, 20 percent reported
that they -had rebeivgd insufficient training for presiding
over .criminal trials,” 24 percent were, insufficiently
trained for their sentencing roles; and 37 percent, for

. ' management of the criminal calendars. These and almost
all other specialized judicial tasks had been primarily -

learned  ‘‘on-the-job."”" Formal training ranked
second—but much lower—:in order of importance, while

law school education was consistently ranked last as a

-“sourée of training for judicial skills. e
Analysis_of responses to the skill and knowledge
~ checklist for judges revealed that in almost every cate-
. gory the level of proficiency pf typical newly assigned

_judges was substantially below that considered necessary .

for capable performance. The gaps appeared to be par-
ticularly critical in such areas as knowledge of crimimal
law rules and procedures, policy regarding exercise of
discretion, conduct of trials and sentencing practices.

- Unlike many other countries, the United- States does-

not p_:oVidp any formal pre-service education or training

to specifically prepare individuals for serving as judges. -

Since most judges are either elected or are appointed by
political officials, selection criteria vary widely from
state to state and hy type of court. Even a law school
education is not always a requirement for selection in the
case of many limited jurisdiction courts. In view of these

limitations, particular emphasis has been placed by the
- various national commission-studies upon provision of,

-and improvement of, judicial training. -
Thus, the National Advisory Commission on Criminal _
Justice Standards and Goals recommendegd that each state
should maintain a comprehensive program of continuing
judicial education, including establishment of its own
state judicial college and a requirement that all new trial
judges should attend both local and national orientation

- programs as well as one of the national judicial education,

courses within three years of assuming judicial office.!? .

2. Recent developments. Prior to the advent of the -
Law Enforcement Assistance Administration little spe-
cialized training was available for judges other than that
provided in a few national programs. One of the first of
these programs, the Appellate Judges Seminar sponsored
by the Institute-for Judicial Administration, was initiated -
in 1956. In the early 1960’s, the National Colleges for

" Staté Trial Judges and Juvenile Justice were established.

But no national training programs were yet available for
the great majority of the judiciary, particularly- those
judges serving in courts of limited jurisdiction. :

Since the establishment of the LEAA, considerable
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progress in judicial training has becn madc. In addition
to the three earlier programs, LEAA discretionary fund-
ing now supports judicial training through the American
Academy for Judicial Education and the American Bar
Association Appellate Judges' Conferences. LEAA as-
sistance has also contributed to establishment of and
strengthening of state judicial traifing programs, and a
number of states have established training requirements
for their judicial personnel.

The current status of these programs is reviewed in the
following sections, based primarily on NMS field visits
to selected court systems in ten states and on summary.
data from other recent surveys.

3. Entry-level training. Table 1X-8 summarizes the

extent to which states (including the District of Colum-
bia) provide entry-level training for new judges. Despite
the critical need for such training, only about one-half of
the states provided such training for new judges in courts
of general jurisdiction and only dbout two-fifths, in
courts of limited jurisdictions. Of the 38 states still em-
_ploying lay justices of the peace, 26 provided entry
training for these personnel. -

TABLE IX-8

Number of States Providing Entry Training for New
Judges, by Type of Court, 1975 ’

Genegal Limited Lay Justice
Court Court * of Peacr ®
Number of states with
specified (Ype of . .
COUM —cmmemeee o 51 47 k1]
Number of states pro-
‘viding (raining _____ 24 19 26

* Evcludes states with unified court systerrs that have nolower court and no separate training
* for rarajudicial personnel.
® States with lay justice mnmng provided by attorney gcneral ora judncml association are
* incluaal in this tble.
-, Source: NMS Survey of State Coust System Admmmrmors and National Center for Stake
. Courts data filc.

While entry tralmng may t< available, it is not neces-

sarily mandatory nor is it always utilized. Only seven

states require entry training for all judges; one State
requires entry training only for its general court judges,
and two states recuire entry training only for limited
court judges'. Twenty-one states do not require en':y
training for any judges, bui provide entry training with
_attendance voluntary for trial judges. In many instances,
judges are ‘‘expected’’ to attend training, although it is
voluntary.

Several of the states listed as roviding entry training
for trial Judges in Table IX-8 do not provide the training
themselves, but use one or mo:e LEAA-funded national
judicial training programs. A few other states send

1
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judges for entry training to the National Colleges in
Reno, Nevada; Denver, Colorado; or Boulder, Colorado. -

In addition to formal training programs, in at least 13
states an ‘‘advisory,”’ or experienced, judge volunteers
to assist new trial judges.!! In many of these states, the
judicial education office has prepared guides to assist the
advisory judge. It is often suggested that new judges first
sit as observers on the bench beside the advisor judge,
before taking cases.

Other orientation programs in various Junsdlctlons are
offered during the course of the incumbent’s first year

and concentrate on problems identified by the new judges.

as well as selected substantive law and procedural issues.
- Some judges prefer this type of orientation program to
preservice training because' it offers judges time to gain
_practical experience prior to classroom training. The

,_\\»

teaching techniques utilizcd.in‘orientation programs are

simmilar to other- in-service -sessions and may include:.

lecture, seminars, workshops, film, and video tape pre- -

sentations. The time set. aside for orientation training
may range from a long weekend session to a two week
course totaling over 84 hours of instruction. In the latter

case, instructional materials developed by the training -

coordinators have filled- five volumes consisting of over
2,500 pages. :

4. In-service judzczal education. As shcwn in 'I'able'

[X-9, all but a few states report that.they have some
on-going sgate-cooxﬂinate“d program for continuing edu-
cation of their judicial personnel in 1976. Tn-service
tra’°  orograms rep " provided tor general
Court juu, s in 46 srawes and the District of Columbia,

-and in 44 jurisdictions, for limited c6irt judges. (In two.

states, there are no hmxted courts). A smaller number—
31 statgs—mported such- programs for state appellate
court judges. : )
A majority of states offering judicial training programs
use a combination of in-state and national training re-
sources. However, a number cof states—typically those
-with smaller numbers of judges—relied solely upon na-
tional judicial training programs. These data.were based
upon reportts submitted to NMS by state court administra-

tive officials, supplemented by data available from the

National Center for Siate Courts. However, a reviet of
‘LEAA block grants for 1975 indicated that three of the
four states which did not report a state-wide judicial
training program had reczived 1975 LEAA funding for
sending some local trial Judges to national programs.
“Thus, virtually all states now appear to have some provi-
sion for continuing ¢ducation of their judicial personr.2l.
a. State programs. Based on NMS field visits to 10
states, the state-level training programs offered to sitting
judges are very diverse in their structure and content. In

——r

some states, format and subject matter is modified from - ‘
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TABLE IX-9

h}umberlof States Providing In-Service Judicial
Educanon by Type of Judge, and by Source of Trazmng,

1976 ®
Category of Judge
Source of -
Training General Limiwed Juris-
Appellae Tria} Court diction Court ®
Total, all sources .__.. 31 a 44
In-state only .o . 11 6 1
In-state and national -~ . 8 k7 27
National only

R 29 6

» lncludln; the District of Columbis.

» Two jurisdictions do not have limited courts nor parajudic: al officials with cnmmnl law
responsibilities.

Sources: NMS Survey of State Court Admmlstﬂtot Omces 1976 and National Center for
State Courts data llle. 1976.

year to year, whefeas other states have established more..
standardlzed structures. The types of ‘state in-service
..training seem to be organized into four different models,

\m the jurisdictions visited, including: (1) an’ **adjunct’’

rogram; (2) a weekend- training session; (3) a special
ining session or institute; and (4) a more comprehen-
“ommbus training ccurse.

us
ity, | ually the annual or semi-annual meeting of the
]udlcml\;:onference made up of either all or specific
classes

‘weekend at a hotel or conference center, these ses-
_ sions provide lectures and workshops on preselected
“topics such evidence, recent decisions. rules

" changes or sentencmg This training model was con-
sidered of hm1te¢\value by some respondents be-
cause it is mixed with other business and socnal
events; hence trainin \“may get lost in the shuffle.’

e The second model is a two or three day session—
vtradmonally held on weekends—which is devoted

- exclusively to training and'held once or twice a year.
Normally the agenda will linclude five or six topics
of gener=! interest to all judges such as evicence,

- recent developmentd in the law, recent appellate

~ court actions, sentencmg, and one or two special
topics such as taking guilty pleas\or judicial rela- -
tionships with -the press. A number of states now:
mandate that-all judges receive some continuing
legal education each year, and this type*of program
or model usually provides a way to meet such re-
quirements. One alternative approach to tlus model
was to offer two programs, one in the spring and one .
in the fall, making attendance at one mandatory and
attendance at the other optional.

e The tlurd model is the specxal session; it is usually

adjunct program is so identified because it is
ally offered as part of some other judicial activ-

judges within a state. Usually heid on a .

