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PLANNING AND ADMINISTRATION

I. INTRODUCTION

The conceptusl overview for this evaluation effort identifies three objectives of the
Community Corrections Act. The relationships among objectives are such that,
hypothetically, attainment of one objective contribhutes both to attainment of other
objectives and to the attainment of the goals of the Community Corrections Act
(Figure 1.2 in the Minnesota Community Corrections Act Evaluation: General Report).
The objective "to improve planning and administration" derives from the organization-
al requirements of the CCA. Thus, the term administration, in the broadest sense,
refers to that set of coordinated and collaborative actions, centralized at the local
level, that yields the effective and efficient implementation of the CCA. Specifically,
the objective aims to effect the emergence of local community corrections organiza-
tions that manage implementation of the Community Corrections Act. Consequently,
an evaluation of attainment of the pertinent CCA objective must appraise aspects or
dimensions of local community corrections organizations.

A. Selection of Evaluation Content

Within the literature on organizations, the aspects of organizations which are
employed to define and evaluate those organizations are quite varied. In the main,
however, the aspects are categorically related to structure and function.” Simply
stated, the organizational functions of research/information systems, training, plan-
ning, and budgeting were selected as subject matter for evaluation of local community
corrections organizations because their conduct is delineated with the CCA rules.

With respect to organizational structure, many aspects of local community corrections
organizations might have been examined; however, because of its commonality across
the literature and because of its direct applicability to the CCA, organizational
interaction was selected as the aspect of organizational structure that was to be
serutinimed. To explain, in any organization, patterns of interaction among group
members define roles and responsibilities. Relatively stable patterns of roles and
responsibilities dictate organizational structure. Construets which refleet behavior
patterns among group members, as measures, are indicators of organizational inter-
action and, thus, organizational structure. Behavioral construets related to organiza-
tional interaction that were deemed significant to this evaluaticn include cooperation
satisfaction, coordination, contextzlal environmental impaect, organizational legiti-
macy, and organizational viability.” These behavioral constructs were among those
chosen because the ability of individuals involved with CCA to achieve the objectives
and goals of the Community Corrections Aet depends, in part, upon how they define
their roles and responsibilities and how they interact. Therefore, in order to
determine if the CCA objective pertaining to planning and administration (corrections
organization) has been achieved at the local level, both organizational structure and
function have been evaluated.

B. Relationship Between CCA Model and Evaluation Strategy

1. Assessing Effort and Effect: Appraisal of Achievements

Overall, this entire evaluation is a policy evaluation in which the ultimate aim is to
ascertain the validity of the Community Corrections Act as it is currently formulated.
In terms of the planning and administration component (corrections organization
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component) of the CCA model presented in Figure 1.2, multiple data sets had to be
gathered in an effort to validate the component per se and to validate its hypothesized
relationship to other components, i.e., goals and objectives of the CCA model.

First, in order to determine whether the objective itself has or has not been attained,
it was necessary to gather data from CCA decision makers about achievements,
products, and perceptions of quality. It was also necessary to acquire anajogous data
about the structure of loeal community corrections organizations, specifically, the
perceptions of individuals involved with CCA across dimensions representing kinds of
interaction (e.g., cooperation satisfaction). These kinds of data were gathered through
surveys and interviews, and yielded information about both level of effort expended
and effects achieved.” To the extent that both the levels of effort and effects
achieved with respect to both structure and funection are supported by qualitative and
quantitative data, the CCA objective can be judged as internally valid. Additional
evidence or lack thereof for attainment of the objective has been sought from other
data sources, specifically, comprehensive plans and the annual reports produced by
local community corrections organizations. All data were integrated into diverse
kinds of analyses to yield multiple indicators of achievement of the CCA objective of
improved corrections planning and administration.

The CCA model predicts that improved corrections: organization yields both an
inerease in the range, quantity, and quality of correctional services (CCA objective)
and an increase or maintenance in economy (CCA goal). Consequently, these
hypothesized relationships had to be tested within the context of the poliecy evaluation.
The data used to evaluate the validity of the links in the CCA model included those
described immediately above as well as cost data and data on loeal eorrectional
services which are described in the technical reports on Corrections Programming,
Economy, and Efficiency. Appraisal of the hypothesized relationships in the CCA
model is incorporated in the General Report.

2. Assessing Factors Inhibiting Implementation: Problems and Issues

In a test of a conceptual model, policy, or program, it is imperative not only to
ascertain if it has succeeded or failed, but it is also necessary to iden.ify and explore
the factors that facilitated or hindered implementation. Here, a focus has been placed
upon the problems and issues surrounding the structure and function of loeal
community corrections organizations. As an example, in addition to determining what
has been accomplished through the corrections planning that has oceurred under CCA,
the problems and issues surrounding the same have been examined. The utility of this
strategy lies in its explanatory value. It answers questions about why some aspects of
the CCA objective pertaining to corrections organization may not have been imple-
mented to the extent anticipated by decision makers. Additionally, it may provide
insight into why the objective might hinder the attainment of associated CCA
objectives or goals.

3.  Assessing Factors Potentially Faecilitating Implementation:
Resolution of Problems and Issues

Suggestions for

As a logical extension, suggestions for resolution of problems and issues arising in
regard to the structure and function of local community corrections organizations
have been derived. These suggestions for resolution are intended to translate into
actions that should, in the future, facilitate CCA implementation. The suggestions for
resolution should be appraised by state and local decision makers in conjunction with
other data about CCA effectiveness, cost, and cost-effectiveness.
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In summary, this section of the CCA evaluation concentrates on the appraisal of
attainment of the CCA objective pertaining to corrections organization by examining:
1) accomplishments as they are reloted to the structure and function of local
community corrections organizations; 2) problems and issues; 3) suggestions for
resolution of problems and issues; and 4) apprsisal of attainment of the CCA objective
pertaining to corrections organization.

II. METHODOLOGY

1. Research Designs

The designs applied in the evaluation have been thoroughly explained in the Minnesota
Community Corrections Act Evaluation: Research Design and the reader is encour-
aged to be familar with the document. One comment appesrs germane,.however. Qne
of the designs that has been applied to the evaluation of local community corrections
organization is a posttest-only design. (See p. 35 of the Research Design fo.r an
explanation.) The logic supporting the selection of that specific research design is as
follows. The development of local community corrections organizations is diqtated by
the Community Cerrections Act. The local community corrections organizations that
are to evolve are intended to manage implementation of the CCA. Entire new
organizations have evolved which had no direct parallels prior to implementation of
the CCA. As far as organizational structure is concerned, there actually is no "pre"
period. As a result, change in organizational structure occurring &f*er CCA cannot be
assessed because the community corrections organizations were nonexistent prior to
implementation of the policy. Given resource limitations, it has only been feasible to
evaluate the strueture of local eominunity correections organizations at the time the
evaluation was conducted. Minimum effort was directed to short-run changes
undergone by the local community corrections organizations or to the processes that
have produced change.

%. Data Sources/Data Analysis

In general, the methodology employed in the evaluation of corrections organization
constitutes a field study. The specific procedures adopted were: a) mail surveys; b)
one-to-one interviews and telephone interviews; and e) content analysis of documents
such as comprehensive plans. The types of analyses undertaken depended upon t.he
general classification of the data (qualitative versus quantitative) as well as the relia-
bility of the data.

Two mail surveys were carried out. The first mail survey included a ques’gionr}aire
(Form A) which contained structured items pertaining to the four organizational
functions examined: research/information systems, planning, training, and budgeting.
Form A also included items related to organizational structure and contained elements
reflecting the behavioral constructs of cooperation satisfaction, collaboratipn, organi-
zational legitimacy, organizational viability, and contextual enviro:imental impact. ' In
each CCA area, Form A was administered to all advisory board members (including
recent past members), local CCA staff (administrators, planners, evaluators, fiscal
officers, probation officers, and parole officers), and CCA specialists. Two hundred
ninety-seven individuals out of a total of four hundred one compieted and returned
Form A. Overall, a seventy-four percent response rate has been observed .for Form A
(Table 1). This figure is high enough to warrant acceptance of data as reliable. That
is to say, the data/results presented can be accepted as representative of the
responses of the population of individuals surveyed, both by group and by CCA area.
Form A data were primarily used to derive ratings, e.g., of comprehensive plans or of




TABLE 1:

Data Sources for CCA Evaluation of Corrections Organization by
Method of Presentation of Data/Results

Organizational
Function or
Structure

Planning

Training

Types of
Measures

Achievements,
Changes since
CCA Was
{mp!2mented,
Problems and
Issues

Ratings of
Aspects of
Comprehensive
Plans

Indicators of
Implementation
of Pianning
Function

Ratings of DOC
Performance
in Develop-
ment of
Comprehensive
Plans

Suggested

" Changes in

Planning
Function

Achievements,
Changes since
CCA Was
Implemented,
Problems and
Issues

Primary
Method of a
Data Collection

Method of
Data Presentation of
Sources Data/Results

Interviews,
Administratien
of Form B
Questionnaire,
Content
Analysis

Administration
of Form A
Questionnaire

Interviews,
Content
Analysis

Administration
‘of Form A
Questionnaire

Interviews,
Administraticn
of Form B
Questionnaire

Interviews,
Administration
of Form B
Questionnaire,
Content
Analysis

CCA Adminis-
trators,
CCA Staff,
Comprehensive
Plans, CCA
Area Annual
Reports

Advisory bue.d
Members,

CCA Adminis-
trators, CCA
Staff

(including
probation,

parcle officers),
CCA Speclalists

CCA Administra-
tors, CCA Staff,
Comprehensive Plans,
CCA Area Annual
Reports

Advisory Board
Members,

CCA Administrators,
CCA Staff

(including probation,
parole officers),
CCA Specialists

CCA Administrators,

Incorporation
b in Text

Table 2

Table 3

Table 4

Table 5

.: CCA Stafi"

CCA Specialists

CCA Adminis- -
trators,

CCA Staff,P
Comprehensive
Plans, CCA
Area Annual
‘Reports

Incorporation
in Text
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(Table 1: Data Sources for CCA Evaluation of Corrections Organization by
Method of Presentation of Data/Results - continued) '

Organizational
Function or

Structure

Training
(continued)

Research/
Information
Systenms

]

Types of
Measures

Ratings of
Aspects of
Tralning

Indicators of
Implementa-
tion of
Training
Function

Suggested
Changes in
Training
Function

Achievements,
Changes since
CCA Was
{mp temented,
Problems and
Issues

Indicators of
Imp lementa~"
+ion of
Research/
Information
Systems

* Function

Ratings of
Aspects of
Research

Ratings of
DOC Per-
formance in
Review/
Approval of
Research and
Information

Primary
Method of a
Data Collection

Method of
Data Presentation of
Data/Results

Sources

Administration
of Form A
Questionnalre

Inferviews,
Content
Analysis

Interviews,
Adminlstration
of Form B
Questionnaire

Interviews,
Administration
of Form B
Questionnaire,
Content
Analysis

Interviews,
Content
Analysis

Administration
of Form A
Questionnaire

Administration
of Form A
Questionnaire

Systems Designs/

Processes

Advisory Board
Members,
CCA Administrators,
CCA Staff (incliuding
Probation, parole
officers), CCA
Spectalists

CCA Administrators,
CCA Staff,
Comprehensive
Plans, CCA Area
Annual Reports

CCA Adm!nlg+ra?ors,
CCA Staff

CCA Adminis-
trators, b
CCA Staff,
Comprehensive
Plans, CCA
Area Annual
Reports

CCA Administrators,
CCA Staff,
Comprehensive
Plans, CCA Area
Annual Reports

Advisory Board
Members,
CCA Administrators,
CCA Staff (including
‘probation, parole
officers), CCA
Special ists

Advisory Board
Members, CCA
Administrators, CCA
Staff (including
probation, parcle
offlicers), CCA
Special ists

Table 6

Table 7

Table 8
Incorporation
in Text
Table 9

Table 10

Table 11
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(Table 1: Data‘Sources for CCA Evaluation of Corrections Organization by
Method of Presentation of Data/Results ~ continued)

Organizational
Function or
Structure

Reseat /
Information
Systems

(continued)

Budgeting

Organizational
Structure

Types of
Measures

Suggested
Changes in
Research/
Information
Systems
Function

Achievements,
Changes since
CCA Was
Implemented,
Problems and
Issues

Indicators of

Implementation

of Budgeting
Funcfiqn

Ratings of
Aspects of
Budgeting
Function

Primary
Method of a
Data Collection

Method of
Data Presentation of
Sources Data/Results

Interviews,
Administration

of Form B
Questionnaire

Inferviews,

Administration
of Form B
Questionnaire,
Content
Analysis

Interviews,

Content
Analysis

Administration

of Form A
Questlionnaire

CCA Adminis- Table 12
trators of
CCA Staffb

Incorporation
in Text

CCA Adminis~
trators, b
CCA Staff,
Comprehensive
Plans, CCA
Area Annual
Reporis

CCA Adminis-
trators, CCA
Staff,
Comprehensive
Plans, CCA Area
Annual Reports

Table 13

Advisory Board Table 14
Members, CCA

Administraters,

CCA Staff

(including probation,

parole officers),

CCA Special ists

CCA Adminigfrafors,

CCA Staff

Tabfe 15

Suggested Interviews,
Changes in Administration
Budgeting of Form B
Function Questionnaire

Achievements, Interviews,
Changes since Administration
CCA Was of Form B
Implemented, Questionnaire,
Problems and Content
lssues Andlysis

Cooperation Administration

of Form A
Questionnaire

Satisfaction,
Organizational
Legitimacy,
Organizational
Viability,
Contextual
Environmental
lmpact,
Coliaboration

incorporation

CCA Adminis-
in Text

trators, b
CCA Staff,
Comprehensive
Plans, CCA
Area Annual
Reports

Advisory Board
Members,

CCA Administrators,
CCA Staff

(including probation,
parole officers),

CCA Speclalists

Table 16
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(Tabie 1: Data Sources for C
Mathod of Presentation of Da

Organlizational

CA Evaluation of Corrections
ta/Results ~ continued)

Organization by

Function or T Pfimary il
ypes of Method of Penon of
Str ) 1 o ' .
° uc:ure Measures Data Collection® Sgu?ces ggigsgzzz;$n f
rganizational Organizational Ad i 5
Z minist i
ggﬁszéﬁieor Structure of Fbimriflon Aﬂ:&i:?! ng;d Teble 17
s . . M
Ccomgiore coresi Questionnaire égzinisfrafors,
Staff
(including probation,
parole officers),
- CCA Specialists
atings of Administration
DOC Pertform- of Form A Aﬁ:$§2£§ Board Teble 18
ance in Questlonnaire CCA Adm;nisfrafo
Promu i gat fon CCA Staff e
of CCA Rules (including probation,
parcle officers),
ot CCA Specialists
.Ratings of Administration
DOC Perform-  of Form A Aﬁ:$§2:§ Poard feble 19
ance in Questionnaire CCA AdminisfraTors
Reviewing CCA Staff ’
Cozgl?ggze (including probation,
parole officers),
| CCA Speclalists
Planning, Summa
ry of
Training, Imple i e Teb
v of able 20
Research( chres gfafxon $able ;
énformafnon Systems, Each Index Tag:e 1
udgeting, i of Organi- Ta g
Cooperation Satis- zational wle 17
g?gzé?g,fi | Function or
ationa St
Viability, ructure
Organizational
Legitimacy,
Contextual Environ-
mental lmpact,
Collaboration
Degree of
Implementation i:g:: ; Teble 21
of Indices of Table 9
Organizational Table 13
Function and Table 17

Structure
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{Table 1: Data Sources for CCA Evaluation of Corrections Organization by
Method of Presentation of Data/Results - continued)

Organizational Primary Method of
Function or Types of Method of Data Presentation of
Structure Measures Data Collection® Sources " Data/Results
Ranks, Overall Table 3 Table 22
Ranks of Table 7 ,
Indices of Table 9
Organizational Table 13
Function or Table 17

Structure

a
Response rates for Form A and Form B questionnaires by local community corrections
organizations are:

CCA Area Form A-Response Rate Form B~Response Rate
Region 6 West - 62% (23/37) 75% (9/12)
Anoka 83% (24/29) 50% (6/12)
Arrowhead Reglonal

Corrections 65% (36/55) 58% (7/12)
Biue Earth 80% (24/30) 50% (6/12)
Crow Wing-Morrison 83% (29/35) 58% (7/12)
Dodge~-Fillmore-Olmsted 729 (33/46) 50% (6/12)
Hennepin 79% (26/33) 544 (7/13)
Ramsey 87% (20/23) 46% (5/11)
Red Lake-Polk-Norman 70% (23/33) 27% (3/11)
Rock-Nob les 68% (17/25) 50% (6/12)
Todd-Wadena 70% (21/30) 27% (4/15)
Wash ington 84% -(21/25) 67% (8/12)

743 (297/401) AVERAGE: 51% (74/146)

bDa'ra sources noted apply to data collected through interviews. The data sources
(respondenfipool) for Form B varied by CCA area. Each area nominatcd five potential
Form B respondents from a pool consisting of advisory board members, CCA administrators,
CCA staff (including probation and parole officers), CCA special ists, and other
Individuals familiar with local community corrections organizations. Seven other
potential Form B respondents were randomly selected from the same pool.
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DOC performance in reviewing standards compliance. Table 1 identifies the types of
measures derived from Form A data and also shows where the data have been
incorporated in this evaluation report.