14*7 | .
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up of judgenand doals with -
one special topic for a short period of time. For
example, one state visitcd has an annual sentencing
institute; only lssue\s related to this topic will be on
~ the agenda. A program at one of these sessions
might include presentatlons by members of various
post adjicatory agencies such as.the parole | boand
community-based treatment programs, and dmg and
alcoholic diversion programs. In addition to lec-
tures, workshops are often used as are video taped
mock sentencing proceedings, so judges may ob-
serve their behavior and be critiqued. As With most’
other training session, key speakers from national
organizations or other court systems make presenta-
- tions on timely topics. Anothes type-of special ses- -
sion is directed at special classes of Judges and even
non-judicial personnel For example, many statés
have annual sessions.for traffic court or juvenile
court Judges State training ofﬁcesare also provid-
, ing programs, for court clerks, -reporters and even
bailiffs or court officers at specnal seminars held
annually.

e The final moclel is a longer term. tralmng pmgram

lasting up to two weeks and just beginning in a-

number of larger ‘states, including California, - -

-Florida, Indiana, Michigan, Texas and (ﬁhlo These
extunded in-state programs, like some of the na-
tional judicial training efforts, are often called judi-
cial colleges. Thus, in addition to orientation and
training programs for new judges, the California. :
Center forjudicial Education and Research conducts
inree institutes for justice, municipal, supenor, and -

_|uvemle court judges and referees.

In addition to sponsoxshlp of these formal sessions or
courses, a number of state judicial training offices offer. -
various specializéd training services to assist judges. The
service most often cited is the provision of printed and
recorded materials, including deskbooks and “unch
books, that allow judges to have easy .access to vital
information, such ¢s instruction and advice to defendants
‘who choose to plead guilty. The bench book can provide
a script to insure that “the judge asks. all appropriate

questions of defendants and can give guidance for further .

action according to the responses received. These books
are regularly updated with the most current rule changes
and procedures for 1mplementmg appellate court findings
and decisions. By outlining step-by-step procedures, the -
bench book can be of benefit not only to the new judge

- but also to the more experienced jurist who finds that ,

after trying civil matters for over six months, he must
suddenly preside in juvenile hearings. Audio cassettes
have also become very popular among judges as a quick
‘way to receive essential mformatmn about sn‘clﬁc
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topics. Even video tapes are presently being utilized by
some states to supplement their training programs.

_ The final -aspect of special services may include the
preparation .and distribution of printed materials, news-
letters, and reporter services including the most recent
decisions of state and fedéral trial and appeliate courts.
These services may be the-only way for some judges
. to keep current on a regular basis.

b. National programs. Despite the recent growth of

o

L

state-level training activities, a numoer of national-level

or gamzatlons continue to be the major providers of sys-
* temnatic training for various categories of judicial person-
nel, These include five LEAA-funded programs: The
~ National College for State Trial Judges, the American
Academy for Judicial Administration, the National Col-
lege for Juvenile Justice, the Institute for Judicial Admin-
, istration Appellate Judge Services, and the American Bar
Association Appellate Judges’ Conference. In addition,
the Institute: for Court Managcment offers educational
‘prugrams for court administratcrs and juvenile court per-
sonnel, both of which may include judges. Some na-

tional training programs . are also . offered. by other -

national professxonal organizaticns, such as the National

Conference of Metmpolltan Court J udges, the American

Judicature Society and the National Center for State

Courts. Shoit descriptions of tluee of these programs are
presented below.

"~ @ The largest of these pmgrams is that of the National
College of State Trical Judges. Every jurisdiction
visited by the NS field survey had sent judges to-
the College; a number of participants kad returned
two or threc times. The National College, located in
Reno; Nevada, pnmanly offers two residential pro-
grams: a four-week summer program for general

* jurisdiction j:dges, and a two week program for
special court’ judges. In addition, a variety of
graduate -programs, lasting one or two weeks, is

- offered for more experienced judges who have com-
pleted the initial core program. In 1975, the Na-
tional College ‘conducted 23 resident sessions, 29
judicial seminars and 6 special programs, which
were completed by a total of 1,071 judges.
Courses provided in the resident sessions in-
cluded such subjects as criminal law, evidence,
search and seizure, family law, sentencing, traffic
law, probate law, alcohol and drugs, the judge and
the judge and the jury, and court administration.
Extefision programs on similar topics were offered
in 29 locations to 2,552 pamcnparl\ts About 18 of
these courses included or were directed ‘solely at
judges of limitsd jurisdiction courts.
In-the 11 yeurs of its existence, the college has
graduated 2,638 . judges of general Junsdlctlon

o
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courts (over 50 percent of such judges), and 385
judges of limited court jurisdiction. Its 239 regional
seminars have had 14,208 attendees—judges of
‘both general and limited jurisdiction courts.

A series of ‘evaluations of the National College

outside evaluators found no major
problem with the content or.quality of the program.
What caveats appeared were related primarily to
class size.~Also noted by-the evaluators were. the
unsatisfactory relationships between national and

coriducted bi’

state training programs. In several instances, the

establishment of a, statgudncnal college has had the
effect of preCludlng that state’s judiciary from at-
tendance at national programs. )

e The Amencan Academy of Judicial Educarwn dl- e

rects the; vast majority of its national and in-state -

programs to judges of limited junsdlctlon courts. In - 2

1974, it smngored 11 na_nonal pmgrams attended by
420 judges. Two week orienation programs are -

offered to newer ‘judges and advanced one week. o

graduate courses are also provided. :
Unlike the National College, however, the |
_Academy focuses. on the development and pro-

gramming of in-stute training conferences. In 1974, = -

31 of these conferences were held and attended by
almost 2,500 judges. These conferences are always
initiated by the states themseMves. withthe Academy
providing support.in such areas as program de-
velopment, planning, faculty selection, -and mate-
‘rials. The Academy assists the states in procuring
funds (primarily from LEAA) for financing these’
sessicns. The Academy algo uses video tapes, ‘cas-
sette instructor’s guides and outlines in spezific sub-
stance and procedural areas as individualized:
training materials for each state. Like the National
College,” the Academy conducts research_for the -
purposé of updating and developing new maferials’
as well as publlshmg 1ts own journals and newslet-
ters
States visited that have taken advantage of these /
cooperatively developed training programs have
—found them to be beneficial and well received.
However, the future of the Académy is uncertain
for several reasons. Unlike the National College,
the Academy relies on the 'LEAA for most of its
financial support; this support may not always be
forthcommg Some problems have also developed
een the College and the Academy over possible ~ .
icts or overlapping in the training of limited .

&ﬁzun judges. Finally, there may come a time in the

near future when many jurisdictions possess the
in-state .capability to provide the. serv1ces and tram-

ing the Academy now offers. ro



e The LEAA-funded National College «" Jwenile Jus- 1977. Excluding West Virdinia, 22 states have mandated
tice sponsors four two-week residential programs for — training for lay judges, and 4 have voluntary training
judges and other ju¥enile justice personnel each year for their lay judges.

and joins with other organizations in presenting re- 1t should be noted that not all *‘mandatory”’ pfograms
gional programs, which are often cooperative efforts  are equally stringent. For example, ig New York, pro-
with state agencies. The curriculum is interdiscipli-  gram attendance is required of the lay judges for only 80

nary, with an emphasis upon the behavioral and  percent of the &lasses. The length of the training pro- \
social sciences. In 1975, the College participated in.  grams for lay judges also appears inadequate. In New
a number of such programs Many of these were,  York, the program lasts six days, and only half of that
howevar, for cormrections and probation personnel time is directed at"crimdinal law, evidence, and related
rather than for the judicifty. Only four training pro-  topics. Such qualitative limitations are particularly im-
grams were held in 197 for judicial personnel in  portant becanse there commonly are no edutational qual-
confuiction with the stute courts. ifications for the lay judge position. For example, in
It should be noted that the organizational locus of  Mississippi, the legislature recently acted to place on the °
- juvenile courts varies from state to state, and thatin  ballot a constitutional amendment requiring a high
- many jurisdictions, there are no specialized judges  school degree for lay judges. This minimal qualification
whose respansibilities are limited to juvenile cases.  is typical of states: with lay judges are permitted.
. Such. cases may be handled by a division of a In about <ne-third of the states with lay judges, bench
t general of limited jurisdiction' court, by-an element / manuals are av‘ulablé for their use. The unavailability of
of a probate or family court or by a separate juvenile  such manuals in the 'remainder of the states with lay
[court. Nevertheless, the special status of juveniles  judges is a major concern. Clearly entry training is not
under the law and the reed for close linkages with  sufficient for their legal training. As a result of the
probation agencies and with a vanety of commuisity  atwence of adequate training or bench books, lay judges
resources and programs, requires specialized  uic reported to epend aften vpon the prosecutor (if one
knowledge and training not. adequately provided . is available) for legal advice. But such reliance does not
“either in undergraduate law school programs or in  comply with the requirendents that the judicial officer be
non-specialized CLE programs for judges or other 4 neutral, unbinsed decision makzr.
z{djudicative personnel. © The prevaili; #; practices in the United States may be
5. Training for lay judges. The us¢ of lay judges in  contrasted with that in the United-Kingdom. The English
criminal proceedings occurs under three conditions. A lay judges receive preservice training before sitting in
. lay judge may act as a judicial officerin: (1) preliminary  court, through attendance as obserye% at court proceed-
hearings and issuances of warrants; (2) crminal trials  ings and through lectures, discussion, and self-learning
including instances of defendants’ waiver of aright toa  (books). New magistrates visit penal institutions and
judge trained in the law; and (3) sentencing hearings,  attend meetings o their bench. Two booklets are
through waiver of a right to trial, plea of gui'ty, and right -provided: a general manual and one on senteficing. Con- -
. to a law-trained judge. tinging education is also stressed through conterences, ~
The-use of lay judges in cnmmal proceedings is au-  meetings, and seminars. But even with all this training, &
t,h{)nzed in 38 stats, jn all but one of which the judges - lay judges in England also have clerks with legal-training
-may sentgnce defendants to incarceration afrer trial.  on whom to rely. This suggests that if non-legally trained
Most of these lay judge courts have general misdemeanor  judges continueto be authorized here, a combination of
Junsdictiqn and may theiefore sentence defendants forup  more intensive training and of legal support services is -
to one year in jail. In 14 states, however, they have r\,qulred for these key personnel.

4

- limnited’ sentencing authority, ranging from 30 days to 6 6. Current status of judicial education and training,
‘montis. The materials presented above support the following

In all of these stites there are upwards of 11,000. conclusions concerning the need for, and adequacy of,
_]udlClal positions for which lay judges are authorized. In  existing programs: : Co
the absence of legal tralmr_lg, the only manner in which . a. Our survey.and occupatiofial analysis findings

“these judges can be. qualified for such posiiions is have confirmed the need for formalized programs of train-
" through entry training. In 27 states, entry training is ing, continuing legal education and related supporting servic-
dvailable for lay judges, including the one state where es, to prepare new entrants into" judicial positions for
lay judges have no incarceration sentencing authority.  their critical and unique responsibilities and to assure
. This includes also the state of West Virginia, which has  maintenance and enhancement of their _professional
“mandated training for nev: magistrates, beginning in  competencies. Meithér undergraduate law school educa-

t
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tion, nor the typical' experience acquired in the private

_practicé of law, adequatelv equip most new judges for

such new duties as presiding at trials, setting bail, sen-
tencing or supervision of court calendars. Yet, these and
related functions—all entailing large elements of

" discretion—have a critical bearing on the functioning of

the courts and of the criminal justice system as a whole.
b. Substantial progress hqs been made in the past -

decade in: dcvelopmg and improving the institutional
base for training and education of judicial personnel,

due—ijn ‘large measure—to the availability of LEAA
funding, either in the form of support for national level
colleges or programs or through the use by states of
LEAA block grant funds forstate training and continuing
lcgal education activities. This is illustrated both by the
growth of the national-level programs over the decade
and by the fact that most states now have state-

- coordinated programs for judicial training and education.

c. Nevertheless, progress has been uneven. The

- most critical deficiency appears fo be in the availability

of adequate entry-level traifiing for new judges.. Based on
available information, .less than one-half of the states
systematically provnde formal training programs for new -
judges prior to, or.shortly after. their assumpuon of
judicial duties. Ju addition, 12 of the 38 states utlllzmg
lay judges apparently have no formal programs for their
officials. The use of alfemative training procedures, such
- as advisory judges, is preferable to no training at all;
nevertheless it has clear Ilmltatlons

-d. The apparent availability of some form of con-
tinuing judicia! education -in nearly all states, indicated
by our summary data, provides a very inadequate basis

- for assessing the adequacy of such training, in terms of -

the proportion of judges actually attending such pro-

_grams, the length and types of training provided, and its -

usefulness. In contrast to the recent gstablishment in

" scime statesJ of judicial colleges, with comprehensive

resident | training programs and supporting services,
many other state-level programs are still limited to short

_ two or three-day training sessions often in conjunction

L .

withr other activities.

e. Since availability of judges for Iénger training
programs is often a critical limitation in provisicn of such
training, suppomng services such as bench bopks, man-
uals, and'evidence guides are an lmportan;/amunct or
compiement, to formal training sessions. A number of
states, such as Califomia, provide models ip this respect;
however, only afew states have distributed even a smgle
bench book to their judges.

f. Finally, there is a need for lmproved amculatlon
between state and national-level ' CLE programs tor
judges—as well as for prosecutors and defenders—and
among the various national programs. Since the LEAA

rlays o major role in funding miauy of thesc programs—
either directly or through block-grants—it should assume
the initiative in establishing, or encouraging, more effec-
tive coordination among these programs and institutions.

E. Court Administration Training

1. The court administrator's rolc . Altliough the need
for more efficient admlmstmtlon}f ' the courts has long
been recognized,'? this function had typlcally been
performed—and Zontinues to be performed ln many

courts—as an added responsibility of a _]udge of the -

court, ip conjunction with an elected clerk of the coujt
and with supporting clesical ‘or secietaial staff. The
specialized position of profﬂssnonal ccurt administrator is
of quite recent origin. The fi:st state court admnmstrator

posmon was established in New Jersey; by statute, in .
1948.'3 Rapid growth in the number of court admmls-.__ g
- trator positions ensued in the 1960°s and edrly.1970’s, as :

a result of increased emphasis on the nced for improve-

ments in court organizaticn and management. A total of |

455'state and local court administrators were identified in
1975 ir. a NMS survey of state officés responsible for
court sdministratior: in mh statg.

Coust administrator positions now exist to varying
degrees at all levels of the court system. At the state
level, there has been at leastipartial establishment of a
state court administrator’s office, under the authority of
the highest state court, in 47 states. (In at least eight of-
these, however, the state court administrator has limited

duties only.) An additional 20 court administrator offices '
assist statewide trial systems or appellate courts. The_

large majority of court administrators, however; are at-

tached to lower level courts—primarily trial courts of .

general jurisdiction. Of 334, court administrators re-

“sponding to the NMS survey of this profession, 76 pei-

cent were responsible for administration of trial courts of

general jurisdiction, of whom more than half also had

responsibilities for limited or special furisdiction courts.
About 15 percent were attached only to limited or special

jurisdiction courts and 9 percent were not responsnble for

either type of trial court.
The roles and functions of court admlmstrators vary
significantly depending upon the. types of courts which

they serve 4nd the organizational structure of the state- - -

‘court system. At the state level, there are two general
~ types of court administrator offices. The most common is
‘a court administrator office responsible for the entire

state court system. In some states, the state office may be

responsible to the state supreme count, either for the

“administrative needs of the entire state court ‘system or "
that' court or the ;

‘for some part of that system, i.e.,
general or limited trial courts. In some states, both types

M
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of state admini(slration’ofﬁceé”exisl, 4 state court system
office and one in which the highest court will have a
separate office of the clerk, who acts as the administrator
for that court. )

The second type of state administrator office is the
specialized court administrator, who is responsnble for
providing services to a state court other than the highest
court of the state, either a statewide trial court or an
intermediate court of appeals, and who is responsible
either to the judges of that court or the state court.system
office. Where different levels of courts are organized
state wide but remain independent of each other, multiple
state court administrators to serve each court are re-
quired.

The scope of responsibility of state court administrator
offices is suggested, in part, by the relative size of their
professional staffs. Among the 42 state court adminis-

trator oifices covered by th= NMS survey; the number of

professional staff members ranged from nore in 3
states to 52 in Michigan. The overall average was 12.6
professional staff members per office.

The range of staff size was found to be even greater in
the case of the trial court administrators responding to the
NMS. Of the 270 trial court administrators included in
the survey, over one-half (146) reported having no pro-
fessional staff assistants, even though at least one-third
served more than one court. On the other hand, an

additional 124 trial court administrator offices reported a

total of 1,002 professional staff members. Of this total,

. one large metropolitan city reported 374 employees,

while no other office reported as many as 50 staff mem-
bers. The average number of profession .l staff members,
excluding this one city office, was about five per office,

.

for those offices reporting at least one such employee.
other than the court administrator.