Form B was administered within the context of a second mail survey and contained a
series of open-ended items dealing with both organizational structure and function. It

- asked respondents to identify: a) achievements with respect to research/information

systems, planning, training, budgeting, and organizational structure; b) changes in the
above occurring after CCA entry (where applicable); e) problems and issues; and d)
suggestions for the resolution of problems and issues. Form B was administered %o
approximately twelve individuals in each CCA area. Five of the respondents were
nominated by the CCA administrators and advisory board members from a pool
consisting of all advisory board members, CCA administrators, and CCA staff, CCA
specialists, and any other persons knowledgeable about a local community corrections
organization. The remaining seven respondents were randomly selected from the same
pool. The overall response rate for Form B is fifty-one percent (74 respondents/146
potential respondents) (Table 1).

Because of the low response rate for the Form B questionnaire, no attempt was made
to draw statistical inferences or even to compute descriptive statistics from Form B
data. Form B data were combined with other data derived from content analyses of
documents (such as comprehensive plans and CCA area annual reports) in a subsequent
series of qualitative analyses. The qualitative analyses yielded lists of perceived
achievements of local community corrections organizations with respect to organiza-
tional functions and structure; changes in these occurring as a result of CCA; problems
and issues; and suggestions for resolution of the problems and issues. Ultimately, all
data from qualitative analyses were verified in one-to-one interviews and telephone
interviews with CCA administrators and staff. The types of qualitative measures
derived from Form B data, data from comprehensive plans and annual reports, and
from interviews are outlined in Table 1.

Implementation scores for planning, training, research/information systems, budgeting,
and organizational structure were computed using quantitative measures gathered
through interviews with CCA administrators and CCA staff, from comprehensive
plans, and from annual reports. (These data are included in Tables 3, 7, 9, and 13.) All
data were verified through interviews with CCA administrators and staff. Ranks were
assigned to the local community corrections organizations based upon the quantitative
measures which are measures of effort and do not reflect effectiveness, efficiency, or
cost-effectiveness.

The summary data presented in Tables 20, 21, and 22 were primarily derived from data
discussed above and were taken from the tables identified in Table 1. Table 20 data
were abstracted from Tables 3, 7, 9, 13 and 17. Table 21 data came from Tables 3, 7,
9, 13 and 17 with appraisal of degree of implementation based upon the implemen~
tation criteria discussed in the section immediately below. Lastly, Table 22 data were
derived from Tables 3, 7, 9, 13 and 17. An overall rank for each local community
corrections organization was computed as the ranked sum of ranks for each index of
organizational function and struecture. :

A set of measures and criteria had to be established to objectively judge degree of
implementation of organizational structure and funection. Implementation scores for
each aspect of organizational structure and function considered were computed as the
sum of: a) overall ratings of quality by CCA administrators, staff, advisory board
members, and CCA specialists; and b) "yes" responses to questions indicating the




presence of an objective index reflecting a particular aspect of organizational
structure or funetion such as the existence of a staff pianner. In order to evaluate
degree of implementation, the following decision rules have been adopted: a) if the
average implementation score calculated is less than fifty percent, the aspect of
organizational structure or function that is being examined is not considered to be
implemented; b) if the average implementation score is fifty to seventy-flye percent,
the aspect of strueture or function considered is considered implemented in part; and
¢) if the average implementation score is seventy-six to one hundred percent, the
aspect of organizational structure or funetion is appraised as fully implemented.

II. RESULTS: PLANNING

As introduction to the Results section, it is well to describe the format that will be
followed in presenting results, findings, and suggestions for resolution of problems and
issues. In discussing evaluation results for the sections on organizational structure and
funetion, the format followed is: 1) perceived and objective achievements and changes
since the CCA areas joined the Community Corrections Act; 2) problems, issues, and
suggestions for resolution; and 3) summary and conclusions.

A. Planning: Achievements and Changes

The discussion of achievements will be divided into two sections. The first section
represents perceptions, i.e., opinions, of individuals involved in CCA at the local level
about the CCA organizations. The second section is based upon objective measures of
planning, that is, measures that can be easily verified or observed.

1. Perceived Achievements and Changes

In discussing the achievements observed as a result of the corrections planning that
has ocecurred in the CCA aress, survey respondents, i.e., advisory board membersz CC.A
administrators, staff (including probation and parole officers) and CCA. speciallst§ in
virtually every CCA area relayed the opinion that very little systematic correctlgns
planning occurred prior to CCA implementation. In the main, the pre-CCA planr}mg
was sketehy, did not address all components of the eriminal justice system, and fal!ed
to identify and access external programming and related resources in a comprehensive
fashion.

In contrast, following development of local community corrections organizations,.the
planning process has become institutionalized as an ongoing function of the organiza-
tions and is reflected in the publication of annual plans. Specifically, the planning that
oceurs reflects developing attempts to systematically identify the needs of both
offender and the community. Need identification is translated into prioritized gqals
and objectives within comprehensive plans and results in the corrections programming
available to offenders retained in the community. It is now not exclusively the
criminal justice professional accomplishing a task in isolation, but a spectrum of
professionals planning for community-based corrections. Primarily through the gffgrts
of advisory board members and CCA staff, a developing constituency of criminal
justice advocates has been created to facilitate implementation of CCA goals and
objectives.

Major accomplishments of the planning that takes place are seen, by respondpnts, to
be the ecoordination of elements of the criminal justice system and, most particularly,
the identification and utilization of non-criminal justice resources (e.g., mental health,
welfare, other human services and social services). Other accomplishments of the
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planning process that have been cited by respondents are reduced duplication of
corrections programming and other human services and social services programming
within the community, and, through utilization of data now collected, the ability to
assess cost and cost-effeetiveness in generating planning decisions.

AL in all, most individuals thought that the planning undertaken by local community
corrections organizations was an asset to the implementation of the CCA at the local
level. While it was recognized that planning is a developing organizational function
that is becoming increasingly more sophisticated over time, it was also recognized
that the planning process is a cornerstone for the realm of activities undertaken by
local community eorrections organizations.

2. Quantitative Measures of Planning

The data presented thus far have been qualitative. In terms of quantitative appraisal
of the planning that has occurred, Table 2 presents ratings of aspects of the
comprehensive plans produced by local community corrections organizations. While
only overall ratings are discussed here, it must be pointed out that ratings of the
comprehensive plans have been presented for each CCA area.

A majority of individuals surveyed believed that the comprehensive plans are some-
what representative of the range of activities actually carried out by respective
community corrections organizations. Concurrently, individuals thought that the plans
are organized, are useful as reliable sources of information about community-based
corrections, and do an adequate job of justifying the need for adult and juvenile
corrections programs sponsored by the local community corrections organizations.

The reader should note the consistencey of opinion about the comprehensive plans that
is observed across CCA areas (Table 2). In general, there are no significant departures
or disparities among the CCA areas in the ratings obtained for comprehensive plans.
Additionally, the proportions of individuals who gave the modal response categories

are high, indicating a high degree of concensus in the ratings of aspects of the
comprehensive plans.

In summary, the opinion of individuals involved in loecal community corrections

_organizations (such as advisory board members, CCA administrators and staff, and

CCA specialists) is that the comprehensive plans are reliable documents which do an

adequate job of justifying the corrections programming sponsored within the CC
areas.

Table 3 contains indicators of implementation of the planning function at the local
level, e.g., whether a local community corrections organization has a staff planner.
Based upon the pattern of results observed, additional conclusions about the planning
function can be drawn. To be specific, Table 3 indicates that an average of sixty-four
percent of the elements selected as representative of the planning function have been
incorporated within local community corrections organizations. Based upon this score,
it is coneluded that the planning function has been partially implemented within local
community corrections organizations.

In CCA areas where the CCA administrator also serves as the community corrections
planner, the answer "no" has been recorded under the column entitled "Staff Planner?"
to indicate that a separate planner is not on staff. Because of the range of other
duties and responsibilities assumed by CCA administrators and because of the planning
issues and problems delineated, a decision was made that an assumption that separate
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TABLE 2! Ratings _of Aspects of Comprehensive Plans Produced by Local Community Correcflons Organization

CCA AREA
ALl (nA|l=294) - . (n6y§23) Anoka (nANK=23) ARC (nARC=J6)
Variable Modal Response: Percent” Modal Response: Percent Modal Response: Percent Moda! Response: Parcent
Representativeness Somewhat Completely Somewhat Somewhat
of Plan to CCA Representative (4.0} : 50% Representative (5.0): 48% Representative (4.0): 57¢ Representative (4.0): 53%
Activities

Degree of Organization ¢

Usefulness as
Source of d
Reliable Information

Justifies lleed for
Aduit Corrections
Program Sponsored

Justifias heed for
Juvenile Corrections
Pronrams Sponsored

Somewhat/Completely

Organized (4.5): 76%
Somawhat/Very

Useful (3.5) 77%
Adequately (4.0) : 48%
Adequately (4,0) : 444
Don'+ Know : 27%

Somewhat/Compietely

Organizad (4.5): 83%
Somewhat/Very

Useful (3.5): 78%
Undecided/

Adequately (3.5): 744
Adequately (4.0): 52%

Somawhat
Organized (4.0): 528
Somawhat
Useful (3.0): 52%
Adequately (4.0): 614
Adequately (4.0): 57%

aPercen?age of respondents selecting modal (l.e., most frequently selected) response category.
bRating scate ranged from 1 to 5, where "1" is “completely representstive,n "2" Is "not very representative," "3" |s "undecided," "4" is "somewhat
representative," "5" is “completaly representative,”
CRating scale ranged from 1 to 5, where "1" ls "completely disorganized,® "2" Is “somewhat disorganized," "3" is "undecided," "4" is "somewhat
organized,” "5" is "completely organized.®

Rating scale ranged from 1 to 4, where "1" ig “not at all useful,v

Somewhat/Completely

Organized (4.5): 58%
Somewhat/Very

Useful (3:5): 72%
Adequately (4.0): 429
Adequately (4.0): 36%

n2% is "slightly usaful," “3" is "somewhet useful,” "4" is "very useful"
Srating scale ranged from 1 to 5, where "1" is "not at ali adequately,” "2" is “poorly," "3"™ |s “undecided,” "4" Is "adequa?ely." "5" js Yvery well
fRafing scale ranged from 1 to 5, whare "1" I3 "not at afl adequately,” "2" Is “aooriy," "3" is "undeclided," "4" [s "adequataly |
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TABLE 2: Ratings of Aspect of Comprenensive Plans Produced by lLocal Community Corrections Organizaﬂc:m~
C C A AREA
: v
- : - Dodge-Fi | Imore- - - - j
Blue farth (nBE 24) Crow _¥Wing-Marrison (nCWM 25) Oimsted (nDFO 34) Hennepin (nHENN'ZD) Ramsay (nRA\' 2v |
Variable Yodal Responsa: Percent?  Modal Responsa: Percent®  Modal Response: Percent Yodal Response: Fercent Moda!l Response: Percent ;
representativeness Somewhat Somewhat Somaewhat Somawhat Completaly ¢
of Plan 10 CCA Representative (4.0): 63% Representative (4.0): 60% Reprasentative (4.0): 50% Reprasentative (4.0): 54% Representative (5.0): 33%
Activitias
Zegree of Grganization® Corpletely Somewhat/Comp lotaly Complately Completely Somewhat/Completely
Organized (5.0): 33% Organized (4.5): 84% Organized (5.0): 65% Organized (5.0): 50% Organized (4.5): 1%
Don'+ Know: 25% .
A ¥
usefulness as Somawhat Somewhat/, Very Somewhat/Very Somewhat/Vary N
Source of d Usaeful (3.0): -.38% Very Usaful (3.5): 80% Usaeful (4.0): 56% Useful (3.5): 96% Useful (3.5): T1%
Raliazle Information
Justities ‘ieed for Adequately (4.0): s0% Adequately (4.0): 40% Adequately (4.0): 62% Adequately (4.0): 50% Adequataly (4.Q): 298
Aduit Corrections o *
Program Sconscrad i
!
‘ 4
Justifies Need. for Undacided (3.0): 29% Adaquately (4.0): 44% Adequately (4.0): 68% Adequately (4.0): 39% Acequately/ !
. Juvanile Corrections : Very Wall (4.5): 473 i '
' . . Prograns Sponsored !
* |
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TABLE 2: Ratings of Aspects of Comprehensive Plans Produced by Local Community Correctlons Organization

Dagree of Organizaﬂonc

Usefulness as
Source of d
Reliable Information

Justifies Need for
Adult Corrections
Program Sponsored

. . ! " Justifies Need for
! Juvenile Corrections
! Programs Sponsored

Completely

Organized (5.0): 38%
Ver

Uraful (4.0): 46%
Adequately (4.0): 50%
A&equafely (4.0): 462

Somewhat/Completely
Organlzed (4.5):

Somewhat

Useful (3.0):

Adequately (4.0):

Adequately (4.0):

Completely

75% Organized (5.0): 714
Very

38% Useful (4.0): 67%

50% Adequately (4.C): 624

44% Very Welt (5.0): 48%

CCA AREA
Red Lake-Polk- . Rock- _ Todd~ _ _
Norman {ngpy=24) Nobles (nay™16)  yagena {ngy=21) Washington _ Mwagh 2!}
Variable Modal Response: Percent Modal Response: Parcent Modal Responsa: Percent Modal Response: Percent
Representativeness Somewhat Somewhat Completely Somewhat
of Pian to CCA Representative (4.0):  46% Representative (4.0): 56% Representative (5.0): 52% Representative (4.0): 57%
Activities

Somewhat/Completely

Organlzed (4.5) 90%
Somewhat/Very

Usefu!l (3.5): 813
Adequately (4.0): 4348
Adéquately (4.0): 57%
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staff planners would be needed is valid. Therefore, an evaulation decision was made to
not treat the administrators as planners in deriving total planning scores.
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To return to the point, Table 3 reveals that two-thirds of the CCA areas do not have
staff members whose primary duties and responsibilities are planning activities. In
those CCA areas, the CCA administrator invariably functions as the staff planner.
The primary reason for this seems to be insufficient funds to hire a separate planner,
although it has been pointed out that regardless of staff complement, CCA administra-
tors maintain overall responsibility for the implementation of the planning function.
Nevertheless, the fact that staff plenners are present in only one-third of the loeal
CCA organizations is viewed as primary evidence that the planning funection is not
being implemented to the maximum extent possible. Holding responsibility for
carrying out planning needs assessments alone would account for a substantial amount
of time. In addition, the responsibilities associated with the production and implemen-
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i tation of comprehensive plans suggest that planning is a full-time job. To the degree

{L that improvement in carrying out all setivities formally associated with planning
would be realized, it appears necessary that staff planners be maintained by local

0" community corrections organizations.

‘*3\ With regard to local planning policy statements, it is seen that fifty percent of the

N local community corrections organizations do not have a statement showing why the
g,; planning function has been implemented at the local level, what will be accomplished,
5 who will benefit, and what costs and benefits are associated with planning. Further-

more, only two of the twelve CCA areas have local planning guidelines and criteria.

- The planning guidelines and criteria which are used are those provided by the DOC.
|
w “ The conduet of needs assessments and integration of results and findings into decision-
. making contexts has been cited as an activity carried out as a component of the
% planning function. Ninety-three percent of the local community corrections organiza-

- tions have reportely carried out and utilized formal needs assessments. It should be
, . ; pointed out, however, that the interpretion of the term 'meeds assessment" varies
- : ; {" widely, ranging from informal review of situations or conditions to application of
' ‘ XL research methodology to systematically collect and analyze data and devise strategies
for action. The lack of consistent meaning applied to the term prohibits comprehen-
- Co ‘ e sive analysis of the methods actually employed by local community corrections
organizations to ascertain offender and community needs and translate these into
. ) CoT corrections programming. While it is the opinion of individuals involved in local
, - : . L community corrections organizations that comprehensive plans do an adequate job of
- ; g:; justifying the need for the programs included in comprehensive plans, objective data
ColL derived from examination of comprehensive plans do not concur. A majority of the
data and information presented in comprehensive plans do not unequivocally provide
o documentation of the need for specific correctional services or the data presented are
g post hoe, i.e., gathered after the faect.