Responses to the NMS survey indicated considerable
variation between the responsnbllmes « f the state and of
the trial court administrators land, among the latter
group, between those who h; professional assistants-
and those who did not (Table IX~10). Virtually al: state
court administiators included statistical management,
fiscal management and evaluation and planning among
their raajor functions. About 8 out of 10 also reported
responsibility for personnel management and for space
and equipment management. Relatively small propor-
tions, at the state level, had responsibility for such opera-

tiona! functions as court calendar management, court

services management (e.g., probation services) or for

jury management. The latter duties are normally per-
formed by the trizl courts, whereas the state court system
administrator is primarily concerned with oversight,

coordination, planning and research as well as the provi-’

sion of general assistance to the courts. Other statewide
administrative functions may include judicial education
services, legislative drafting or testimony, and respons:-
bility for the state defender system.

The data on functions performed by trial court
administrators indicate a higher frequency of responsibil-

ities for operational functions such as calendar manage-

ment and jury management, but lower frequencies for
such functions as fiscal management or evaluation and
planning. Trial court administrators without professional
staff are much less likely to have certain management
functions than those with staff assistants. The most fre-
quent responsibilities of those without staff are for calen-
dar management and statistics, whereas more than 80

TABLE IX-10

Responsibilities of Court Administrators, by Level and Type of Court Served and by

Presence of Professional Staff
(Percent performing selected functions)

X Trial Courts
\ Suate,
- Function Totat * Court System With Without
Staff Staff
Statistical management __ .- omcomamommememmmm oo e mmmm—m—————— 89 - 100 90 81
Fiscal management ___._ SRR R S AR 76, . 198 84 54
Evaluation and planning - oeeooo- S S 69-, 95 759
Griminal MANAGEMEN! — oo mm—m—e—mmmmmmmmme—romommmmemssomoess 72 80 88 60
Space and equipment MANAGEMENt _: - - - oommmmmmmmmmo=mmo-oma =mmsoomsosoos 75 7 83 60
Calendar management _____-_-_.-. e 78 34 86 82
Court SEIvices MANAGENIENY — o - eomm o= mm=mmmmmmmmmmmmm==m==omo=—ses 40 . -25 51 36.
"Jury management __ ..o e emmmmmmmmmmmmmmmmmmmmmmmmmm=—mm=—a—e=es 53 n 70 51
T L RS 322, 4 124 96
2 Also includes admini for starewide trial and appellaie courts and for limited or special jurisdiction courts. ' C
Source: NMS Court Administrator Survey, 1976. . ' J
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percent of trial court adm..astrators with statt also report,

fiscal, personnel and space management, among their
key functions. On a composite basis, 42 percent of all
trial cqurt administrators with staff performed al} of the
itemized management and administrative functions,
other than management of court services, compared to

. only 19 percent of those without professional staff assisi-

ants.
The above responses thus suggest that the manage-

_ment scope of many incumbent trial court administraiors

is much more limited than that normally implied in the
role of a professional court administrator. Further insight
on this point was obtained from the following a <essment
based on NMS field visits to 15 trial courts, 13 of wuich
were served by personnel bearing the titles of court
administrator or courts coordinator:

**of these 13 individuals, six were performing
a wide range of duties related to court adminis-
tration and management, while the remaining
seven performed duties more typically limited
to the functions of a court clerk and may sim-
ply have had their job titles changed during the
past few years.’’ !4

2 ; suggested by the above description, the title of
“court administrator is currently used .0 describe positions

which vary considerably in respousibility and scope,
ranging from those requiring broad management and
legal skills, to others with closely circumscribed ad-
ministrative and clerical duties. These differences in job
functions are reflected in the selection standards for court
administrators and in the diverse educational back-
grounds, and work experience, of current incumbents, as
described in the following section.
2. Profile of court administrators. '

a. Educational background. The educational at-

tainment of incumbents of court administrators provides

|

a useful indicator of both the nature of their positions and
of the extent to which these incumbents have the basic
educational background for -assuming the full range of
responsibilities associated with that of the professional
court administrator. As shown in Table 1X-11, respon-
dents to the NMS court administrator survey have a very -

“"diverse range of eduvcational backgrounds. At one ex-
treme, 12 percent of the respondents reported only a high
school level of educational attainment and an additional
24 percent had some college, but less than a four-year
college degree. At the other extreme, 29 percent were
law school graduates and an additional 12 percent had a
master’s degree or higher. The educational background
of the state court system administrators was substantiaily
higher than those in tnal courts. Thus, over 80 percent of
the former held law degrees, as contrasted with only
about 30 percent of the trial court administrators.

b. Experience. In view of the recency of most court
administrator positions, a large proportion of all incum-
bent court administrators had been in their current posi-
tions for only a few years. About one-fourth of all
respondents had less than 2 years of service in their
current positions, and over 70 percent, less- than 5
years of service. . .

A substantial proportion of court administrators had,
however, held prior positions in the field of court admin-
istration. Thus, whereas the mean length of service of
court administrators in their current positions was less
than 4 years, their total expetrience in the field of court
administration averaged 8 years, and nearly 30 per-
cent reportiéd 10 or more years of total experience in this
field. . '

c. Prior positicns. Almost one-half (48 percent) of
all incumbent court administrators had held prior court
positions, mainly as administrators or as Clerks or De-
puty Clerks of courts. Included in this category too, were

TABLE IX-11 '

Educational Attainment of Court Administrators by Level and Type of Court Served |

and by Presence of Professional Staff
(Percent distribution by specified level of educational attainment)

y

|

‘ “Trial Courss
Fducitional |, State Court With  Without
Atainment \\ Total * Slyslem Staff Suaff
No college - o - i P 12 — 5 2
Some college : 24 — 20 30
College degree 23 5 ‘ 29 18
Master's degree .. 12 ' 14 14 14
Law degree __._____ e e e e e 29 81 ©3i 17
Total oo ___ S 100 100 - 100 100
Numberof reports ______________ e _aa- o e e m—m— e m 331 . 43 120 99

. Also includes administrators for statewide trial und appellate courts. and for mued of special jurssdiction courts

Source: NM§ Survey of C. urt Administrators. 1976
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a small number of former judges, mainly serving as
state-le vel court administrators. An additional 24 percent
of court administrators had held other managerial or
administrative positions in non-court agencies or func-
tions, while 14 percent had previously been employed as

“attorneys or law clerks. The remaining 14 percent had

last been employed in a number of other non-ccurt-
related positions. )

These variations in prior work exgerience are closely
related to the differences in court administration func-
tions in different types - 7 courts. Thus, based on field
visit reports, the trial court administrators whose func-
tions were more clerically-oriented were likely to have
‘been employees of the judicial system or of the local
government for some time. Prior employment, usually in
the clerk’s office, had provided the practical experience
and qualifications for the court administrator position,
rather than specialized education or training. The profes-
sional management-oriented court administrators, on the
other hand, were likely
cated, with diverse backgrounds in law and business
administration, as well as in other professional court
administrators positions. Such individuals were likely to
be more mobile, and with considerable interest in court
management as a career field, as well as in other areas of
putlic administration.’ '

3. Professional educanon and trammg for court ad-
ministrators

a. Extent of specialized programs. As illustrated by
the -diverse educational and work experience back-
“grounds of current court administrators, the field of court
administration has not yet established commenly recog-
nized standards for qualification for these positions. This
is due, in part, to the fact that specialized courses or
programs for court administration are of quite recent
origin. Prior to the 1950’s, only a few law schools and
political scicnce programs included course components
relating to judicial administration. Most of these earlier
programs were directed at lawyers or judges. The first
ajor program designed specifically for training of court
administrators was that of the Institute for Court Man-
,agemen! estabhshed in 1970 as a six-month-certificate
program on the campus of the University of Denver Law
School. This program,
graduated nearly 250 certificate helders its first 6
years of operation and has provided a model juicial
administratioh'programvfor other educational institut. "ns
in thie field.

The recent growth of interest in education for court
administration is indicated by the fact that, by 1976, a
tcial of 48 educational institutions offered courses or

" programs in judicial administration, including under-

graduate law schools, other. colleges and universities,

to be younger and better edu- -

supported by LEAA funds,

. and specialized institutes. Of these only 15 offer degrees

or certificates in the field of court administration,
whereas other institutions offer courses without special-
ized degrees in this field.'®

LEAA funding provides a limited amount of institu-

“tional support for these prograins, including an annual

grant of $225,000 to 1.C.M. and 'smaller amounts to

certain uther national programs. An analysis of state.- -

block grant allocations in Fisca! Year 1975 indicates that
an additional $180,000 was allo.ated for travel expenses
and related costs, for atte adance of court administrator
staff at thcse national programs.

b. Recommended education and trazmng pro-
grams. Court administrators respondin to the NMS sur-
vey were requested to idemfy both the general academic
fields and the more specialized training subjects con-
sidered most useful for court administration. The
academic fields preferred by the largest number of re-
spondents, among all categories of court administrators,
were management, law and public administration, in that
order. All of these fields were included among the_top
three choices by about one-half or more of all respond-
ents. In contrast, criminal justice specialization—or
more technical specialization in computer sciences or
accounting—was recommended by much smaller propor-
tions of administrators.

Academic field preferences of court administrators
tended to be correlated with the functional needs of their
own offices or positions, as well as with their own
educational backgrounds. Thus, ~mong state court
administrators—of whom about 80 percent . were
lawyers—an undergraduate law degree ranked first in
preference, by a wide margin, followed by public admin-
istration and management subjects. Among trial court
administrators, whose duties include much greater em-
phasis upon administrative and operational tasks, the
management field was most frequently recommended,
followed by law, public administration and business
administration. Criminal justice specialization was con-
siderably more populac among the trial court adminis-
trators than among the state \c,ourt administrators, but
nevertheless was recommended by only about one-third

_of all tria! court administraiors.

Simila; differences in emphasis, ihﬁms of training
course content, were indicated by the onses of dif- -
ferent categories of court administrators gable IX-12).

"Courses on court information systems ranked_first in
_ preferences among state court administrators, followed

by courses on methods of program planning and evalua-
tion. Trial court administrators gave first priority to o
courses oOf: = ¢ flow management, followed by courses

* on court infosmation systems, but gave less emphasis to

program planning and evaluation courses—reflecting the
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TABLE 1X-12

Recommendations of Court Administrators on Training Courses Especially Useful for Court Administrators
(Percent recommending)

Trial Court
Subject Total State Court With Without
- System Prof | Professional
_ . Suff Staff
Caseflow management ____ e 85 66 85 98
Court information systems and record keeping oo —___ 82 91 7 85
Personnel administration ___________________________ e 70 70 " 65
Budget and fiscal management ___. ... 69 66 68 53
Program planning and evaluation - oo 67 75 65 70
Computer applications - — -\ e mmmmmae 62 68 65 56

Source: NMS Court Administrator Survey. 1976.

lesser trequency of broad management responsibilities
among trial court administrators.

c. Specialized training received by court adminis-
trators. Court administrators were also queried on the
extent of their own specialized training in the field of
court administration. Only about one-fourth (26 percent)
had completed a special program of study in judicial
administration before entering their cucrent position. Of
the latter, nearly one-half had attended the Institute for
Court Management, while others had attended a number
of other university programs or these of other. national
colleges, such as the National College of the State
Judiciary. In view of the fact that significant numbers of
incumbent court administrators had had prior experience
in ‘court administration in such roles as deputy court
administrator or clerks of court, it is likely that very few
had in fact complcted these programs prior to entering
this field. Thus, ecucational credentials in the form of
completion of specialized programs in judicial adminis-
tration have not yet apparently been required as a condi-
tion of qualification for the large majority of court
administrator positions.

In contrast, a large proportion of court administrators

have participated in specialized training or educational
programs since entering the field of court administration

* (Table IX~153). A iotal of 261 court administrators, or 79
_percent of all respondents; reported that they had attended
'workshops or other special training sessions subsequent to

entering court administration work. As shown below, the
major sources of this training were the Institute of Court

'Management and the training programs sponsored by state-

agencies such as the State Court Administrator’s or the
State Judicial Conference. Other major providers of such
training were the National Association of Trial Court
Administrators and university-related centers for continu-
mg educatlon

TABLE IX-13

Percent of Court Administrators Attending Training
Programs, by Source

. Percent of Percent of Court
Source Total Court Administrators
Administrators *  With Training *

Institute for Court Management _._._ 43 55
State Couri Administrator’s ’

Offics oo I 33 Co42
State judicial Conference ... 22 28
National Association of Trial .
* Court AGministrators ——----—--—o ? 28
University-related Centers for )

Continuing Education _—_________ 19 ' 25
National College of the State

JUdiCIaTY - e 7 - 8
Institute for Judicial Adminis- )

HAON oo ccmem e 4 5
Other @ ccmec oo cmccmmemmme e 16 20

~Number of Reports __._______—cen- (330) @61

1od

* Percentages do not add to 100 since respond
program.
Source: NMS Court Administrators Survey. 1976,

may have more than one

LEAA funding, including block grants, was the most
important source of financial assistance for attendance at-
these programs. Over three-fourths (77 percent). of the
administrators who had received in-service training, re-

ported this had been financed by LEAA funds at least in

part. Nearly one-half also had received financial assist- -

"ance from their own agency for such tralmng A rela- -

tively small proportion (16. percent) mported that they
had financed their own attendance. It is likely, moreover,
that these responses understate, to some extent, the rela-

‘tive contribution of LEAA to support of court administra-

tion training since they do not take into account indirect -
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“associated with lack of

through 10 court administration
offices.

4. Findings on court administratpr training. The
adequacy of the training and education of court adminis-
trators can orly be assessed in the context of their roles
and responsibilities. From our summary of functions

performed by court administrators, it is evident that at

funding assistance

“least two—and probably more—distinct calegones of

positions are included within the scope of the *‘court
administrator” position. The first category, typified by
many state court systems administrators and by some
administrators of large trial courts or groups of courts,
exercises a broad range of managerial responsibili‘ies,
under the general policy supervision of the chief judicial
officer of the court or court system. These can include

“such functions as planning, organizing, st=fing, direct-

ing, controlling and coordinating ‘he court and its ron-
judicial personnel. The second category of administrators
has more restricted responsibiliti_s for such functions as
calendaring, record keeping ard statistical reporting, as
well as for staff functions, including supervision of non-
judicial personnel, accounting, space and equipment or
data processing. The key distinction between the two
positions is the degree of control over resources and
personnel, and the ability to initiate or implement major
changes.’ -

The lack of sufficient delegated authority for a broader
managerial role has been identified as one of the impor-
tant limitations of the current court administrator position
in many courts. When court administrators were queried
by NMS as to whether there were any specific areas in
which insufficient authority was delegated to effectively
administer the courts under their supervision, 30 peicent
of all respondents reported that this was a problem for
them, and identified a r..ge of difficulties, generally
.learly defined authority over
certain categories of non-judicial personnel or functicons.

The educational qualiications for the cor .i aiminis-
trator position, and the amount and type oi in-service
training required, will clearly vary, depending upon the
scope of his authority and responsibilities. Although
these responsibilities will always be brrader for the state
court system administrators lhan those at the trial court
level, there appears to be wide variation among the latter
category, as illustrated by the results of our Surveys and:
field visits. Those courts which have assigned a limited
role to their court administrators may have done so fora
variety of reasons, including reluctance of the judiciary
to relinquish some of their own authority and control

“over court management. In part, however, it may be

assumed that lack of professional qualifications of per-’
sonnel appointed to court administrator positions has
been a contributing factor. To this extent, a strengthen-

ing of existing training and education programs—-as well
as of court administrator selection criteria—can contri-
bute to enhancement of the court management function.

Based on the premise that the desirable goal is to
**professionalize’ the court administration function, by
providing currnt and future administrators with a broad
range of managerial, as well as technical or administra-
tive skills, the following priorities for training and
academic assistance are suggested.

a. Pre-service court administrator programs. Gur
survey findings have indicated that current court adminis-
trators have very diverse educational and work experi-
ence backgrourds and have equally varied preferences
concerning the most desirable academic preparation for
future entrants into this occupation. The major prefer-
ences are, however, for either a law school degree or for .
a major in public administration. In either case, existing
undergraduate programs provide little scope for speciali-
zation in the field of judicial administration. Incumbents
in court administration positions have mainly acquired
their specialized knowledge and skills through on-the-job
experience and in-service training programs. On-the-job
training, however, is clearly inzufficient if the objective

_ of training is to promote implemeniation of new policies

and procedures, rather than to perpetuate existing prac-
tice. Reliance upon in-service training, alone, implies a
substantial loss of time between assumption of responsi-
bilities and acquisition of needed knowledge and skills.
Moreover, workload constraints often limit availability
of key personnel for courses lasting more than a few
days, particularly in small agencies.