E3
[ oot

) . . - Quantitative data also indicate that, to some extent, cross-system resources are being

' ' ' ‘ [{}}‘ﬁ integrated into use by "~~al community corrections organizations as mandated by the

) L W - CCA. No data exist ai this time with which to assess the adequacy with which the

. correctional needs of the offender and the community are being met, however. This

g{ ; latter statement refers both to the range of correctional services funded by local

i community corrections organizations as well as to the range of other services (e.g.,

i human services, social services) potentially available through non-corrections re-

_ ‘ i sources. Similarly, no quantitative data are available which suggest that duplicative

3 i ’ : o j ﬁ corrections and human/social services programming, if they ever existed, have been

" reduced by the planning activities undertaken by local community corrections organi-
zations.
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TABLE 3: Indicators of Implementation of the Planning Function by Local Community Corrections Organlzation
Maintain Maintain Produce Overall Rating
Written Written Conduct Written of Perceptions
Local Pianning Local Planning Planning Annual of Adequacy of Total Planning
CCA Sta. f Planning Policy Guidel ines Needs Comprehensive Compgehensive Planngng lmpleme;afaﬁgn
Area Planner? Committee? Statement? Criteria? Assessments? Plan? Plan Score Score®’ Rank
seore | Ran
6W No® No No No Yes Yes + 3 432 3/ 1
Aroka No® Yes Yes No Yes Yes + 5 g (5/7) 4.5
ARC Yes Yes No No Yes Yas + ] % (5/75 4.5
Blue Earrh No © Yes Yes No Yes Yes + 5 ng s/ 4.5
Crow Wing- No © Yes Yes No No Yes + 4 57% (477} B
Morrison
Dodze~Fi f imore~ No ® Yes Yas Yes Yes Yes + 6 86% (6/7) 2
Olmsred
Hennepin Yes No No No Yes Yes + 4 574 /1 8
Ramsay Yes No No No Yes Yes + 57% (477 g
Red Lake-Polk- Yes Yes Yes Yes * Yes Yes + 7 1605 (777 1
Norman
Rock-Nob les No ® No No No Yes Yes + 3 438 (3™ 1
"Todd-Wadena No © Yes Yes No Yes Yes * 5 7L .(5/7) 4.5
Washington No No No No Yes Yes + 3 438 (3/7) 11
AVERAGE : 4.5 AVORAGE: 843
Zoveral | rating is derived from opinions of advisory board members, CCA administrators and staff, and the CCA
specialist for each CCA area. Refer to Table 2.
Total planning score Is computed as the sum of the "yes" and “+" measures observed within each CCA area.
Planning Implemeniation score = Total planning scare + Maximum planning scora (7 points).
Planning implementation® scores evaiuate level of effort but do not retiect an overall asgessment of quality,
€ fectiveness, or efficlency.
Scca administrator serves as staff planner.
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B. Planning: Problems and Issues/Recommended Changes

The problems and issues surrounding the planning function of local community
corrections organizations primarily involve: 1) roles and responsibilities; and 2)
resource management.

1. Unclear Roles and Responsibilities of Staff and Advisory Board Members

In some CCA areas, planning is viewed primarily as. a staff function augmented by
input and feedback from the advisory board. In other CCA areas, planning is
undertaken by ecommittees of the advisory board working with staff. Regardless of
organizational format, some confusion or dissatisfaction exists with regard to level of
effort and responsibility that is assumed or not assumed by either the staff or the
advisory board in making decisions about such things as the prioritization of needs,
selection of programmatic strategies, and allocation of funds.

In addition, there is concensus across local CCA organizations that advisory board
members resist participation in the planning process. Conflicting demands on their
time are considered the primary reasons, although the perception exists that some

advisory board members are just not interested in planning or think that it has no
utility.

Confusion about roles and responsibilities also arises between advisory beards and the
county boards about which holds power for the administration of the Community
Corrections Act. The county boards have sign-off authority on questions of CCA
resource allocation or reallocation, which actually means that their impact can be on
any of the funections of local community corrections organizations. The responsibili-
ties of the advisory board members basically revolve about the planning funetion but
are advisory to CCA staff and to the county board. Role conflict enters when county
boards exercise their administrative authority to make decisions which may override
those of the advisory board. Some advisory board members react to the override in a
negative fashion. The results are reportedly varied, ranging from anger to diminished
participation in the planning process. The point of contention is whether the county
boards' decisions legitimately override those of the advisory boards.

Each of the problems delineated with respect to roles and responsibilities inhibits
execution of the planning function. Internally, the result is inefficient utilization of
staff and advisory board resources. Externally, with respect to acquisition and
integration of cross-system resources, loss of participation of advisory board members
results in incomplete planning for and incorporation of cross-system resources for use
within local community corrections organizations.

a. Suggestions for Issue Resolution

To the extent that the planning function is inhibited by unclear roles and responsibil-
ities of staff and advisory board members, select management tools can be employed
for assignment and clarification. For example, responsibility charting could be
implemented in association with a management by objective (mbo) model. A series of
formal negotiation sessions could also be held to define, identify, and/or allocate
responsibilities associated with the planning function. The goal here is to facilitate
planning by breaking the task of planning into a set of activities for which specific
individuals or job classes are held responsible. Since the management skills required to
resolve the issues are fairly specialized, it is further recommended that a management
or planning consultant be brought in to assist with this task.
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The issue of apparently incomplete incorporation of cross-system resources into local
community corrections organizations is severe. The Community Corrections Act
mandates the aequisition of a full range of services (e.g., social services, human
services, educational services) for inclusion within these loeal corrections organiza-
tions. To the extent that this is not being accomplished, both the letter and the
philosophy of the CCA ¢re not being fulfilled. Therefore, it is suggested that the CCA
rules and guidelines as they pertain to the structure of advisory boards and to the
planning function be evealuated for possible modification.

It has been suggested by some respondents that a solution to the issue of insufficient
advisory board participation in the planning process is a change in composition of the
advisory boards. The suggestion for change in the composition of advisory boards most
often put forth by individuals involved in local community corrections organizations is
to alter both the CCA rules and guidelines as well as local organizational policy.
Advisory board members who do not assume assigned responsibilities or actively
participate in the organizations should, according to this line of thought, be replaced.
Planning should be conducted by those persons who are interested and have the time to
do so.

For philosophical as well as political and economic reasons, the representation of
different fields within the advisory board must be maintained. If attention is shifted
to the goals and objectives of planning and if consideration is paid to the fact that it is
individuals who are skilled in planning who should actuelly effect the task, then an
alternate recommendation appears feasible. Specifically, it is suggested that s
committee of advisory board members and ad hoe committee members together with
CCA staff be assigned to carry out the cross-system planning funection dictated to
local community corrections organizations by the CCA. The ad hoc members should
be those persons who carry out analogous duties and responsibilities in the fields
represented by advisory board members. This committee should cooperatively draw up
plans for the acquisition and utilization of cross-system resources. As would normally
be the case, the cadre of planners/ad ho¢c ecommittee members would report to and
review preliminary recommendations with their supervisors or colleagues, who would
be advisory board members. The full advisory board would then serve to review and
approve the comprehensive plans.

A final suggestion is that a planning task force be established to consider the
feasibility of what has just been proposed. The planning task force should be
comprised of members (staff, advisory board, volunteers) of all the loeal community
corrections organizations, appropriate DOC staff, cross-system planners, as well as
planning consultants. The primary job for the planning task force would be to devise
strategies to accomplish the cross-system planning stipulated by the CCA. The task
force could also serve to implement the additional suggestions for change presented
here.

2. Lack of Formal Training in Planning Models and Methods/inconsistent Terminology

Further confusion in carrying out the planning funetion is eontributed by the apparent
fact that few advisory board members or CCA staff have had training in formal
planning models and methods. As a result, the strategies they elect to follow to
accomplish planning activities vary as a function of their particular training and
experience. This can and does cause confusion about how the planning process should
proceed, what it should accomplish, and who should effect its completion and

implementation. Concurrently, advisory board members come from a variety of fields.

The terminology they use to refer to planning and programming differs, thus producing
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a barrier to effective communication. Communication becomes imprecise, and inter-
pretations of meaning vary greatly. A common language is absent although shared
meaning is considered essential to the planning process.

a. Suggestions for Issue Resolution

To the extent that effective and efficient interaction is inhibited by lack of common
strategies for problem solving and by lack of common planning terminology, then
aporopriate training is the key to issue resolution. Training programs should be
sponsored for CCA staff, advisory board members, and related professionals in order
to develop a common body of knowledge and skills with which to carry out the planning
function. Both the structure and content of the training programs should be
established in conjunction with CCA administrators, staff, and advisory boards. The
training program should also be subject to review and approval by the planning task
force recommended previously. A centralized body, such as the DOC or MACCAC,
should maintain responsibility for condueting the training program to ensure utility of
content; however, the specific content of the training program should be based upon an
assessment of the training needs of target audiences. The end product of the training
program would, ideally, be common planning terminclogy and strategies within and
across local ecommunity corrections organizations. Such an accomplishment could
possibly serve to encourage information sharing and discussion of the utility of various
strategies in carrying out different kinds of planning even though each would be
adapted for individual local community corrections organizations.

3. Levels of Involvement by the Judiciary/Probation and Parole Officers

The levels of involvement in the planning process by the judiciary are perceived to be
problematic at both extremes since the potential success of community corrections
programming is viewed as largely dependent upon cooperation and acceptance by
judges. The extent to which they accept or reject both community-based corrections
as well as particular programs, in part, depends upon whether they saccept the
philosophy of community-based corrections, the legitimacy of the local community
corrections organizations, as well as the quality of programming available.

Because of the autonomy and influence of the court, the decision to use/not use
programs or to require various correctional services (e.g., custodial evaluation) sets a
direetion for the planning process by influencing both the selection of service
modalities and resource allocation. It has been pointed out that, regardless of the
effectiveness, cost, or cost-effectiveness of any given correctional service, accept-
ance or rejection by the court determines the future availability of and emphasis
placed upon use of that service. It also affects the monies that are expended to
support the continuation or modification of the correctional service as well as other
services. A similar phenomenon is observed in the case of probation/parole officers
whose decisions to utilize or not utilize various correctional services are crucial
because of their working relationship with judges who often rely on their judgment and
recommendations regarding offender treatment plans.

a. Suggestions for Issue Resolution

The suggestions that can be made here are somewhat vague because of the nature of
the issues delineated as well as because of far more complex issues pertaining to
separation of powers (executive versus judicial) and due process. As far as cooperation
between local community corrections organizations and the court in carrying out the
planning funetion is concerned, frequent interaction incorporating a ‘wo-way feedback
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mechanism is necessary. To the extent that CCA planning decisions are based upon
the existence of objective ("hard") data on need, effectiveness, cost, or cost-
effectiveness, executive decisions to institute, modify, or terminate correctional
services should be made and carried out. As with any important decisions, optimal
planning decisions should be based upon consideration of all factors and sources of
information, including in this instance the judiciary. From the other perspective, i.e.,
that of the court, this feedback mechanism should funetion to support the judicial
planning function. The same data used by CCA staff should be available to the court
to facilitate its decision making. The sharing of data and information should result in
an optimal match between executive and judicial needs and allocation of resources.

The existence of strong CCA administrators and advisory boards, as well as the
existence of strong local community corrections constituencies, also encourages inter-
action and cooperation by providing the court with sufficient feedback about the
concensus of the directions corrections planning should take. The presence or absence
of broadbased support for community corrections planning decisions and possibilities is
a source of information the court utilizes in a decision to cooperate/participate in the
organizational planning funetion and in making judicial planning decisions and recom-
mendations. The CCA staff and advisory boards should serve as advocates for compre~
hensive planning.

Finally, to the extent that executive and judicial power, duties, and responsibilities are
unclear, overlapping, or contradictory, resolution should be accomplished through
statute. Therefore, it is suggested that the planning task force consider these issues
with a possible goal of enacting or modifying legislation.

4. Inadequate DOC Planning Guidelines/Technical Assistance

The contribution of the DOC, as a primary resource, to the exécution of the planning
funetion at the local level is seen to require improvement. As Table 4 reveals, modal

ratings of the technical assistance provided to local community corrections organiza-

tions suggest that the overall performance of the DOC is both good and timely. State
and local staff have cooperated with each other and this interaction has somewhat
facilitated local CCA operations. (Table 4 shows that the overall levels of support
across related variables are not high, however, and there are relatively high percent-
ages of "don't know" responses.)

Interviews with CCA administrators and staff suggest that problem areas are level of
activity of the DOC in actually providing the technical assistance and imprecise and
equivoeal planning guidelines. With respect to the first, the opinion of CCA staff at
the local level is that CCA specialists and other DOC staff involved with CCA do not
assume an active role in delivering technical assistance in planning on a regular basis.
The provision of technical assistance and technical information is done on a reactive
rather than a proactive basis. This is particularly problematic for CCA areas which do
not have a planner and where the implementation of the planning function is the
responsibility of the CCA administrator and/or advisory board members. The absence
of a planner or the lack of training in planning models and methods, combined with
difficeulty in interpreting planning guidelines, result in confusion about the content and
format of the comprehensive plans. The absence of standardized format, topical
areas, and units of analysis also inhibit comparison of the contents of comprehensive
plans across CCA areas. As an example, comparison would be of assistance in
estimating relative effeet and cost as well as cost-effectiveness across CCA areas.
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TABLE 4: Ratings by local Community Correct

ions Organization of the Performance of the DOC in Carrying Out

Yancates of the Community Corrections Act: Provide Consultation and Technical Assistance in the

Cevelopment of Comprehensive Plans

CCA AREA

(n,,,=294) F (0 50 P23)
ALY All &M tngy~23) Anoka ANK

Variable Modal Pesppnse: Percent? Modal Response: Parcent Modal Response: Parcent
Overall Pergormance Good (4.0): 36% Good (4.0): 39% Good (4.0): 487
of the DOC Don't Know: 26%
Effect on Local Somewhat Facllitated (4.0):  33% Somewhat Somewhat
CCA Operations Don't Know: 308 Facilitated (4.0): 39% Facllitated (4.0): 52%
Leve! of Cooperation Good {4.0): 328 Good (4.0): - 394 Good (4.0): a8
between the DOC and the Don't Know: 314 Don't Knpw: 30%
Local Community d
Corrections Organization
Lteve! of Activity Somewhaf‘Acflva (4.0): 333 Somawhat Active (4.0): 35% Somewhat Active (4.Q): 48%
of the DoC ® Don't Know: 30% Don't Know : 26% Don't Know: 26%
TImellne;s of DOC Timely (4.0): 37% Timely (4.0): 304 Timely (4.0): 57%
Efforts Don't Know: 37% Don't Know: 394 Don't Know: 264
Has the DOC Provided, Somewhat Adequate (4.0): 344 Somewhat Adequate (4.0):61% Somewhat Adequate (4.0):30%

Adequate Guidelines?~ Don't Know:

37% Don't Know: 30%

aPercenfage of respondents selecting modal response category.

Rating
Rating
"5" is
eRaﬂng
Rating
"5" is

scale ranged from 1 to 5

scale ranged from 1 to
"greatly facilitated."
scale ranged from 1 to
scale ranged from 1 to
"very active."

5,

3,
5,

Reting scale ranged from 1 to 5,
Rating scale ranged from 1 to 5,
adequata," "5" is "completely adequate."

where "1V is
where "1" ig
where "1" s
where "1" is
where "1" |
where

llbad'" llzll is Ilpwr'" "3" is Ilfair’ll ll4|| ‘S "good'“ "5" IS !'exeellen-*.."
Ygreatly hindered,” "2" is ";omewha+ hlndered,""B" Is "undecided," "4" Is Ysomewhat facllitated,”

llbad'" llz" iS "pool'," "3" 'S "fa'l‘," |l4" IS Ilgood'" "5" ‘5 "exce' ‘enf_"
"very passive," "2" is “somewhat passive," "3" Is "undeclded," "4" [s “somewhat active,"

s "nonexistent,” "2Y |s "jate," "3¥ |s "sl!ghfly deiayed," "4" is "timely," "5" is "t early.”

nyw ls "none PFOV1dOd“"2” s "complofely Inadequate,™ "3" |s "somawhat Inadequete,” M4" is "somewhat
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TABLE 4: Ratings by lLocal Community Corrections Organization of the Performance of the DOC in Carrying Out

Mangates of the Community Corrections Act:

Provide Consultation and Technical Assistance in the

Development of Comprehensive Plans

C C A __AREA
{n, ,~=36) (n..=24) Crow Wing~ (n,=25)
ARC ARC Blue Earth BE Morrison Civd
Modal Response: Percent Modal Response: Percent Modal Response: Percent
Overall Periormance Fair/Good (3.5): 593 Fair (3.0): 29% Good (4.0): 449
of the DoCP Don't Know: 338

Effect on Local Somewhat Facilltated (4.0): 31¢ Somewhat Faciiitated (4.0): 25% Somawhat Faclliitated (4.0): 32%

CCA Oparations © Don't Know: 28% Don't Know & 422 Don't Know: 28%
N
N
- Leve! of Cooperation Good (4.0): 364 Falr/Good (3.5): 42% Good (4.0): 32%
vetween the DGC and Don't Know: 31% Don't Know: 38%
the local Community .
Corrections Organizatlon
Lavel of Activi‘y Somewhat Active (4.0): 42% Somewhat Active (4.0): 182 Somewhat Active (4.0): 40%
of the DOC:® Don't Know: 33% Don't Know: 328
Timeliness of DOC Timely (4.0): 445 Timely (4.0): 217 Slightly Delayed (3.0): . 32%
Efforis | Don't Know: 33% Don't Know : 50% Don't Know: » 28%
# «
! * Has the DOC Provided Somewhat Adequate (4.0): 50% Somewhat Adequate (4.0): 25% Somewhat Adequate (4.0): 32%
- Adequate Guidelines? Don't Know: 312 Don't Know: 42% Don't Know: 36%
y
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TABLE 4: Retings by local Community Corrections Organization of the Performance of *he DOC In Carrying Out
Mandates of the Community <orrections Act: Provide Consultation and Technical Assistance in the
Development of Comprehensive Plans
CCA AREA
Codge~Fi{lmore- = = -
Olmsted (nDFO 34 Hennepln (nHENN 26) Ramsey (nRAM 21)
Yariable Modal Response: Percent todal Reésponse: Percent Modal Response: Percent
Overall Pe(t"forrrance Good (4.0): 414 Fair (3.0)% 27% Poor/Good {3.0): 38%
of tha DOC Don't Know: 324 Don't Know: 318 Don '+ Know: 38¢
Effect on Local Somewhat Faclititated (4.0): 38% Somewhat indered/Undecided/ Undecided (3.0): 24%
CCA Operations®© Don't Know: 29% Somewhat Facilitatéd (3.0): 58% Don't Know: 48%
Don't Know: 39%
tevel of Cooperation Good (4.0): 38% Poor/Fair (2.5): 38% Falir (3.0): 338
tetween the DOC and the Don*t Know: 35% Don't Know: 39¢ Dori't Know: 48%
tocal Community
Corrections organlzation
Level of Activity Somewhat Active (4.0): 41.5 Somewhat Active (4.0): 19% Somewhat Passive/
Of the DOC® Don't Know: 35% Don't Know: 424 Somewhat Active (3.0}: 28%
Don't Know: 48%
Timelinefss of DOC Timely (4.0): 4l$' Late/Slightly Delayed (2.5): 38% Timely (4.0): 24%
Efforts Don't Know: 44% Don't Know: 42% Don 't Know: 524
Has the DOC Provided Scmawhat Adequate (4.0): 41% Somewhat [nadequate (3.0): 23% Somawhat Inadequate (3.0):  14%
Adequate Guldelines? Don't Know: 413 Don't Know: 42% Dontt Know: 623
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TABLE 4: Ratings by Local Community Corrections Organization of the Performance of the DOC in Carrying Out

Mandates of the Ccrmunity Corrections Act:

Provide Consultation and Tecnnical Assistance in the

Development of Comprenensive Plans

CCA AREA
Red Lake~Polk- = Rock- = Todd- -
Norman ("RPN 24) . Nobles (nRN 16) Yadena ("Tw 21

Variable Madal Response: Percent Modal Response: Percent tiodal Response: Percent
Overall Performance Good (4.0): 63% Fair/Good (3.5): 38% Good (4.0): 48%
of the DOCP Don't Know: 254 Don't Know: 29%
Effect on Loca Somewhat Faclliitated (4.0}: 42% Somewhat Facliltated (4.0): 253 Somewhat Faclilitated (4.0): 29%
CCA Operations Don't Know: 33% Don't Know: 254 Don't Know: 29%
Leve! of Cooperation Good (4.0): 54% Falr (3.0): 25% Excellent (5,0): 24%
vetween the DOC and Don't Know: 31% Don't Know: 29%
the Local Community
Corrections Organization d
Level of Activity Somewhat Active {4.0): 29% Somewhat Passiva (2.0): 25% Somewhat Active (4.0): 48%
of the pote : Don't Know: 31 Don't Know: 29%
Tlmelim?ss of DOC Timely (4.0): 549 Slightly Delayed/Tlmei'y(BJ):SB% Timely (4,0): 438
Efforts Don't Know: 25% Don't Know 44% Don't Know @ 33¢
Has the DOC Provided Somewhat Adequate (4.0): 42% Somewhat Adequate (4.0): 38% Somewhat Inadequate/
Adequste Guidelines?9d Don 't Know: 444 Somewhat Adsquate (3,5): 38%

Don't Know: 38%
USRI WSROI SSSUUS SV S N S WU R SN A YO RN U N RO R ST R S

¥e

e
¥
¢
i
.
i
e

K

o T e e

ey —_.“....“




e b g e

{ . H : 3 1 131 | P
R w ’u‘. LY = R 1 LSRR i odd [ RIS} b Lomd

%; e LIV T DR S S SR S s PR A e S R ST S S e e B
/

i
!
¥
|
" TABLE 4: Ratings by Local Community Corrections Organization of the Performance of the DOC in Carrying Out
Mandates cf the Community Corrections Act: Provide Consultation and Technical Assistance in the
Development of Comprehensive Plans
r
Washington (nWASH=21 ! :
Variable Modal Response: Parcent ]
Overall Performance Exceilent (5.0): 387
of the DOCD
Effect on Local Somewhat Faciiitated (4.0): 43% :
CCA Operations© a
N P
- vt
Level of Cooperation Good (4.0): 434 ‘
Between the DOC and
the Local Community d
Corrections Organization
Level of Activity Somewhat Active (4.0): 43%
of the DOC® } -
| 4
H ¥
_ Timatiness of DOC Timely (4.0): 62% -
. Efforts f Don't Know: 29%
P .
) Has the DOC Provided Somewhat Adequate (4.0): 29¢ ]
Adsquate Gulidelines? 9 Don't Know: 389
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a. Suggestions for Resolution

As far as the proactive provision of technical assistance and technical information
influences the implementation of the local planning function, partial resolution
involves the negotiation of technical assistance schedules between community correc-
tions organizations and the DOC. Suggestion has been offered that, where planning
resources and expertise are needed locally, the DOC actually provide them—for
example, send in a planner to assist in the preparation of or develop the comprehensive
plans. This is considered essential for CCA areas that do not have sufficient funds to
maintain planning staff, or where the planning function is one associated with the CCA
administrator or a committee of the advisory board.

Insufficiently frequent technical assistance is a mediating issue. An underlying issue is
need for training in formal planning models and methods for CCA specialists, CCA
administrators and staff, and advisory board members. Consequently, the suggestion
that must be made here is to train CCA specialists in planning models and methods as
well as in allied areas (e.g., data analysis and interpretation). Where, for reasons of
time constraints or differing committments, the CCA specialists cannot provide the
amount of technical assistance deemed necessary, alternate planning resources should
be accessed. For example, planning consultants could be maintained by DOC or
MACCAC and dispersed to the local community corrections organizations when there
is need for their services.

Regardless of the existence of technical experts in planning, CCA staff and advisory
board members should receive training in various aspects of the planning function. As
with the CCA specialists, the training should include information about and experience
with related areas such as information systems, data analysis and interpretation, and
cost analysis. Information about and experience in planning methods and models would
facilitate the planning process in a number of ways. As illustration, less time might be
wasted in deeiding how best to display planning data used in making a major deecision
about resource allocation and utilization. The training would also permit individuals
carrying out planning to communicate efficiently since common terminology would be
used.

Finally, the DOC should restructure planning guidelines if the newly-published
guidelines fail to provide local community corrections organizations with the informa-
tion on content and format required to construct the comprehensive plans. A eriticism
of the guidelines has been that they do not specify a standard format nor do they call
for uniform units of analysis, similar data elements, types of analysis included, or
methods of data display. This is seen to hinder analysis and comparison of offender
needs, services, cost, and cost-effectiveness across local community corrections
organizations.

The planning task force that has been recommended should study the problems and
issues pertaining to: 1) the scheduling of technical assistance; 2) training of CCA
specialists, CCA administrators, staff, and advisory board members; 3) the use of
planning consultants, and 4) DOC planning guidelines. The planning task force should
also examine the possible, role the DOC or an organization such as MACCAC mlght
play in coordinating the use of planners and planning consultants and/or in sponsoring
or coordinating training in planning models and methods.

5. Issues Associated with the Production of Comprehensive Plans

The fifth issue that has arisen in regard to the planning function assumed by local
community corrections organizations is associated with inadequate or inefficient
utilization of internal resources in the production of comprehensive plans. In virtually
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all CCA areas, individuals think repetition of the entire planning process—particularly
production of the comprehensive plans—on an annual basis is duplicative, is time-
consuming, and represents inefficient utilization of staff resources.

A second major problem associated with the yearly plans is the fact that, especially
for new programs or in situtations where available data are secarce, there is
insufficient time to gather, analyze and incorporate data, results, and recommend-
ations into the next year's plans. Decisions about inclusion of programs or services in
subsequent annual plans must often be made in the absence of objective data
pertaining to effectiveness, cost, cost-effectiveness, assessed needs of the offender,
or assessed needs of the community. Incomplete data mean that planning decisions are
made subjectively and that resources may not be being utilized effectively or
efficiently.

A third problem related to the production of the annual comprehensive plans results
from different state and local budgeting cyecles. The budgeting eycle of the former is
based upon a fiscal year, that of the latter, upon a calendar year. This disparity plus
the deadline for submission of comprehensive plans to the DOC mean that a
subsequent year's budget is actually estimated six to eighteen months in advance.
CCA administrators claim that variables such as level of government spending,
changing offender and community needs, inflation, and lack of information on program
effectiveness make estimation for that period of time imprecise and sometimes
unrealistic.

a. Suggestions for Resolution

It is suggested that a multi~-year planning eycle be adopted in which comprehensive
plans are generated by local community corrections organizations every two years.
Because of the existence of largely uncontrolled factors, however, offender needs as
well as resource availability and purchasing power will continue to be difficult to
estimate for more than a 12-month period. Because of this, an annual update to the
plan should be incorporated into the cycle. The primary component of the update
would be the second year's budget and other information as appropriate. As with the
other issues discussed, it is suggested that the planning task force explore the
feasibility of the suggestion and that they transmit their findings to DOC, including
possible recommendations for modifieation in the CCA.

6. Inadequate Identification/Integration/Utilization of Cross~-System Resources

The opinion of CCA administrators, staff, advisory board members, and CCA special-
ists is that comprehensive cross-system planning has not been fully instituted in
conjunction with implementation of the CCA.

The lack of appropriate identification, integration, and utilization of available
community resources ocecurs because community corrections planners or individuals

responsible for planning do not routinely work with county planners, human services

planners, social services planners, and the like. (In many instances, there are no
planners.) Thus, continuity of planning effort is absent or incompiete. As a result, in
some instances duplicative programming exists in the community which represents a
waste of resources. In other instances, correctional service gaps are present either
because available community resources have not been identified or corrections
resources which might be allocated for other purposes are expended for ineffective or
inappropriate programming. (Before continuing, it is well to point out that many
educational services, mental health services, human services and social services are
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simply not offered through public auspices in CCA counties with relatively small
populations.)

a. Suggestions for Resolution

The Community Corrections Act mandates the delivery ,CI).f si hfull rfngtet%g tsetI;,iisc?f rﬁzl‘;
ithi i ion: izations. To the exten is

use within local community corrections organizat ; ; ot

i i - i tion of local community correction

being accomplished through the planning f_unc ity corrections
izati i the philosophy of the CCA are being 1ull

OO oy e l.ette_r abe hether it is ineffective, the result is less

Whether cross-system planning 1S absent or whether 1 ’ : -

i i . If the CCA model is valid,

ehensive range of services for the offgnder . ( _

iggnrgsﬁtl)g pon a noncomprehensive range of correctional services W}ll be the retert}tégg

of fewer offenders in the community and the successful rehabilitation of fewer O

offenders who are actually retained. _

a number of the suggestions deemed appropriate have b.een presented
aBgosgfi égigc?t"icaﬁ'y, planners from the dif_ferent fields_mcorporated Xlt\l;énc?o%iszgzzlg
be included in ad hoe committees of advisory boards in order tc_)bac 1fe e out
planning. Where planners are nonexistent, persons responsible for carry
analogous activities should sit on the committee.

Where a full range of publie services is not available, atn gﬁtir—goze;?r:lhin‘ég‘ ‘:cie::sg; fo';ﬁ:
i i the establishmen .
should be convened to examine alternatives for ¢ . vices.
i i izati themselves facing this situation
community corrections organizations @hat.fmd : .
é%gilld assume i‘leadership role in alleviating it as a major obstacle to community

corrections planning.

i i i i implies that appropriate
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i . The implication is that less
appropriate to meet those needs. T et LS e those needs.
exists between offender needs and the resources require¢ t evia secs.
iti i i his point is to initiate or coniin
dditional planning recommendation made at t o
zpfir?der lneedspassessments to ensure that tl_me necess_ary'range of cross-system
services is made available to communjty corrections organization.
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ness of treatment are not addressed here.' In is instance, fed
i i those resources to offenders wo
would be available, but mechanisms for delivering t enders a
i i i 1 treatment programs might nee
either not exist or work. For example, clients in jai e e
i i .sie Education courses could be made avai
to complete their educations. A_dult Basic E ISes CoUl D Mty board of
within the institutional setting if cooperative agreemen th unty boand o°
i i that problems associated wi
education were established. Means of ensuring 1 : 20 I Foe
i i i thin the realm of planning activities.
delivery of services are cirecumvented f.all wi ! . 2 1o s
i i letters of intent to purchase oL s
example, ccoperative agreements ranging 1rom : b S O e o
] i delivery of cross-system ser
contracts are means for ensuring the efficient _ ;
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7. Turf Problems/Lack of a Community Corrections Constituency

In a number of instances, cross-system planning efforts have not been entirely
successful because of the apparent unwillingness of some administrators to operate in

situations where it might become necessary to ecompete for, justify, or share resources
or power.

The extent to which such "turf" problems block the aequisition and provision of a full
range of services to the offender is inversely related to the degree that a cross-system
community corrections constituency exists. It is the opinion of a number of individuals
participating in, community corrections at the local level that a constituency has not
been planned for and developed, particularly with respect to citizen involvement and
the involvement of business leaders. Another line of thought is that a strong
community corrections constituency does not exist within the human services field,
the social services field, and within the general community because of the belief that
community-based corrections is not public poliey; rather, it is a secular and somehow
illegitimate aggregation of programs for offenders. In either instance, the results are
incomplete integration of resources and, presumably, less than maximal effect in
facilitating retention of offenders and rehabilitating the same.

a. Suggestions'for Resolution

The suggestions for resolution of turf and constituency issues involve advocacy and
education. The advisory boards of the local community corrections organizations
should be the first advocates for community-based corrections. They should maintain
responsibility to communicate with and provide feedback to their departments,
agencies, organizations, businesses, and the general public about community-based
corrections. That is, they should build and expand the community corrections
constitueney. Conversely, they should provide community corrections organizations
with input and feedback about their fields and encourage cooperative interaction. As
far as cross-systems planning is coneerned they should assure the cooperative planning
process both oceurs and is implemented. Finally, they should participate in the
development of public education programs t¢ transmit information to the general
public about the CCA as a component of public corrections policy and to secure
community input/cooperation in implementing the CCA.