These considerations point to the need for support of
graduate level residential judicial administration pro-
grams for personnel planning to enter court administra-
tion careers as well as for those employed in more
sunior-level court positions. In view of the diversified
:ndergraduate backgmund of nrospeclive entrants into
such progrems, course cfferis; s and curricula sheuld be
adapied to individual needs. Thus, lawyers will probably
require greater emphasis .upon basic management
courses, whereas public administration majors will re-
quire more intensive study in such subjects as court
jurisdiction or administrative law. ‘

b. In-service court administrator training. The tra-
ditional objectives of in-service training programs are o
enable practitioners to maintain professxonal competence
in their field by keeping them informed of new methods
and approaches, as well a5 to remedy any deficiencies in
their basic skills. The latter ob_|ec.uve has understanda-
bly, been given greater emphasxs, in view of the limited
academic preparation of most incumbents in the field of
judicial administration.

Q
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One of the critical needs, suggested by our survey
findings, is to upgrade the technical skills of many trial
court administrators for performancé of their most urzent
operational responsibilities. These include such tasks as
the development of improved methods of identifying
backlog or delayed cases, improvements in court statis-
tics and records, and improved methods of
calendaring—all of which were cited by 40 percent or

more of court administrators as in need of change in their.

cournts, or court systems. In addition, our review of the .

contents of existing residential programs, such as these
offered by the Institute for Court Management, suggests
the need for increased emphasis on certain managerial
skills, notably in the techniq .zs for program review and
evaluation. The process of *‘change making'’ requires a
better appreciation of research and evaluation methodol-
ogy than is common today. The latter may not be im-
mediately required by many administrators with limited
current management responsibilities, but can help to
qualify them for a broader management ole in the fu-
ture.

In addition, the resource limitations of any com-
prehensive residential program. indicate the need for
supplementation, through expanded . regional training
services, on more advrnced management topics than are
offered in the basic residential program.” The present
ICM regional programs are largely aimed at those ad-
ministrators who do not, or cannot, attend the residential
program. While these are needed, they should be
supplemented by efforts to provnde more advanced train-
ing for ICM graduates. 4

c. Judicial training and orientation on court ad-
ministrator roles. The preceding recommendations have
focused on the training needs of the professional court
administrator. There is an equally important requirement
for training of judicial personnel who are responsible for
selection and policy supervision of court administrators.
One of the major barriers to more effective utilization of
professional court administrators in many jurisdictions is

the lack of familiarity by the judiciaty with their poten-
tial. We therefore recommend that judicial training pro-
grams include orientations on the court administrator
function, to assist judges in properly selzcting and super-
vising professional court administrators in their courts.
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CHAPTER X. PRIORITIES FOR TRAININ(; AND EDUCATIONAL
ASSISTANCE PROGRAMS AND FOR CRIMINAI. JUSTICE
MANPOWER PI.ANNING L

A central objective of the assessments of personnel
needs, and of training and education needs, presented in
the preceding chapters, has been to provide an informed
basis for establishment of *‘needs priorities’” for training
znd academic assistance programs in the criminal justice
field, as required under existing legislation.

The opening section of this chapter discusses the con-
cept of ‘‘needs priorities,”" in the context of the respec-
tive roles of LEAA and of the state planning agencies. It
differentiates between the desirability for refatively

_broad statemients of such priorities, at the national level,
and the need for more specific determinations of such
priorities for operational use at the sta’= or local levels.

The second section presents the major national-level
priorities for assistance identified by the National Man-
power Survey.

The third section discusses the manpower data needs
for a continuing manpower planning function, at both the
national and the state levels, and suggests approaches to
meeting these needs in a cost-effective manner.

A. Priority Concepts

Although the concept of *priorities'’ has been widely
used, it has often lacked a clear-cut operational defini-
tion. In certain contexts, priorities refer to an absolute
ranking of various claimants for resources, under which
all of the needs of claimants in the highest categories, in
sequence, must be filled, before any funds or other re-
sources are allocated to those in lowsr-ranking

categories. The guidelines for student eligibility for .

LEEP assistance illu.trate this use of the priority con-
. cept. Educational institutions are required to give first

priority to all returning LEEP recipients before nther .

‘categories of students can be'provided LEEP assistance.
Altemnatively, pnonues can be defiged in relative,

-~ rather than ‘absblute terms to govem the shares of re-

sources among different categories of training or
academic assistance. To illustrate, if graduate level pro-
grams had received 10 percent of all LEEP assistance, an
increased priotity for such programs might raise their
allocation to 20 percent with a corresponding reduction

4

in the share going to undergraduate programs.
Ovr assessments have identified some quantitative and

qualitative deficiercies i existing training or educational -

programs in virtually all sectors of the criminal justice
system, and for all major categories of personnel sur-
veyed. For this reason, establishment or absolute
priorities among sectors or among training program
categories is not generally desirable. At the same time,
considerable evidence has beén developed indicating that
the relative extent of training deficiencies varies widely
among the major categories of personriel and agencnes
Such information, -as well as our assessments of proj-
ected manpower trends, provide a basis for establishriént
of relative priorities, which can guide shifts in fund
allocations among various training and education pro-
grams and recipient groups. TR

A second consideration in estabhshment of priorities is
the need to clearly define the respective roles of the
federal and state agencies responsible for administration
of training and academic assistance programs for law
enforcement and criminal justice personnel.
educational assistance programs, such as LEEP, the
Educational Development Program and the Section 402
Training Programs are directly administered by the na-
tional office and the regional offices of the LCAA. Vari-
ous national colleges or institutes are also directly funded
by these offices. The LEAA is thereiore in a position to
establish more specific pohcnes and guideiines for the
allocation of resources among such programs. In con-
tiast, federal financial assistance to state and local train-
ing activities of all types is mainly administered by state
criminal justice planning agencies from block grant
funds, subject to submission and approval of state plans..
Thus, the degree of control which can be exercised by

LEAA over specific projects of the latter type is con- .

siderably more. llmlted

The decentralization of authority for administration of
a major portion of LEAA funding to the states is, of
course, an integral feature of the current law. It recog-
nizes the great diversity in needs of criminal justice

agencnes in the 50 states, including needs for-training -

and educational assistance. A corollary of this approach

L

Certain. .
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" community-wide implications. of their agencies’

is that only relatively broad or general guidelines for
state-administered training assisiance grants ‘appear ap-
propriate at the national level.

The priority recommendations in the following section’

therefore differentiate between those applicable to LEEP

and other directly administered educational or training

assistance programs, and more general recommendations
.applicable to those categories of training assistance
primarily administered by the state agencies.

- B. Priority Recommendations

. 1. Educational assistance programs. Our assessment

of the relationship bétween education and job p2rforn-

ance requirements in the basic line law enforceme nt Znd
correctional occupations has failed to provide convincing
evidence for an underlying pren:ise of the LEEP pro-
grams as presently constituted, i.e., that higher educa-
tion leading to college degrees is required for all basic
line personnel in law enforcement or correctional ac-
tivities. Although the LEEP program has probably con-
tributed to the 1ecent sharp increases in the proportion of

police and correctional officers with some college educa-

tion, it is likely that this preoortion will continue to
grow, even in the absence of the LEEP program, because
of the rising educational attainment of new entrants into
these positions. These findings, in combination with
serious qualitative deficiencies of many of the LEEP-
funded programs, point to the need for a major shift in
orientation of LEAA academic assistance, from em-
phasis,on quantity, to a more selective quality-oriented
program.