As far as turf problems are concerned, many might be resolved through integration of
governmental functions and responsibilities. Ostensibly, this would reduce extraneous
duplication and overlap and facilitate the delivery of goods and services. Assessment
of the feasibility of governmental reorganization requires long periods of time to
complete as well as the expenditure of large amounts of resources. For the long run,
it is recommended that community corrections advocates consider the support of
governmental reorganization studies in their CCA areas. In the short run, it is thought
that frequent interaction and negotiation will achieve the greatest effect in the
implementation of cross-system planning. The overall strategies and activities that

could be employed to achieve cross-system planning should be developed by the
planning task force.

8. Inadequate Data Collection/Data Elements

The problems and issues associated with data used for planning purposes are: 1)
inadequate data based upon the conduct of systematic needs assessments; 2) avail~
ability of data; 3) comparability of data; and 4) the reporting of data. Auxiliary
problems and issues are the: 5) amounts of staff resources required to collect data; 6)
inability to fund research staff; 7) cost of colleeting and analyzing data; and the 8)
cost of developing and maintaining computer-based information systems. These
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problems and issues are appropriately considered within the section that addresses

research/information systems. A variety of suggestions for problem and issue resolution is proposed, including the

r composition of a planning task force and an ad hoc committee of cross-system
i planners to achieve integration of cross-system resources into local community
corrections organizations. Other suggestions are the conduct of formal needs

C. Planning: Summary and Conelusions

Planning is a function of local community corrections organizations that has been
partially implemented. The average planning implementation score is sixty-four

T assessments and inclusion of these data into comprehensive plans; provision of training

in planning models and methods; renegotiation of the role of the DOC in generating
guidelines and providing technical assistance; and a change to a two-year planning

percent. The planning that occurs is seen (by CCA administrators, staff, advisory Rt )
board members, and/or CCA specialists) to reflect developing attempts to systemati- I i cycle with an annual program and budget update.
cally identify the needs of both offender and the community, and, to integrate cross- B
system resources into correctional services to meet those needs. Additional perceived
accomplishments of planning are coordination of elements of the criminal justice
system; reduction in duplicative correctional services, human services, and social -
services programming; and the capacity to assess cost and cost-effectiveness in
generating planning decisions. By way of comparison, pre~-CCA planning efforts are -
considered to be virtually nonexistent in a majority of CCA areas. The pre-CCA :
planning is considered sketchy, did not address all components of the criminal justice - th . . S . .
system, and failed to identify and access external programming and related resources ; e local community corrections organizations with respect to both issues and
in & comprehensive fashion. : eorresponc}ent suggestions for resolution. For ex.ample, 1neff1c}ent utilization of staff
: I— resources in the yesrly production of comprehensive plans plus insufficient data (about
Available quantitative data do indicate that to some extent, cross-system resources - needs, cost, effectiveness, and/or cost-effectiveness) as planning issues have been

No Rt 1 factors instrumental in the formulation of the recommendation of a two-year planning

are being integrated into use by local community corrections organizations. | - . . ,
objective data exist at this time with which to assess the adequaey with which the Lo r cyele. A two-year planning cycle is sanctioned by eleven of the twelve CCA areas.

correctional needs of the offender and the community are being met, however. This
latter statement refers both to the range of correctional services funded by local

Py
|

. The suggestions for problem/issue resolution are outlined in Table 5. To the extent
- that significant decision makers agree upon the feasibility of implementation, the
suggestions should: 1) yield modification in the Community Corrections Act and the
rules promulgated; and 2) subsequently engender full implementation of the relevant
CCA objective. Across rows, Table 5 shows which planning issues and associated
suggestions for resolution have been identified or sanctioned by each local community
corrections organizations. Columns in Table 5 indicate the extent of concensus across (

Table 5 is an easily assimilated mechanism for assessing concensus about the future

ecommunity corrections organizations as well as to the range of other services (e.g., ! W actions that might be undertaken to maximize the probability of fully implementing
human services, social services) potentially available through noncorrections re- 1 i the local plam}mg functhn. Note that" in all instances, fifty percent or more of the
- local community corrections organizations sanction the planning changes presented.

urces. Simi itati ilab i t duplicative . ) A
sources. Similarly, no quantitative data are available which suggest tha plicati As a final note, it must be reiterated *.aat Table 5 should serve as « guideline for state

corrections or human/social services programming, if it existed, has or has not been E o o] ot s . A

reduced by the planning activities undertaken by local community corrections organi- ]| li: and local decision makers to facilita‘ ¢ change within the CCA planning function. |
zations. o IV. RESULTS: TRAINING i
The average planning implementation score of sixty-four percent. This planning index i N} . . . . . . ;;
as well as associated qualitative data indicate that problems and issues exist which ‘ L As was the case with the planning function, discussion of the achievements and ;

have hindered full implementation of the planning function within local community changes observed within the training function is divided into two sections. The first
corrections organizations. To be specific, eight planning issues have been delineated: : ' r 'se(c]:'uf)(x; aclzoyers lthg .percelved .tachlevem;a'nts andt changes measured as opinions .Of
1) unclear roles and responsibilities of staff and advisory board members; 2) lack of 3 Ln 1viduals mt",'? fc’.e n corpmum yf cg}x;r ections at fhe lqcal level. Th? second set':t{on
formal training in planning models and methods/inconsistent terminology; 3) extreme ’ overs %uan 1 anwe measures t° | the 'trammg _ ur}ctmn, e.g., ratings of training
levels of involvement by the judiciary/probation and parole officers (over-involvement 70 - sponsored as well as an average training implementation score. :

versus abstention); 4) inadequate DOC planning guidelines/technical assistance; 5)

issues eentering around the production of comprehensive plans (e.g., inefficient use of T4 = 4. Training: Achievements and Changes

staff resources, scarcity of data); 6) inadequate identification/integration/utilization - ‘ . ) :
of cross-system resources; 7) turf problems/lack of a community corrections constit- ‘ i 1. Perceived Achievements and Changes ‘
uency; and 8) inadequate data collection/data elements. LE i

; : The primary achievements that have been realized through the training sponsored or
taken advantage of by local community corrections organizations are perceived by
survey respondents to be increased general knowledge, information, and understanding
about the criminal justice system. Individuals, in the main, acknowledge the need for
ongoing training as an important means to attaining desired ends, e.g., the provision of %
high quality treatment to offenders and the expansion of career opportunities.

Nevertheless, an amount of passivity and resistance are acknowledged to exist that
hinder organizational growth and development.

|

The operation of these issues is thought, by survey respondents, to hinder communica- b
tion and cooperation in executing the planning function within local community
corrections organizations. Across components of the criminal justice system and
across a diversity of educational, medical, social services, and humei services areas,
the existence of these issues discourages the cross-system cooperetion and planning
that should accomplish integration of resources and reduction in duplicative program-
ming. That is, full cooperation and mutual effort are not expended to yield cross-
system planning and subsequent programming. No objective data can be presented
with which to estimate the losses or costs incurred due to the influence of the issues.
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The availability of training funds is seen to provide individuals involved with CCA at
the local level with the means to attain personal and professional development. The
existence of training monies allows for the sponsorship of training activities, notably,
inservice training programs. What is more, available funds can be expended for
training resources external to the local community corrections organizations. Re-
spondents thought that the ability to do this greatly facilitates CCA operation.
Finally, training monies are seen to be equitably distributed, with, however, scme
reservation about the influence of county boards upon utilization.

By way of comparison, there was little or no training sponsored or funded prior to
implementation of the Community Corrections Act even in areas in which associations
of eriminal justice professionals existed previously. Additionally, post-CCA training is
perceived to be of higher quality, although the usefulness of the training has not been
overwhelmingly supported (Table 5).

2. Quantitative Measures of Training

Overall ratings of various aspects of the training sponsored by local community
corrections organizations are presented in Table 6. Modal ratings by CCA administra-
tors, staff (including probation and parole officers), advisory board members, and CCA
specialists show that the training sponsored has been good, clear, but only somewhat
useful and somewhat timely. No group of individuals responding thought that enough
training opportunities have been provided. (The results of analysis of variables by
subgroup are not presented here, but little disparity of opinion was exhibited by
subgroup across CCA areas.)

Table 7 displays quantitative data on indices of implementation of the training
function by local community corrections organizations. An average training imple-
mentation score of seventy-seven percent is observed indicating that the training
function has been implemented, at least to the extent that the training function is
reliably assessed through application of the measures of training employed. (No
independent or external judgments of the quality or effectiveness of training sponsored
were made.)

Two-thirds of the local community corrections organizations have a staff trainer or
coordinator and a majority maintain a training committee of the advisory board.
Similarly, all but one CCA area maintain a written training policy statement and most
have established written training guidelines and criteria.

In termy of the conduct of needs assessments and the production of individual and
organizational training plans designed to match training needs with action strategies,
the following has been found. Ninety-two percent of the local community corrections
organizations conduct training needs assessments (informal or formal) for staff and/or
advisory board members. Concurrently, at least a majority of CCA areas annually
produce written training plans for staff/advisory board members and/or an organiza-
tional training plan. An effort to match training needs with general strategies to meet
those needs is undertaken by a majority of local community corrections organizations.

As far as the sponsoring of inservice training programs is concerned, Table 7 reveals
that all local community corrections organizations have sponsored inservice training
programs for CCA staff and for advisory board members. Topics of the training
activities have varied, but have included such things as lectures, site visits, and
workshops. Trainers have sometimes been authority sources from within the local
community corrections srganizations and sometimes they have been consultants
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TABLE 6: Ratings of Aspects of Training Sponsored or Funded by Local Communiiy Corrections Organization

Variable

tUsefulness of Training b

Timeliness of Training ©

Clarity of Information
Presented

Has Enough Training
Been Provided for
Advisory Board? e

Has Enough Training
Been Provided for
Local CCA Staff?

Quality of Training g

Rating scale rangad from
Pating scale ranged from
eRaﬂng scale ranged from
§Hating scale rangad from
Rating scale ranged from
gRaﬂng scale ranged from

1 to 4,

1 to 3,

aPt.er'cem‘l'af.;e of respondentsseleding modal response category.
where "{" is "not at all useful,”™ "2" [s "slightly useful,” "3" is "somewhat usefu!," "4" {s "very useful.”
1 to 4, where "' Is "very late," "2" is "slightly late," “3" is "somewhat timely,” "4" is "very timely."

1 to 4, where ™" Is "not at all clear,”™ "2" is "slightly clear," "3" |s "somewhat clear," "4" is "very clear."
where "1 is "no, not enough," "2" Is "yes, to some extent," "3" s "yes, definitely."

1 10 3, whers "1" Is "no, not enough,™ “2" |s "yes, to soms extent," "3 Is "yes, definitely."

1 to 5, where ™1" is “bad," "2" Is “poor;" "3" is "“falr," "4¥[s "good," "5" Is “excellent."

C C A _AREA

ALl _{ngy 7294 &M {ngy=23) Anoka (nay=23? ARG {nppe=36)
Modal Response: Parcent?® Modal Response: Percent Modal Response: Percent Modal Response: _ Percent
Somewhat Somawhat Somewhat Very

Useful (3.0): 314 Useful (3.0): 39% Usefui (3.0):. 574 Useful (4.0): 424
Somewhat . Somewhat Somewhat Somewhat

Timely (3,0): 424 Timely (3.0): 48% Timaly (3.0): 57% Timely (3.0): 424
Very Clear (4.0): 433 Somewhat/Very Very Clear (4.0): 48% Very Clear (4.0): 53%

Clear (3.5): 65%

Yes-To Some Yes-To Some Yes-To Some Yes-To Some

Extent (2.0): 32% Extent (2.0): 44% Extent (2.0): 48% Extent (2.0): 36%
" Yes-Definitely (3.0): 36% Yas-Definitely (3.0): 57% Yes~Dafinitely (3.0): 44% Yaes-Definltely (3.0): 44%
Good (4.0): 444 Good (4,0): 48%  Good (4.0): 57% Good (4.0): 47%
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TABLE 6: Ratings of Aspects of Training Sponsored or Funded by tocal Community Corrections Organization
CCA AREA
= Crow ¥ing- = Dodge~FilImore~ ¢ =34) 4 =26)
Blue Earth (ngg=24) Morrison {ngyy=23) Olmsted Mpro™34 Hennepin "HENN
Variable b tocal Resoonse: Percent ¥odal Response: Parcent Modal Response: Percent Modal Response: Parcent
Usafuiness of Training Slightly Somewhat Somewhat/Very Not At All Useful (1.0): 23%
Usetul (2.0): 29% Useful (3.0}: 364 Useful (3.5): 79% Very Useful (4.0): 233
Timelliness of Training€  Somewhat Somewhat Somewhat/Very Somewhat Timely (3.0): 35%
Timely (3.0): 25% Timely (3.0): 364 Timaly (3.5): 85% Don't Know: 39¢
Clarity of Information Somewhat Clear (3.0): 463 Very Clear (4.0): 32% Very Clear (4.0): S0% Very Clear (4.0): 3%
Presented Don't Know: 272
Has Enough Training No-iot Enough (1.0): 54% No-Not Encugh (1.0): 40% Yes-To Scme No-Not Enough (1.0): 39%
Been Provided for Don't Knaw: 25% y Extent (2.0): 53%
Advisory Board? @
Has Enough Training No-Not Enough (1.0): 25% Yes-Daflnitely (3.0): 36% Yas-Definitely (3.0): 50% No-Not Enough (1.0): 19¢
Been Provided for Don't Knaow: 29% Don'+ Know: 50%
local CCA-Staff? f
Quaiity of Training 9 Good (4.0): 42% Good (4.0): 364 Good (4.0): 59% Falir/Good (3,5): 46%
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TABLE 6: Ratings of Aspecis of Training Sponsored or Funded by Loca! Community Corrections Organization -
CCA__AREA
_ Red Lake-Polk~ PR Rock~- = Todd- = 4
Ramsey (nRAM_zn Norman (nRF’N_ZA) Nobles ("RN 16} Wadena (nT'W 21
Variable b Modal Response: Percent Modal Response: Parcent Modal Response: Percent Modal Response: Percent ]
Usefulness of Training Very Somewhat/Very Somawhat Usefu’ (3.0): 383 Somewhat !
Useful (4.0): 29% Useful (3,5): 58% Don't Know: 314 Useful (3.0): 43%
Timefiness of Trainingc Somewhat Somewhat/Very Somewhat Timely (3.0): 38% Somewhat Timely (3.0): 52% |
Timely (3.0): 383 Timely (3.5): 63% Don 't Know: 38% Don't Know: 29% !
- Clarity of_ information Very Clear (4.0): 52% Very Clear (4,0): 54% Somewhat Clear (3.0): 25% Very Clear (4.0): 48% ]
: Presented Don't Know: 25% ’ kclf ; .
i |
Has Enough 7Training Yes-To Some Yes-To Some No-Not Enough (1.0): 90% Yes-Definitely (3.0): 339
8een Provided for Extent (2.0): 29% Extent (2,0): 38% Don't Know: 25%
Advisory Board? ©
Has Enough Training Yes-To Soma Yes-Definitely (3.0): 50% Yes-To Some Yes-Definitely (3.01: 52% ' 1
Been Provided for Extent (2,0): 33% . Extent (2.0): 31% . i
lLocal CCA Staff? Don 't Know: 29% Don't Know: 44% [
. j; 4
. : P ‘
B " - Quality of Training9 Good (4.0): 43% Good (4.0): 42% Fair (3.0): 314 Good (4.0): 48%
. : Don'f Know: 25%
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TABLE 6: Ratlngs of Aspects of Training Sponsored or Funded by Local Community Correctlons Qrganization

Variable

Usefulness of Trainingb
. . G
Timeliness of Training

Clarity ofd information
Presented

Has Enough Training
Been Provided f
Advisory Board?

Has Enough Training
Been Provided fog
Local CCA Staff?

Quality of Trainingd

CCA AREA
Washington My agy™2 1)
Modal Responsa: Percent
Very
Usaful (4.0): 48%
Somewhat
Timely (3.0): 623
Very Clear (4.0): 67%
Yes~To Some
Extent (2.0): 33%
Yes=To Some
Extent (2.0): 38%
Good (4.0): 67%
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brought in to offer a program in a specialized topical area or field. Little inservice
training is held for volunteers. Finally, a majority of local community corrections
organizations have not sponsored educational or training programs for the general
public. These latter two findings suggest that a deficient area of organizational
structure may be the inadequate incorporation of volunteers into local community
corrections organizations and inadequate development of a commurity corrections
constituency of citizens. The problem of an inadequate community corrections
constituency has been discussed in the section of this document addressing corrections
planning.

All in all, the qualitative and quantitative information presented above reinforces the
judgment that the training function has been implemented at the iocal level.

B. Training: Problems and Issues

Four general categories of problems and issues have been delineated by CCA
administrators and staff, CCA specialists, and advisory board members: 1) assess-
ment/evaluation; 2) management; 3) policy/procedures; and 4) funding.

1. Inadequate Training Policy, Guidelines, and Criteria Established by the DOC and by
Local Community Corrections Organizations

Inadequate training policy, guidelines, and criteria are considered the greatest
obstscles to full implementation of the training funetion at the local level. As far as
the DOC is concerned, the CCA rules promulgated as well as the training guidelines
and criteria established are thought to be vague and nonspecific by survey respcndents.
Criteria for the planning, assessment, delivery, and evaluation of training are
inadequate or nonexistent. This situation has not served local community corrections
organizations well, most notably those which maintained no analogous organizations
prior to joining CCA. The lack of or inadequate local training policy, guidelines, and
criteria have a number of detrimental effects. First, they inhibit development of
individualized training plans as well as an organization's training plan and program.
Obviously, this hinders organizational development by not encouraging planned change.
As far as advisory board members and CCA staff are concerned, the absence of or
inadequate training policy, guidelines, and criteria provide minimum guidance and
assistance in securing appropriate training. Inadequate guidelines, for example, cause
confusion about what training activities are sanctioned and who approves training fees
for activities held outside the CCA area.

a. Suggestions for Resolution

Two suggestions are made. First, the DOC should, in cooperation with members of
local community corrections organizations, conduct a survey to identify cogent issues
pertaining to training policy, guidelines, and criteria. Second, a training task force
consisting of appropriate DOC staff and members of local community corrections
organizations should be formed to establish and implement an action plan to resolve
the issues which surface. For example, the training task force could establish training
policy, guidelines, and criteria. CCA rules could be modified to incorporate a set of

~ training rules, which the training task force could also formulate. In the future, the

training task force should stand to ensure an ongoing relationship between state and
local units to facilitate the development and institution of the training function within
local community corrections organizations. The task force and/or the DOC could
function in a variety of other ways, as suggested throughout the remainder of this
section.
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2. Inadequate Assessment of Training Needs/Insufficient Training Plans

Systematic ongoing needs assessments are not being undertaken, precluding the
develorment and modification of training plans and programs and ultimately restr:.:t-
ing organizational development. As far as local community corrections organizations
er se are concerned, absence of member-wide needs assessments is associated with
inadequate training plans and programs. This state hinders the attainment of
organizational goals and objectives as a direet function of the dependency of their
achievement upon developing skills and abilities. The lack of needs assessment or
noncomprehensive assessment is seen to result from the absence of an individual (e.g.,
training officer) skilled in tie identification of needs of both individuals and the
organizations. Tc some extent, it is also thought to result from incomplete
commitment to training by administrators as managers of organizational functions.
Finally, in some cases, the person responsible for training is appraised as a hindrance
because of insufficient training and experience in assessment, development, and
evaluation of training.

a. Suggestions for Resolution

Five suggestions are put forth as solutions to the problems of insufficient assessment
of training needs and insufficient development of training plans. This first is personal
and administrative commitment to training as a primary mechanism for organizational
development. Of course, commitment is & precusor to action, and the second
suggestion deemed appropriate is appointment of a training officer/coordinator and a
training committee comprised (at minimum) of CCA staff and advisory board
members. Third, training poliey, guidelines, and criteria should be established or
appro priately mcdified to meet current organizational requirenients.

Once these things have been accomplished, even in rudimentary form, the fourth
sugges.ion should be implemented. Whatever resources (internal and external) that are
necessarv to increase the skill levels of training officers/coordinators or committee
members to those appropriate to mee: the training needs of the community correc-
tions oganizations should be accessed. Those resources should be employed on an
ongoing basis as deemed necessary or should be routinely employed to monitor and
evaluate progress in training.

Assessment of training needs and development of training plans require many skills
which are analogous across fields and types of organizations. Thus, it is suggested that
the training task force examine cooperative alternatives for the eduecation of training
officers/committees. It is further suggested that training consultants (such as NIC or
the American Society of Training and Development) be brought in to facilitate the
work of the training task force and to provide regularly scheduled technical assistance
to the local community corrections orgenizations. The possible role and changing role
of the DOC in the area of training should be examined by the training task foree.

3. Resistance/Passivity/Tiine Constraints

A crucial barrier to securring sufficient training involves a set of personal factors and
constraints. Individuals, such as CCA advisory board members, view time as the
primary constraint restricting their participation in training activities. While it is
recognized that training is necessary for personal and career development, it often
takes a backseat to daily functions.
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Passivity and active resistance are also thought to be factors which affect training.
Mzintenance of the status quo and differing commitments are concommitants of the
former. A realm of factors contribute to the latter—belief that training is not
particulary useful (Table 6), that undue influence is being exercised by administrators
upon the types of training being offered, or that available training is inadequate to
meet personal needs. In terms of organizational development, passivity and resistance
are detrimental both from the point of organizational planning and the delivery of
services. Where skills levels lag behind the state of the art, effectiveness and
efficiency are altered with consequences ranging from poor morale to disrupted
delivery of services.

a. Suggestions for Resolution

A range of suggestions is offered here. As a starting point, it does appear cruecial that
training policy, guidelines, and criteria be established or modificd which can serve as
the framework to achieve the training function. Once this has been done, the next
step is the acquisition and education of a training officer/coordinator and training
committee. Either by themselves (if fully trained and experienced) or working in
conjunction with consultants, an organizational training plan should be established by
the training officer, coordinator, and/or tne training committee.

Steps such as the following should be adopted to derive training plans. First, group
discussions and individual sessions should be held with the members of local community
corrections organizations. Topies of the discussions should inelude the philosophy of
tra@ning, the organization's training policy, and how both merge with or differ from
individual perceptions of the applicability of training to personal and career develop-
ment. As a result of these discussions and the conduct of formal training needs
assessments, individual training plans should be developed for each person. The
training plans derived should meet training needs and conform to the organization's
training criteria and guidelines, particularly time lines for completions. Following
this, the training officer or equivalent should review the training plans with the
individuals for whom they were developed. Benefits and costs of following or not
following the training plans should be emphasized. It is thought that combining input
from the potential recipient of training with feedback based upon a systematic
assessment of training needs will serve an important informational function that will
encourage acguisition of training.

Another suggestion to reduce passivity and resistance is to provide individuals involved
with ecommunity corrections at the local level with information about time manage-
ment, especially about procedures to manage time effectively. Training time should
be scheduled in everyone's workplan—convention is five percent to ten percent of the
manhours worked. Optimally, the scheduling of time for training plus learning how to
manage work time should encourage participation in training activities.

Two final suggestions are plausible. First, a mechanism should be established to
advertise training opportunities. This would allow individuals to readily choose among
a variety of offerings which fit into a training plan with 2 minimum of effort. The end
here is to match training activity with its audience or target group.

Second, inservice training opportunities should be incereased, since it is the opinion of a
number of individuals involved with CCA that training activities held locally reduce
the amount of travel required and can often be fit into busy schedules with little
disruption. Further, the training opportunities can be offered to a greater number of
individuals (e.g., volunteers, general public, treatment providers) and realize a
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considerable savings in resources. Of course, it must be pointed. 9ut tha.t‘ t_he
suggestion made elsewhere in this section to cooperatively sponsor tr{ammg activities
will involve tradeoffs if each local community corrections organization attempts to

increase the number of inservice training opportunities. Tradeoffs that seem to be -

viable are to alternate the locations of training activities and to set as}de blocks of
time per year when advisory boards, staff, and CCA administrators can simultaneously
take part in training activities.

4, Inadequate Training Programs

Inadequate training programs and rudimentary training delivery systfams are .also
viewed as major barriers to the acquisition of training. As discussed, nql‘gher advisory
board members, CCA staff, nor CCA specialists think that enough training has been
sponsored by local community corrections organizations. The most pronounced gap
lies in the area of inservice training. For example, specific topical areas tt.lat
individuals think should be covered are: a) planning models and methods; b) information
systems; ¢) data analysis and interpretation; d) cost analysis; and e) cpst-:effectl\!engss
analysis. Besides inadequate needs assessment, training policies, guldelm.es, eriteria,
and training plans, a variety of factors have contributed to the evolution of these
issues.

a. Absence of a Training Officer, Coordinator or Training Committee/Insufficiently
Skilled Training Officer or Coordinator

Without the allocation of staff/advisory board members to coordinate the delivery of
training plans/programs, the probability that either will be successfu]ly_ implemented
on a regular basis is minimal. Beyond the establishment of a training policy that forms
the basis to carry out the training function, the first steps to successful implemen-
tation are administrative commitment to training plus the seleection or appointmen:c of
a person whose formal responsibilities include assessment of training .neegis, e§tablxsh-
ment of training plans, program development, coordination, communication, mforma«-
tion management, and evaluation.

For those local community corrections organizations that do have a training
officer/coordinator, skill levels are seen to vary widely and, overqllz to need
improvement. It is thought that insufficient skill in assessing trammg_ needs,
developing training plans and programs, as well as implementing or .evaluatmg the
same, inhibit ideal levels of progress in implementing the training function.

1) Suggestions for Resolution

For all local community corrections organizations, 2 training officer or coordinator 1s
critical to implementation of the organizational training function. Thex"efore, .1t. is
strongly suggested that such a person be appointed or that an active training
committee be convened and maintained. If funds to support training staff eannot be
provided from administrative monies, alternate funding mechanisms should be ex-
plored. As illustration, the local training allocation itself might be one source of
funds. Rather than maintain training staff, consultants might also b.e brought in to
develop organizational training plans and programs. In an analogous vein, cx:oss-syst.em
resource sharing might be explored. For instance, training officers in fields wh{ch
have similar goals and objectives but different target populations than commungty
corrections organizations might be available to offer their expertise to the cgmr.m.imty
corrections field. Every effort should be made to acquire and train a skilled individual
to manage implementation of the training function at the local level.
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If a training officer/coordinator is on staff, then continuing education in training
methods and procedures is crucial. Ongoing education is a component of the training
officer/coordinator's workplan that should be emphasized because the assessment,
development, and evaluation of training is a complicated, changing field.

b. Lack of Media Coverage of Training Opportunities

The lack of media coverage of area, regional, state, and national training activities is
considered to be a major barrier to training by survey respondents. Given daily
commitments, a majority of individuals involved in CCA at the local level do not think
they have time to search exhaustively for and review training opportunities. Whatever
time they allocate for trgining should be spent in actually obtaining that training.
Whether it is loca: or nonlocal training opportunities that are being discussed, the body
of opinion is that media coverage of scheduled training activities is poor.

1) Suggestions for Resolution

As far as lack of med:. coverage of training opportunities for members of local
community corrections organizations is econcerned, solutions for the resolution of the
issue must be carefully considered. While it is readily apparent that a suggestion for
the establishment of a permanent medium (e.g., newsletter) is a valid one, other
factors suggest that a secular communication mode may not be optimal in the long
run. The philosophy behind the Community Corrections Aet is that offender and
community needs can best be identified and met within the community through the
utilization of community resources. Establishing a secular communication mechanism,
distributed primarily to those involved in community-based corrections, would pro-
bably result in no headway in communicating about training and other important
matters with treatment providers; professionals in the social services and human
services fields, other criminal justice professionals, the general public, and govern-
ment officials (e.g., county board members). :

If this is indeed the case, then the suggestions that can be made are threefold. First,
both the scheduling and advertising of training opportunities should be coordinated on
a cross-system and cross-organizational basis. Coordination with respeet to the
scheduling of training activities could be readily accomplished if the ecross-system
planning recommended above takes place. That is, the existence of cross-system
planning would serve to encourage cross-system training as an avenue to encourage
attainment of common organizational goals and objectives.

In terms of advertising training opportunities, coordinated ecoverage should take place
through a medium that reaches the maximum proportions of target audiences possible.
Many county governments publish newsletters and, of course, virtually every city has a
newspaper. Thus, it is suggested that in addition to the secular advertising that might
oceur, training opportunities be included on a regular basis in existing media which
have broader target audiences than community corrections advisory boards, staff, and
CCA specialists.

Finally, the suggestion that training opportunities be advertised implies the organiza-
tion of pertinent information. The apparent need for systematized information
prompts the suggestion that a training activities information system be developed
which contains data elements descriptive of training activities. For example, the
system could contain information about dates, location, instructor, topies, aspects of
the topies covered, target audience, enrollment limitations, cost, and related require-
ments and constraints. The data could be gathered and reported through the media on
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a cross-system basis. Two functions would be served. Cross-system training
opportunities would be identified and communicated to target audiences. Ideally, this
would facilitate the functioning of loecal community corrections organizations by
achieving the sharing of information and, hopefully, the sharing of skills and
experience across a range of fields. As might be expected, the final suggestion made
is that the training task force suggested be employed to assess the feasibility of: a)
implementing cross-system planning for training; b) advertising training opportunities;
and e) developing a cross-system training activities information system.

¢. Absence of a Training Accounting System

Some survey respondents have cited the absence of a training accounting system as a
hindrance to the training delivery system. Specifically, there is no systematic way to
record data about inservice and external training obtained. Consequently, there is no
way to check for progress in the achievement of training plans by individuals or to
check for an organization's progress in attaining its training plan. Because of this,
decisions about the allocation or reallocation of training funds, the modification of
training plans, the modification of training programs, and planning for training are
made with either observational or incomplete data. The problem is that management
decisions about training are being made with insufficient management information.

1) Suggestions for Resolution

The establishment and maintenance of either a manual or computer-based information
system to maintain data about training obtained by individuals is suggested. System
design elements should include at least the following variables: name, address,
community corrections organization, date training activity was completed, number of
hours of training received, topie(s) covered, aspects of topic covered, type of
evaluation/performance measures, and total hours of training obtained by topical area.

Responsibility for the training accounting information system design could be assumed
by the DOC (or MACCAC), as suggested by a number of CCA administrators, staff,
and advisory board members. The overall responsibility could be overseen by the
training task force, external consultants, and other individuals possessing expertise in
the area of training and/or information systems. The decision to implement a manual
or computer-based training accounting information system is one which should be
made following a cost assessment and identification of sources of funds to maintain
the system.

Data derived from the training accounting information system should be utilized
consistently by CCA administrators, staff, and advisory board members to monitor
achievement of training plans and programs, to modify these as necessary, and to
allocate or reallocate training funds.

d. Insufficient Coordination

Although all of the local community correetions organizations sponsor some training
activities, the opinion exists that, with one exception, there is little coordination
among CCA areas and with other fields in the planning and delivery of training. Most
of the training issues delineated have basically evolved from insufficient coordination
within local community corrections orgenizations, among the organizations and allied
professions, and among the organizations and the DOC.
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1) Suggestions for Resolution

The tyaining task force suggested should assume a leadership role in establishing
gqxdglmes and action plans for coordinating the planning and delivery of training
within an.d across local community corrections organizations. A si-.jlar role should be
assumed in the coordination of cross-system training. As far as a t:+ining partnership
among loe_al community corrections organizations and the DOC is concerned, that is a
rel.atlonshlp that should be examined and modified as deemed necessary. It must be
pomted. out the opinion of a number of individuals involved in loecal community
corrections organizations is that the DOC should assume an overall coordinating
funetion with respeect to training.

e. Limited Topical Content/Inappropriate Format

The I'*ealfn of training activities which might serve to comprise a local CCA
organization's training program either has not been fully developed or is considered not
tot'ally appropriate to meet the needs of advisory board members, staff, volunteers,
alhgd human services or social services providers, the offender, or the general public.
tI‘oplcal coptent is seen as limited. Areas which have not been adequately covered
include: 1) information systems; 2) data analysis and interpretation; 3) planning models
and methods; 4) post analysis; and 5) cost-effectiveness analysis. In terms of format,
the type of session held is often not totally appropriate—for example, not enough
hands-on experience is provided. Much more inservice training is seen as warranted or
needed by survey respondents.

Thg _issue oi:' less-than-perfect correspondence between training needs and type of
training activity offered represents inappropriate training needs assessment and,
consequgntly, inappropriate program development. In any case, members of local
community eorrections organizations do not think their skill levels are being enhanced
to the ext.ent they wish and this situation is perceived to be debilitating to professional
and organizational development.