- At the same time, our surveys have identified serious
deficiencies in the educavional preparation, as well as
traiz:ing, of large proportions of mid-level and manage-
rial level personnel, in law enforcement and criminal
justice agencies. Concurrently, the key agency personnel
who are or will be in a position to effect needed im-
provements in the criminal justice system in the coming
decade will have growing demands upon them for in-
creased management experfise in such areas as budget
formulation, planning and labor relations, for develop-
ment of new managerial styles and for increased sophis-
tication generally, with respect to the systems- and
ac-

_ tivities. These deficiencies are most apparent in the case

'of law enforcement executives, reflecting the educational
“‘‘generation gap’® between senior officers and more re-

cent entrants. In addition, there appear to be shortages of
academically qualified personnel, with advanced degrees
and specialized competencies in criminal justice plan-

- ning, research and evaluation, and as full-time faculty in

cnmmal ‘justice education programs.
These ﬁndmgs suggest the need for major changes in

priorities in LEAA educational assistance programs, as
outlined below: ._
e Priority in assistance to criminal justice education
programs should be given to those institutions which
fully qualify under existing LEEP qualitative stand-

ards or under such additional standards which may-

be established by appropriate academic accreditation
agencies such as the Academy of Criminal Justice
Science. After a short transition period, institutions
which do not fully meet such standards should be
precluded from eligibility.

e Among qualified institutions, pnonty should he

given to students in advanced undergraduate pro-

grams and to those in graduate programs, in crime-
related studies and in the management sciences, as a
means of improving the qualifications of present
incumbents or prospective entrants’into the super-
visory and managerial ranks of these agencies. In
view of the growing proportion of personnel who
have already completed one or two years of college
- work, financial support for students in the first two

years of undergraduate study should be progres~ :

« sivel, phased out.,— —
oln order to provide equitable opponunmes for rele-
vant educational assistance to potentially eligible
personnel in all sectors of the criminal justice sys-
tem, priority should be given—among otherwise
qualified programs—to those which provide broader
and more balanced curriculum offerings, including
‘comrections and court-related subjects in addition to
‘those in police science, in communities where a

need for such coursés has been established. The-

more rapid projected employment growth in the cor-
rections and court sectors reinforces thxs recom-
mendation.

e Special programs of direct grants fOr full-time
graduate study in crime-related and in management
studies should be established, with panicular em-

phasis on (a) top level executives and adminis- -

trators, (b) mid-level managerial persohnel and (c)™
students preparing for careers in criminal justice
planning, research or teaching.

e Although there is no apparent manpower, need to
pwovide LEEP assistance to undergraduate law
school studeits, -assistance should be provided to
selected undergraduate law schools to develop

 model law school curricula, texts and educatlonal

methods in the field of applied cnmmql law pracncc _

" to better prepare graduates for careers in the criminal
+ justice system.:

2, Training assistance programs NMS research find-
ings, presented in Chapters VII-IX of this report, \havc

[
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leve! and in-service training programs in all of the major
law enforcement and criminal justice occupations. A
" number of general indicators of the qualitative adequacy
of this training have been used for this analysis including
data on course lengths, course contents, faculty composi-
“ tion and training methods used. Additional insights have
been provided by the information provided by agency
executives on their own iraining and on the adequacy of
their. agency’s programs. These assessments,
~ supplemented by the results of our manpower proj-
- ections, suggest the following major priority categories
" for training assistance programs.
e A major deficiency, in all agency categories, is-the
absence of any integrated program of management
‘training for law enforcement and criminal justice
personnel, which provides opportunities for acquisi-
tion of needed supervisory and management skills as
part of an overall career development plan. The FBI
- Academy programs and certain other national-level
programs only partially meet this need in the law
enforcement sector, and_management -training re-
sources in-other sectors are even less adequate. The
-—NMS has therefore recommended that high priority
be given to development of fully integrated regional
management training centers, or instltutes, adapted
_ to'the specialized needs for management training of
criminal - justice executives and managenal level
staffs. :
o In all major sectors of the cnmmal*ustlce system,
the smaller—more isolated—agencies have been
s found to be the most deficient in their current staff
training programs. They are typically not equipped

to provide in-house training to their personnel, ex-

cept on an informal basis, and cost and workload
constraints often limit their capability to send per-
sonnel to external programs.- Progress has been
made in meeting these needs through state level
programs, often assisted by LEAA grants. How-
ever, the latter programs vary considerably in scope

- and quality, and need additional support in many

.. states.

' e Among the major categories of criminal justice
agencnes, juvenile corrections and court- related
- agencies appear to be the most in need of additional
training assistance, as evidenced by. the continued
absence of any formal entry-level training ‘for line
staff in many of these agencies and by the greater
degree of dissatisfaction with existing training ex-

pressed by executives of these agencies.-
‘@ In sectors wherc 'some entry-training is now gener-
- ally provided to new line personnel, priority should
be given to qualitative improvements in training
contents and methodology, of botg entry-level and

in-service programs. Training programs for line law
enforcement and correctional personnel should place
increased emphasis on human relations subjects, and
should be adjustes to meet the needs and capabllmes
of the better-educated personnel currently being re-

cruited for these positions. The recent reductions in =~

personnel recruitment—and, hence, in-entry-level
training requirements—should enable many agen-
cies to enrich existing programs without any sub-
stantial increase in total training outlays.

The above- generalizations are based on national -level
data and will not be equally applicable to the 50 states, in
view of wide interstate variations in existing personnel
resources, training capabilities and training standards.
One of the most critical needs, therefore, is to improve
the information base and the manpower planning
capabilities of state crininal justice planning agencies to
enable them to establish more specific * ‘peeds-vriented’’

. priorities for their own jurisdictions as discussed below.

C. The Role of
.Criminal Justice Planning

Ménpower planning can be defined as a ;;rocess for
systematically determining the numbers and kinds of

- personnel required to achieve program objectives-and for

development of programs for personnel recruitment,
training and utilization, to assure that these manpower

‘needs are met. This process can be applied to an indi-

vidual firm or govemment agency, to an industry or
functional area (such as the criminal justice system), or
to the nation’s economy as a whole. The need for man-
power planning, its scope and frequency, will depend
upon the role and responsibilities of the planning orgam- '
zaticn,

The role of the state planning agencics in Manpowgr

planning derives from their responsibilities for adminis- -

tration of the LEAA block grants for their states and from
their overall responsibility for development of com-

- preheasive statewide plans, as prescribed by the LEAA
In addition, the state planning agencies, to varying de- o

grees, are utilized for broader state level program plan-

. hing, budgeting and legislative functions, with respect to

their states™ criminal justice system.

One of the collateral responsibilities of the National
Manpower Survey project was to ‘‘enhance law en-
forcement and criminal justice personnel development
planning at federal, state and [ocal levels.”’ As a point of -
departure, - the following major categories of data needs
were identified:

o Employment and personnel tumnover data

o Agency workload data ,

e Job characteristics data
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e Personnel characterist’cs data
o Training and education programs data
e Opinions of executives on agency manpower needs,
., training and education needs and related personnel
issues -

_ e Employee opinions on the usefulness of the training
and education received and on desirable changes in
training or other personnel development programs

Such data were generally needed for each of the major

types of criminal justice agencies and occupations, usu- .

ally further classified by agency size and location.
- Moreover, for purposes of projecting future manpower
training and education needs, reliable data on past trends
in employment, personnel training, workloads and other
key variables were also required.

A systematic review of all available national -level

criminal justice data sources indicated that—despite con-
siderable progress in development of comprehensive
statistics on overall criminal justice empioyment since
the 1960 s—many categories of needed personnel data
were still incomplete or lacking. These included, for
example, statistics on ‘employment and personnel tum-
over in the major criminal justice occupations. data on
characteristics of personnel in those occupations and on
the various criminal justice training and educational pro-
* grams. M-.ay, although not all, of these manpower datz
needs were met by special surveys conducted for the
present report, supplemented by the concurrent LEAA-
funded Census survey of employees of state and local
criminal justice agencies. These, however, were very
costly, “‘one-time’* survey efforts, designed primarily to
meet national-level data needs.
_ Our review of the data resources and capabilities for
systematic manpower planning at the state agency level
indicated that these resources were deficient, in many
states. LEAA guidelines in effect in 1975 had required
inclusion of a considerable amount of relevant data on
agency personnel and training in the state annual plan
siibmissions. However, an analysis of a sample of state
plans for 1976 indicated that none of these state plans
had complied with all of the pertinent guidelines. There
was even less evidence of any program for systematic
analysis of the available data, for use in arriving at
-decisions concerning allocations of funds for criminal
justice manpower development or related purposes.

In addition to the lack of adequate state level man-
power data, these deficiencies-appeared to be due to a
lack of staff resources in,many of the SPA’s for man-
power analysis and planning, the inadequate training for
manpower analysis and planning of many of those as-
signed to this function, and—more fundamentally—to
the limited role of many of the SPA’s in decision-making

with respect to the programs, policies, and training
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activities of the criminal justice agencies in their jurisdic-
tions. At the state level, the latter responsibilities con- -
tinue to be vested in the various state operating agencies
or in separate agencies responsible for setting standards

and/or conducting training for law enforcement or other———

criminai justice personnel. Hence, in the absence of
authority to coordinate the relevant manpower develop-
ment policies and programs for the criminal justice sys-
tem as a whole, the development of comprehensive
statistics on personnel and workloads has lacked a pro-
grammatic context in many state planning agencies.

Despite these limitations, it was evident that both

LEAA national-office staff and a number of stav- crimi-
nal justice planning agencies were actively interested in
strzngthening their manpower analysis and planning
capabilities. To assist in development of a manpower
analysis and planning function at the national level, de-
tailed technical specifications for updating of the NMS
manpower projections model have been included in V ol-
ume VI of this report. In order to provide current and
reliable data for this purpose, we recommend that—to
the maximum extent practicable—emphasis be placed
upon use of existing established federal statistical pro-
grams, with appropriate modifications to meet the needs
of LEAA and the state planmng agencies. These include,
for example:

e Inclusion of more specific claSSIﬁcatlons and codes
on criminal justice agency functions and occupa-
tions in the Census of Population, which will be
conducted at S-year, rather than 10-year, inter-
vals in the future, under recent legislation.