1) Suggestions for Resolution

The s:uggestions appropriate here have, by and large, been discussed. Given an
eremenced training officer/coordinator or training consultants, training needs can be
rehably' assessed.  Consecutively, training programs can be developed covering
app_rqpmatg content areas and topical aspects. The formats used to transmit the
training will be tailored to the audience and, ideally, will maximize participant gain.

9. Absence of Evalution

Two.kinds of traiqing‘ evgluation appear to be lacking. The first is evaluation of the
quality and potential utility of training activities prior to participation, the second is
performance evaluation.

a. Absence of Evaluation of Quality and Utility of a Given Training Activity

A number of individuals involved in local community corrections organizations assert
they do pot typically have either the skills or sufficient information to appraise either
tpe quahty. or applicability of training activities prior to participation. The informa-
tion to which they are limited is word-of-mouth, reputation of the trainer, and cues
§ueh as ghe professioral qualifications of lecturers or speakers. The most important
1nformatlpr} besides quality that is lacking is aspects of the topies that will be covered.
Thus, trammg is often a hit-or-miss situation. As an illustration, a training session
could deal with problems and issues pertaining to restitution. Factors and variables
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affecting the establishment of such programs might not be covered during a specific
trai{ling session. If a potential participant in this training session were interested in
setting up a restitution program, the informtion needed would not be fortheoming or
wouI.d not be dealt with in a comprehensive fashion. The information about problems
and issues might be useful onee the program is funetioning, but the information needed
is not that which is offered. The point to be made is that training opportunities often
do not meet the specific needs of participants. As a result, resources such as time and
mox:jey are wasted when someone takes part in a training activity that does not meet
needs.

b. Absence of Performance Evaluation

The absence of performance evaluation means that no objective measures are

employed to gauge the effect of training obtained upon level of knowledge, skill level,
types of effects observed, or the like. Simply stated, other than on a subjective basis,
there's usually no way to determine the benefits/costs accrued by the training
pgt{tx.cipgnt and by the community corrections organization as a result of the training
obtained.

¢. Suggestions for Resolution

The problems and issues surrounding appraisal of potential utility of t aining and
evaluation of training effectiveness are similar to those experienced in many fields.
The existence of qualified training officers and the development of a training
activ_ities information system would do much to alleviate these problems and issues.
Specifically, assessment of potential utility is a major responsbility of any well-trained
training officer/coordinator or training committee. The resolution of evaluation
problems and issues is not simple, but involves the integration of multiple sources of
information and different kinds of analyses (e.g., job analysis) by a skilled training
officer. The only suggestion that can be made with respeet to assessment of potential
utility is to combine the judgment of training experts with individual appraisal in
selecting training activities.

Similarly, the problem of absence of objective measures of performance is not one
that is easily circumvented. Dual suggestions can be made, nonetheless. First, prior
to e}pproving a request for training, all information about the scheduled training
sessions should be examined. (The training activities information system suggested for
tracking training opportunities would be of invaluable assistance.) The information
shoulg:i be interpreted in conjunction with information about a potential participant's
:craimng plan as well as with information about an organization's training policy. Only
in cases where the match of information is deemed appropriate should funding be
approved. This, of course, would not constitute performance evaluation, but, in its
absence, would provide qualitative information to the training officer/coordina-
tor/(.:ommittee or to the CCA administrator. A much more stringent suggestion is to
modify training policy and not sanction any training activity which does not include a
performance evaluation component or some other means of assessing effectiveness. If
local community corrections organizations would all adopt similar training poliey in
this matter, the training market would soon respond.

6. Funding Issues

Five funding issues have surfaced with respect to training.
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a. Insufficient Training Funds/Insufficient Funds to Hire Training Director/Co-
ordinator

The issue of insufficient training funds is one that does not exist for every local
community corrections organization. The issue is primarily applicable to CCA areas
with relatively small populations. The argument, simply stated, is that there are not
enough funds available to hire a training officer or coordinator for exclusive use by
single community corrections organizations. Resources are allocated to functions and
activities which maintain higher priority within the local CCA organizations.

A similar issue of insufficient training funds for all staff, advisory board members, and
volunteers, exists. Available funds are insufficient to meet the training needs of all.
The results of insufficient training funds are thought to be the restriction of individual
professional development and of organizational development i.e., attainment of
organizational goals and objectives.

1) Suggestions for Resolution

Solutions to funding problems are difficult tc formulate because of the fiscal realities
of cutback management within both the private and public sectors. One suggestion is
that DOC provide a direct training subsidy to CCA areas with small populations. A
similar suggestion is to create a fund of unexpended CCA training monies which could
be used by any local community corrections organization on a first-come, first-served
basis. Other suggestions that are tenable are the cooperative funding of training
officers and nonreimbursed use of the training resources of larger CCA organizations
(e.g., "borrowing" a training officer on a periodic basis).

The management of training funds should also be attended by all of the local CCA
organizations. If training plans were established and priorities set, then allocation of
training funds would be based on organizational priority. Training activities not
meeting high priority needs should nct be funded nor should training expenses be
reimbursed.

Finally, the establishment of training policy, guidelines, and criteria would provide
further guidance about what types of training would be sponsored, which content areas
would have to be covered, maximum training fees that would be reimbursed, and so on.
The point to be made is that issues related to perceived inadequaey of training funds
may be valid, but the management of the training funds that are available is crucial,
particularly in an era of diminishing resources and purchasing power.

b. Difficulty in Estimating Training Budget/Difficulty in Allocating Training Monies

A number of CCA administrators have relayed the opinion that training budgets are
difficult to estimate because of the operation of factors like budget review and
approval by eounty boards, staff turnover, inflation, and changing training needs. The
difficulty in allocating training monies arises from factors such as diminishing
purchasing power, conflicting needs, and the absence of training guidelines and
criteria. An additional issue is the reported capriciousness of government officers in
approving/not approving participation in certain training activities (e.g., training
activities requiring an overnight stay or training activities held outside of a county).
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1) Suggestions for Resolution

Two general suggestions are made here that are predicated on the belief that much
uncertainty in estimating and allocating training budgets can be averted or success-
fully managed if training policy, guidelines, and criteria are developed by local
community corrections organizations, by county/regional governmental units, and by
the DOC. The existence of these reduces uncertainty by outlining priorities,
requirements, and constraints. They provide operational guidance to both administra-
tors and to potentieal training participants. More importantly, they allow the efficient
allocation of training funds.

It is recognized that varisbles such as staff turnover and changing organizational
training needs affect resource assignment and allocation. Again, the resolution to
problems produced by these variables is information—to be preecise, knowing organiza-~
tional priorities; requirements and constraints on training monies; the probaktle
reduction in purchasing power attributable to inflation; the alternate training resourc-
es that can be accessed; and what alternate strategies can be employed to meet
training needs (e.g., sponsor an inservice training program for all staff rather than
approve an externally-sponsored training activity for a single staff member). All in
all, an additional requirement must be the establishment of a training program that
balances training needs and resource availability. The existence of a training
activities information system to track training opportunities would be of great value in
matching activities with training needs and in permitting a CCA administrator to
estimate training budgets by referencing training costs. The general suggestion
pertaining to estimation/allocation of training monies is tc develop and implement a
comprehensive management strategy that will yield the maximum training profit per
training dollar 2xpended. Training dollars must be spent for training that will have the
greatest impact on organizational performance.

e. Five Percent Training Expenditure Rule

The CCA rule stipulating that five percent of the total subsidy amount be spent for
training is considered inappropriate for some local community corrections organiza-
tions. The argument is that five percent of the annual subsidy is too large an amount
to allocate to training because: 1) the funds can be used more effectively elsewhere
(e.g.; to hire more probation/parole officers); and/or 2) historically, the amounts of
money set aside for training have not been expended and a reserve has accumulated
over time.

1) Suggestions for Resolution

The exploration of several avenues is warranted. First, formal training plans have not
been developed in some of the local community correetions organizations. A surplus
of training funds might be considerably reduced if a training plan did exist and were
implemented. The training task force suggested above should examine the appro-
priateness of the five percent training expenditure rule in conjunction with the issue of
inadequate training plans. A decision to maintain, modify, or omit the requirement for
training expenditures should be made after simultaneous consideration of both. One
alternative would be to have DOC review and epprove a training plan for each CCA
erca and base the training funds budgeted at the local level upon the training plan. As
with any suggestion that has been made, a concensus of training task force opinion
should be followed with action to implement—for example, support modification in
CCA legislation.
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C. Training: Summary and Conclusions

The achievements observed with respect to the training funetion are perceived by
individuals involved in local community corrections organizations to be increased
general knowledge, information, and understanding about the criminal justiee system.
The effects of the training acquired are seen to be the delivery of higher quality
services to the offender coupled with personal and professional development. Never-
theless, a degree of passivity and resistance are acknowledged to exist that hinder
personal and organizational growth and development. The availability of training
funds is viewed positively. Training funds provide flexibility in seeuring needed
training either through the sponsoring of inhouse training or through the acquisition of
training from external agents. By way of comparison, there was little or no training
sponsored prior to implementation of the CCA, even in areas in which associations of
criminal justice professionals existed. Additionally, post-CCA training is perceived to
be of i]i(gi‘her quality, although the usefulness of the training is not overwhelmingly
supported.

Quantitative data such as the existence of training policy and a training officer have
been employed to generate training implementation scores. Overall, an average
training implementation score of seventy-seven percent has been observed, indicating
that the training function has been fully implemented within local community
corrections organizations. Although quantitative data do show that the training
function has been implemented, no independent data have been gathered by research-
ers with which to judge the quality or effectiveness of training. Specifically, it is not
clear if the training sponsored or funded is of utility to individual or organizational
development. Hence, to the extent that the training function is accurately measured
by the indices incorporated here, the function ean be said to be fully implemented; but
no independent qualitative or quantitative data have been gathered about the utility of
the training function to development of local community corrections organizations.
Six general categories of training problems and issues have been identified by CCA
administrators, staff, CCA specialists, and advisory board members: 1) inadequate
training policy, guidelines, and criteria established by DOC and by loeal community
corrections organizations; 2) inadequate assessment of training needs/insufficient
training plans; 3) resistance/passivity/time constraints; 4) inadequate training pro-
grams; 5) absence of evaluation of training quality and training performance; and 6)
funding issues, such as insufficient training funds. :

In the main, suggestions presented to achieve resolution of issues are directed to the
management of the training function and to the aggregation of a training task forece to
implement strategies to resolve problems and issues. Among the suggestions deemed
viable are: 1) establishment/modification of training policy, guidelines, and criteria;
2) development of individual and organizational training plans generated on the basis
of training needs assessments; 3) maintenance of a skilled training officer and/or
training committee; 4) design and maintenance of a training activities information
system to identify, monitor, and partially evaluate training opportunities; 5) design and
maintenance of a training accounting system to monitor attainment of individual and
organizational training plans; 6) impleme-tation of time management procedures to
allow time to participate in training activities; 7) creation of a training fund of
unexpended training monijes to be used by local CCA organizations on a first-come,
first-served basis; and 8) dissolution of the five percent training expenditure rule and
S|11bstitution of a training budget based upon DOC approval of an organization training
plan.
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TABLE 8: Sucgesved Changes in the Training Functlon by Local Community Corrections Organization

RECOMMENDED CHANGES

Byumbers In parentheses refer fo the training issuss ostensibly resolved 1f the suggested changes are Implemented:

- Inadeguate training policy, guidelines, and criteria estabijshed by the DOC and by local community corrections organlzations
- lnadequete assessment of training needs/insufficient training plans
- Resistancs/passivity/time constralnts
- Inadequate training programs .
4a - Absence of a training offlcer, coordinator or training comittee/Insufficientiy skilled training officer/coordinator
45 ~ Lack of media coversge of training opportunities
4c - Absence of a training accounting system
4¢ ~ insufficient coordination
4e - Limited topical content/lInappropriate format
5 = Absence of evaluation
5a ~ Absence of evaluation of qual ity and utility of a given tralning opportunity
5b -~ Absence of performance evaluaticn
6 =~ Funding Issues .
6a - Insufficlent training funds/insufficient funds to hire training dlrector/coordinator
F 6b = Difflcuity In estimating training budget/dIfficulty in allocating training monles
i 6c - 5% training expenditure rule

oW N -

¢ Establish/ Maintain Dase Training i
Modify Training Produce Conduct implement Implement Expend iture
Written Officer/ Conduct individual Produce Additional Training Training on Training
Training Policy, Coordinator/ Training -  Written Written Inservice Activity Accounting . Plan Rather
Guicelines, Training Needs Tralning Organizational Training Information information Create Training Then 55 Training
Criteria a Committes (2, Assessments Plans Training Plens Programs Svstem(3,4b,  System Fund . Expenditure Ruie
(1,2,3,4d,6b) 3,4a3,4¢,52,5b) (2,3) (2,3,4e) (2,3,4d,4e,6b) 3.4e,6b) 4d,5a,5b,6b)  (4c,44,5b) {6a) : (€c)
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Oimsted
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Table 8 summarizes the major training suggestions made and their degree of support
within and across local cor-munity corrections organizations.

V. RESULTS: RESEARCH/INFORMATION SYSTEMS

A. Research/Information Systems: Achievements and Changes

As above, this section has been divided into two parts: 1) pereeived achievements and
changes, i.e., the opinions of individuals involved in local community corrections
organizations; and 2) objective, quantitative, measures of attainment of the
research/information systems funetion.

1. Perceived Achievements and Changes

The conduct of research and integration of data into decision-making contexts (e.g.,
planning and budgeting) is perceived to be a developing organizational function by
individuals involved in local commurity corrections organizations. As components of
research methodologies, information needs are identified and prioritized; procedures
or strategies for the collection and analysis of associated data are developed and
implemented; varied statistical methods and procedures are applied to the analysis of
data; and data summaries and reports:are prepared and distributed to various levels of
decision makers. While research activities are not extensive within most CCA areas
and few studies have been published locally, the capacity to conduct research is
developing over time. (Most data are presented in data summaries. Some of the
results are incorporated into comprehensive plans.) Individuals involved in local
community corrections organizations (i.e., CCA administrators, staff, CCA specialists,
and advisory board members) have relayed the convietion that, with almost no excep-
tions, very little research was carried out pric: to implementation of the Community
Corrections Act.

The compoenents of research methodology that have enjoyed the greatest development
under the CCA are data definition/collection, storage, and distribution. To be
specifie, survey respondents thought that much unnecessary or irrelevant data
collection has been reduced, data accuracy has improved, and data collection
procedures have become systematized. This perceived methodological development is
attributable to two factors: a) hiring of CCA research staff on part-time or full-time
basis; and b) utilization of external rezources, particularly consultants. The achieve-
ment that has been most consistently identified and supported is the development of
computerized offender-based information systems. The development of offender-
based information systems is integral to information flow and has reportedly yielded
significant benefits like the ability to partially track offenders through the criminal
justice system. The capacity to achieve this is integral to the decision-making
functions of planning and budgeting because it allows the formulation of objective
decisions about resource alloeation and reallocation based upon data on offenders.

2. Quantitative Measures of Research/Information Systems

Three sets of quantitative measures are presented. The first set consists of measures
and ratings that are indices of the research/information systems function at the local
level. Table 9 contains data which sliow which research/information systems indices
are present (and, conversely, which are absent) within and across local community
corrections organizations. The average research/information systems implementation
score is sixty-five percent which, according to the criteria delineated in the Introduc-
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TABLE 9: IHDICATORS OF IMPLEMENTATION OF THE FESEARCH/ INFORMAT 10N SYSTEUS FUNCT IO BY LOCAL COMARITY M!ms ORGALIZAT 108

HMaintala taintatln
Pasearch/ Wrltten Written
Inforration  Roswarch Rescarch Conduct
Staft Systers Policy Guidal Ines/ Stuzles/
ccA Researchar? ~(Cumittes?  Statement?  Criterfal  lnvestioations?
Ares
o No No tio No Yes
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Blus Earth No Yes Yes No Yes
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tion to this component of the CCA evaluation, is interpreted to mean that the local
research/information systems function has been partially implemented.

Note that by reading down ecolumns, it is possible to calculate the number or
percentages of CCA areas which do or do not exhibit a particular indicator of
implementation. For example, while only four CCA areas have actually published the
results of studies or investigations, all of the areas have produced data summaries
based upon studies/investigations.