. @ Use -of the Census Bureau's Current Population
Survey for annual updating of occupational em-
ployment data, for major criminal justice occupa- '

y tirns, ac the national level. _
! » Modification of the annual statistical reports of the

Equal Employment ‘Opportunity .Commission for

state and local govemments, to provide improved .

current data on personnel tumnover and racial/ethnic

characteristics, by agency and major occupatlon
group.

e Modification of the Bureau of Labor Slatlstlcs occu-
pational employment statistics reports to provide for
more detailed occupational employment -data, by
state, for criminal justice agencies.

There will, in addition, be a need for initiation of new
or expanded data collection programs for certain
categories of essential data, particularly on trainingand -
education programs for criminal justice employees and
on the extent of training received by employees. Particu- *
larly essential, in our judgment, is a program of evalua-
tion of such training, including programs for systematic
follow-up surveys of recent students. Since such pro-
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grams are costly, priority should be given to those sec-
tors where training and education needs appear to be
most critical and where available data is most deficient.
The above recommendations—and the more specific
~ . “technical récommendations for conduct of state-level
criminal justice manpower surveys included in Volume
VI—presume a policy commitment to a manpower plan-
ning process as a useful management tool, at.both the ments. This unit should maintain close liaison with
- national and state lsvels. This implies, also, provision of the proposed Manpower Analysis and Planmng
sufficient resources for professional staff, for adequate Office.
training of such staff, and for the essential data collection e State planning agencnes should-be encouraged to
and processing activities needed to implement this pro- - establish parallel functions as ongogng activities in
gram. Specific recommendations for LEAA and for state their agencies, to include at least one professnonally
agencies, to implement a-manpower planning activity qualified full-time staff member. .
are: ' o LEAA annual plan guidelines should be revised to ,
e A Manpower Analysis and Planning Office, or unit, require inclusion at stated intervals—but not neces-

appropriate LEAA or Department of Justice statisti-
cal office, to plan, coordinate and execute statistical
programs in the field of criminal justice manpower,
and to effectjyely represent the Department of Jus-
tice in assulgg that its needs are ;consideréd in
overall federal' statistical planning, such as that re-
lated to the Censuses of Population and Govem-

should be established within LEAA, which will be
responsible for maintaining a continuing assessment
of current and projected personnel needs and re-
sources for the criminal justice system, for de-
velopment of national-level priority guidelines for.
" training and academic-assistance and for provision
of technical assistance to state agencies in their

‘manpower planning activities—including funding of

sarily annually—of a comprehensive assessment of

- state criminal justice manpower training and educa-

tional assistance needs. (This should replace the
current requirement-for submission of r¥#tine man-
power data in the annual plan.)

e A national clearinghouse of planned and ongoing

annual cniminal justice manpower surveys shouid be
established in cooperation with state agencies, to’

prototype cr model state planning projects.

avoid possible duplication of effort and to fagilitate a,
e A specialized unit should be established within the-

systematic pooling of av ailable data and research..
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" APPENDIX A’
NATIONAL MANPOWER SURVEY ORGANIZ 'ATION

“ The National Manpower Survey of the Criminal Jus-

tice Systery was conducted by a consortium of three
non-profit research institutions: The National Planning

Association, The American Institutes for Research and

the Bureau of Social Science Research, all based in
Wash}‘gton, D.C. The Mational Plannina Association,
as prim{e contractor, was responsible for overall project
direction, for the conduct of manpower assessments and
projections, for the studies of criminal justice treining
and education programs, and for the preparation of all
final report volumes, excest Volumes VII and VIII. The
American. Inistitutes for Research conducted the field
~ analyses of occupational requirements and personnel sys-
tems, and related qualitative assessments, whose iind-
~ings are :eported in Volume VIII of ‘this report. The
Bureau of Social Science Research executed the ‘nail

‘3
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questionnaire surveys of law enforcement and’ criminal

. justice exccutives and of courts, and designed the pro-

totype surveys of North. Carolina law enforcement and
criminal justice agencies as described in Volume VII,
and in Appendix C, Volume VI.

Harold Wool of the National Planning Association
served as Project Director. Frank McKeman, also of
NPA, was Deputy Project Director, with special respon-
sibilities for coodination of the NPA training and educa-
tiond program studies aad of the occupational analysis

. and personnel systems studies of the American Institutes

for Research. The full list of professional staff of the
Project, other than shon-term personnel or ad hoc con-
sultants, appears in Exhibit A-1.

A list of the members of the NMS Advisory Board
appears in Exhibit A72.

/
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EXHIBIT A-1

PROFESSIONAL STAFF OF THE NATICNAL MANPOWER SURVEY
OF THE CRIMINAI. JUSTICE SYSTEM -

National Planring Ass&c.‘atio’na (NPA)
Office of Proje&t Director -

Harold Wool, NMS Project Director .
Frank McKeman, NMS Deputy Director
James Stinchcomb, Consultant
Loraine Halsey, Research Administrator -
Elizabeth McGovern, Librarian

Manpower Analysis and Projections Group
Mark Kendall, Senior Economist

~ Harry Greenspan, Senior Economist
Linda Harris, Senior Research Associate
Bemard Gilman, Social Scientist
Albert Gillespie, Research Assistant
‘Robert Kramer, Research Astistant

Training and Educatior Program Group
Robert Rafuse, Senior Econornist
Neal Miller, Senior Research Associate
Michael Genz, Research Associate
roul Radtke, Research Associate

- Rigney Hill, Research Assistant

. Bureau of Social Science Research (BSSR)
. -Shirley A. Star, BSSR Pro)ect Director, July 1974-
’ * June 1975

James Kretz, BSSR Pro;ect Director, July 1975- -

September 1976
Gloria Hamilton, Director of Field Operations

Carol Kalish, Special Assistant to the Project Director

(Temporary)

Barry Feinberg, Research Associate

Celia Pavis, Assistant Dircctor of Research Ope"anons
Mary Dixon, Research Analyst

Carol Sosdian, Research Analyst

Gary Nordlinger, Research Analyst

Neil Bomberg, Research Analyst

Ellen Stern, Research Assistant o
Paula Freedman, Research Assistant

Andrea Golden, Research Assitant

'

American Institutes for Research (A.I;R.)»
Albert S. Glickman, Senior A.LR.. Project Director
Robert W. Stephenson, Associate A. LR. Project

Director :

Daniel-Felkner, Resedrch Scnem..st * o
Dorothy -S. Edwards, Principal Research Scientist
Gary B. Brumback, Senior Reséarch Scientist *
Robert Frey, Research Scientist

Barry Goodstadt, Research Scientist ¢
.Louis O. Richardson, Program Specialist

William M. Trencher, Associate Program Specialist

" R. Dennis Ostennan, Associcte Program Speciaiist
Marian Fox,; Administrative A\socmte/PrOJect
~ Librarian
Tania Roraashko, Associate Resem*ch Scientist -

" Clifford P. Hahn, Staff Consultant
Harry I. Hadley, Consultant .

* Mr. Felkner served as A 1.R. Project Director ir the final phases of
the study and superw ‘ed preparation of the final A.I.R. Report (Vol.
VIID.




EXHIBIT A-2

ADVISORY BOARD YO THE NATIONAL MANPOWER SURVEY
OF THE CRIMINAL JUSTICE SYSTEM

Donald H. Riddle, Chairman _Albert Reiss *
Chancellor, University of Dlinois ' : Professo1, Department of Sociology
Chicago Circle _ ’ Yale University
Sherman Day - + Gerald Somers
. Director, National Institute for Corrections . 'Profe'ssor,'Depanment of Fconomics Tk
U.S. Bureau of Prisons University of Wisconsin
Edward B. McConnell Anthony Travisono T
Executive Director Executive Director v
National Center for State Courts " American Correctional Association
Norval Morris : Richard Wertz
-« Dean, Law School . Executive Director - .
University of Chicago . Govemor's Commission on Administration of Justice
Patrick Murph;  ~ - . : Maryland
© . President o ’ ‘ o , ‘
Police Foundation o . R o )
Vincent O'Leary | d . . ‘

“

- Professor, School of Criminal Justice
State U. of New York at Albany

e s O # U.8. GOVERNMENT FRINTING OFFICE: 1378 0—253-692 -
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