By interpreting results in Table 9 both down and across, the following patiern is
observed. Half of the local community corrections organizations maintain a staff
researcher and a research/information systems eommittee or evaluation committee.
More than nalf of the CCA areas for which data are available do not maintain a
written research policy statment or associated guidelines or criteria. In terms of
actual research conducted, virtually all the local community corrections organizations
have carried out studies or investigations. Dissemination of results has largely been
inhouse through the distribution of data summaries. Virtually all CCA areas have
incorporated data within decision-making contexts represented by the inclusion of data
into comprehensive plans. Finally, almost all CCA areas maintain operational
computerized offender-based information systems. No additional quantitative data
are currently available about local offender-based information systems.

Overall ratings of the research activities undertaken by local community corrections
organizations are presented in Table 10. Before these results are discussed, it is well
to note that the percentages of individuals (i.e., CCA administrators and staff,
advisery board members, CCA specialists) selecting the response categories which
evolved as modal do not constitute a majority response. This means that the opinions
of those who provided information about research conducted at the local level
differed, that is to say, the level of concensus about research activities was not high.

To continue, Table 10 indicates that research conducted at the local level is viewed
equivocally—the research is considered only somewhat useful or timely, although the
quality of that research is thought to be good. Research is considered to be somewhat
useful in making policy, planning, and funding decisions, a finding that suggests that:
a) the data collected are not clearly tied into information needs; b) the data are not
analyzed and presented in useful form or ¢) that decision makers have yet to recognize
and capitalize on the management opportunities afforded by the availability of such
data.

The results presented in Table 9 and Table 10 basically agree. That is to say, the
research/information systems function has only been partially implemented. Ratings
of aspeets of the research function (e.g., usefulness and timeliness) are, overall, only
scmewhat positive or supportive. As a final note, very little objective information
about the quality and effectiveness of research is available, so the results presented
must be interpreted with that fact in mind. To put it another way, if independent
measures of the quality of research were available, research/information systems
implementation scores could change.

3. Performance of DOC in Reviewing and Approving Reseasrch and Information

Systems Desip .1s and Processes

Table 11 offers data per.aining to the directive of the CCA to the DOC to review and
approve all research designs and processes, including information systems designs. An
interesting finding observed is that, depending upon the aspect of performance
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TABLE 10: Ratings of Aspects of Research Carried Out by lLocal Community Correctlions Organization

cCCA AREA
All ("AI |=294) 6w ) (n6w=23.'l Anoka (nANK=23) ARC (nARC=36)
Variable Modal Response: Percent® Modal Response: Perceint Modal Response: Percent Modal Response: Percent
usefulness Somewhat Useiul (3.0): 309 Somewhat Useful (3.00: 423 STightly Useful (2.0): 358 Somewhat Useful (3.0): 28%
of Reseaich Don't Know; 308 ,
Timel iness Somewhat Timely (3.0): 42% Somewhat Timely {5.6): 304 Somawhat Timely (3.0): 52% Somewhat Timely (3.0): 56%
of Research Don't Know: 399 Don '+ Know: 25%
Uncerstandabil ity of Somewhat Easy to Somewhat Difficult to Somewhat Easy to Somewhat Easy to
Ressarch- Resultsd Understand (4.0): 313 Understant (2.0): 26% Understand (4.0): 30% Understand (4.0): 36%
Scmewhat Easy to Don't Know: 26% Don 't Know: 25%
Undorstand (4.0): 26%
Quality of Research® Good (4.0): 349 Fair/Good (3.5): 69% Fair (3.0): 35% Good {4.0): 33%
Don't Know: 30%
Usefulness of Researc Somewhat Useful (3,0): 31% Somewhat Useful (3.0): 26% Si Ighfly/Somewhaf Somewhat Useful (3.0): 28%
in Planning Decisions Useful (2.5): 61%
Don't Know: 26%
Usefuliness of Research Somaewhat Useful (3.0}: 299 Somewhat Useful (3.0): 30% Slightly/Somewhat Very Useful (4.0): 22%
in Funding Decislops9 Don't Know: 273 Useful (2.5}: 52% Don't Know: 36%
Don't Know: 26%
Usefulness of Research Somewhat Useful (3.0): 29% Siightiy/Somewhat . S1ightly/Somewhat Somewhat Useful (3.0): 22%
in Policy Decisionsh Don't Know: 26% Useful (2.5): 434 Useful (2.5): 60% Don't Know: 39%
Don't Know: 26%

aPerce«n'.*age of respondents choosingmodal response category.
Ratlng scale ranged from ! to 4, where "i" is “not at all useful," "2" s "sl|ightly useful," "3" is “somewhat useful," "4" Is "very useful."

d

14" js “"somewhat easy to understand," “5" is "very easy to understand.”

eRaﬂng scale ranged from 1 fo 5,

whare "1" is "bad," "2" js "poor," "3" js "falr," "4" Is "good," "5" is "excellent."

Hating scale ranged from | to 4, where "1" {s "wery late," "2" is Vslightly late," "3" is "somewhat timely," ™" Is "very timely."
Rating scale ranged from 1 to 5, where "I'" is "very difflcult to understand," "2" is “somewhat difficult to understand," "3" is "undecided,"

Rating scale ranged from 1 to 4, where "I" [s "not at all useful,” "2" Is "siightly useful,” "3" s Vsomewhat useful,™ “4" [s "very useful."
gRafing scale ranged from 1 to 4, where "1" s "not at all useful,”™ "2" ig "slightly useful,” "3" s "gomewhat useful," "4" {s "“very useful."
Rating scale ranged from 1 to 4, whers "1" s "not at all useful," "2" is "slightiy useful," "3" is “somewhat usefui," "4" ls "very usefui."
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- TABLE 10: Ratings of Aspects of Research Carried Out by Local Comrunity Corrections Organization
CCA AREA
Crow Wing~ Dodge-Fil!more~
Blue Earth (nBE=24) . Morrison ("CWM=25) Olmsted (nDFo=34) ljennepnn (nHENN=26)
Variable Modal Response: Percent Modal Response: Percent Modal Response: Percent Nodal Response: Parcent
Usefulness Somewhat Useful (3.0): 29% Somewhat Useful (3.0): 36% Very\Useful (4.,0): 56% Very Useful (4.0): 39%
of Research
Timel iness _ Somewhat Timely (3.0): 42% Somewhat Timely (3.0): 36% Somewhat/Very Somewhat Timely (3.0): 46%
of Ressarch Timely (3.9): 79%
Unders+andabil ity of “omewhat Easy to Somewhat Difficult Somewhat Easy to Very Easy to
Rese .ch Resultsd understand (4.0): 253 to Understand (2.0): 28% Understand (4.0): 443 Understand (5.0): 314
Somewhat Easy to
Understand (4.0): 28%
Quality of Research® Good (4.0): 29¢ Fair (3.0): 40% Good/Excelient (4.5):  85% Good (4.0): 39%
Usefulness of Research Somewhat Useful (3.0): 25% Somewhat Useful (3.0): 48% Very Useful (4.0): 56% Somewhat/Very
in Planning Decisions Don't Know:. 25% ’ Usefut (3.5): 534
Usefulness of Research Somewhat Useful (3.0): 29%  Somewhat Useful (3.0): 48% Somewhat/Very Somewhat Useful (3.0): 31§
in Funding Decisionsd Don't Know: 334 Useful (3.5): 74%
Usefuiness of Research Somewhat Useful (3.0): 29% Somewhat Useful (3.0): 28% "Very Useful (4.0): 443 Siight!y/Somewhat
in Pollcy Decisionsh Don't Know:  33% Don't Know: 28% Useful (2.5): 318
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TABLE 10: Ratings of Aspects oi Research Carried Out by Local Community Cocrections Organization
CCA AREA -
Red Lake-Pol k- Rock- Todd~
Ramsey (nRAM=2 1) Norman (nRPN=24) Nobies (nRN=16) Wadena (nrw=21 )
Variable Modal Response: Percent Modal Response: Percent Modal Response: Percent Modal Response: Parcent v
Usefulness Somewhat Useful (3.0): 38% Somewhat Useful (3.0): 42% Slightly Useful (2.0): 25% Very Usetul (4.0): 29%
of Research Don't Know: 31%
Timeliness Somewhat Timely (3.0): 43% Somewhat Timely (3.0): 33% Somewhat Timely {(3.0): 31% Somewhat Timely (3.0): 33%
of Research Don't Know: 33% Don '+ Know: 38%
Unders*randabilifx of Undecided (3.0): 24% Somewhat Easy to Undecided (3.0): 19% Somewhat Easy to
Research Results Understand (4.0): 58% Don't Know: 3% Understand (4.0): 38% i
4
|
1
i~ i
(o)
Quality of Research® Fair (3.0): 38% Good (4.0): 424 Fair/Good (3.5): 25% Good (4.0): 43¢
Don't Know: 449
Usefuiness of Research Slightly Useful (2{0): 29% Somewhat Useful (3.0): 38% Somewhat Useful (3.0): 31% Very Useful (4.0): 48%
in Planning Decisions Don't Know: 29% Don't Know: 31%
Usefulness of Research Slightly Useful (2.0): 33% Somewhat/Vary Somewhat Useful (3.0): 31% Very Useful (4.0): 38% !
in Funding Decisions9 Don 't Know: 43¢ Useful (7.5): 46% Don't Know: 313 ’ :
: Don 't Know: 29%
. Usefulness of Research Slightly Userul (2.0): 29% Somewhat Useful (3.0): 42% Somewhat Useful (3.0): 25% Very Useful (4.0): 24% 4
“ . in Policy Decislons Don't Know: 38% Don't Know: 31% Dont't Know: 29%
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TABLE 10: Ratings of Aspects of Research Carried Out by local Commun

ty Corrections Organization

CCA AREA
Washington (nwAsH=Zl)
Variable Modal Response: Percent
Usefulness
of Research Somewhat Useful (3.0): 52%
Timel Iness Somewhat Timely (3.0): 52%
of Research
Understandabil ity of Somewhat Difficult
Research Resultsd to Understand {(2.0):  24%
: Quality of Research® Good (4.0): 574
Usetulness of Researc Somewhat Usefui (3.0} 62%
in Planning Decisions
Usefulness of Research Somewhat Useful (3.0): 48%
in Funding DecisicnsS pPon't Know: 29%
Usefulnass of Reseagch Somewhat Useful (3.0): 43%
Don't Know: 29%

in Policy Decisions
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TABLE 11: Ratings of the Performance of the DOC in Carrying Out Mandates of the Community Corrections Act: Review

end Approval of All Research and Evaluation Designs and Processes, Including Information Systems

Desicns
CCA AREA
= = = ARC =
All (nA“ 294) 1) (n6w 23) Anoka (nANK 23) - (nARC 36)
Variable Mocz| Response: Percent Modal Response: Percent Modal Resnonse: Percent Modal Response: Percent

Overa!l Performance Good (4.0): 238 Good (4.0); 30% Good (4.0}: 35% Fair/Good (3.5): 44%
of the DOC Don't Know: 41% Don 't Know: 44% Don't Know: 26% Don't Know: 39%
Effect on Local Somewhat Undecided (4,0): 22% Somewhat Somewhat
CCA Operations® Facilitated (4.0): = 21§ Don't Know: 39% Facilitated (4.0): 30% Faciiitated (4.0): 19%

Don '+ Know: 43% Don't Kaow: 308 Don'+ Know: 47%
Level of Cocperation Good (4.0): 273 Fair/Good (3.5): 61% Good (4.0): 359 Good (4.03: 25%
tetwean the DOC and Don't Know: 41% Don '+ Know: 35% Don't Know: 26% Don't Know: 47%

the Local Community
Corrections
Organization

Level of Activity
of the pac®

Timeliness of DOC
Effortst

tas the DOC Provided
Adequate Guidel ines?

Somewhat Active (4.0): 30%

Don't Know: 44%
Timely (4.0): 27%
Don't Know: 50%

Somewhat Adequate (4.0):25%
Don't Know: 47%

a :
Percentage of respondents choosing modal response category.
Rating scale ranged from 1 to 5, where "1 s "bad," "2" js "

Somewhat Active (4.0): 30%

fon't Know. 444
Timely (4.0 26%
Don 't Know: 57%

Somewhat Adequate (4.0):26%
Don't Know: 65%

Somewhat Active (4.0): 44%

Don't Know: 304
Timaly (4.0): 52%
Don't Know: 35%

Somewhat Adequate (4.0):35%
Don't Know: 30%

r-'" I'3" ‘S "falr'" llall is "g.ood‘" "5" ls "exceilenf."

Somewhat Active (4.0): 31%

Don't Know: 364
Timely (4.0): 314
Don't Know: 50%

Somewhat Adequate (4.0):33%
Don't Know: : 42%

Rating scale ranged from 1 o 5, wh niw " LA - S Yy
el !g ety %ac!lifafed." , where Is "greatly hindered," “2" [s “somewhat hindered," "3" is "undecided," "4" s "somewhat facil itated,"
eRaf ing scale ranged from 1 to 5, where "{" s "bad," "2" {g "poor," "I" {s "falpr," "4" s Ygood," "5" is Yexcellent."

Rating scale ranged from ! to
"3" js “wary active."

5, where "{" is "very passive," "2" is "somewhat passive," "3" {s “undeclded," "4" Is "somewhat active,"

Rat ng scale la.'lged from 1 to 5, where "1 is "nonexlstent 2" is Ia!e‘, 3" §s "gli h”y y ! Y, ' riy.

I3 g dala Bd, 4" is "timel 5" Is "Moo earl
Rat ng scale laﬂged from 1 fo 5, where " Is "none Pm\l‘dad, 2% is 'mpl‘le'\[ ‘ﬂ&daqua’a, 3" |s "somewhat luadequafe," g s 'somewhat
ad&qua!e, 5" is mmple’ﬁly adequale. I

8¢

T SRR e e
¥ -

T




ey e A s e ey
e

e
?

E. Ju‘m E"m ,p...‘ PR, R e e < e P armme ...—A e - - V -
» e E» - "“ F : E,, A:( i ~.~ - E ,,’: E, - ,,‘_AT] T e
ﬁ r« ‘ ‘ . | 7 e N e g P, o
i ] e k w3 E e - B e e E et R L i L B 1! . : ad [ e b 'u! . ij ‘;.1:':.‘ V L

- i
W “ i ) v-,.._‘ R o s ¢

|

2

of the Community Correctlons Act:

TABLE 11: Ratings of the Performance of +he DOC in.Carrying Gut Mandates Review
and Aporoval of All Research and Evaluation Designs and Processes, Including Information Systems
Designs
CCA AREA
Crow Wing- Dodge~Filimore=
Blue Earth (nBE=24) Morrison (nCWM=25) Olmsted (nDFO-34) Hennepin (nHENN=26)
variable Modal Response; Percent Modal Response: Percent Vodal Responses: Percent Modal Response: Percent
Overall Pegformance Fair (3.0): 21% Fair (3.0): 32 Good (4.0): 27 Poor/Fair/Good (3.00: 35%
of the DOC Don't Know: 50% pon't Know: 324 Doin't Know: 47% Don 't Know: 58%
gffect on Local Undecided (3.0): 21% Undecided (3.0): 24% Somewhat Undecided (3.0): 154
CCA Operations® Don't Know: 54% Don't Know: 32% fFaci|itated (4.0): 32% rroy ¥t Know: 65%
Don 't Know: 41%

Lavel of Cooperation Fair (3.0): 25% Good (4.0): 28% Good {4.0): 29% Good (4.0): 19%
between tha DOC and Don't Know: 50% Don't Know: 32% Don't Know: 38% Don't Know: 58%
+he local Community
Corrections
Organization
Leve! of Activity Somewhat Active (4.0): 214 Somewhat Actlve (4.0): 32% Somewhat Actlive (4.0): 294 Somewhat Active (4.0): 12§
of the DOC® Don't Know: 50% Don't Know: 36% Don't Know: 44% Don 't Know: %
Timel iness of DOC stightly Delayed (3.0): 17¢ Timely (4.0): 20% Timely (4.0): 21% Slightly ‘Delayed/
Efforts Don 't Know: 63% Don't Know: 44% Don't Know: 56% Timely (3.5): 23%

Don't Knows 69%
Has the DOC Provided Somewhat Inadequate/ Somewhat inadequate/ Somewhat Adequate (4.0):27% Somewhat Adequate (4.0) .19%
Adequate Guldel ines?9 Somewhat Adequata (3.5):25% Somewhat Adequate (3.5)332% Don't Know: a7% Don't Know: 46%

Don't Know: 54% Don't Know: 48% :
%
! . 4
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TABLE 11: Ratings of the Performance of t+he DOC in Carrying Out Mandates of the Community Corrections Act: Review
and Aporoval of All Research and Evaluation Designs and Processes, Including Information Systems

the Local Community
Corrections
Orgenization

Level of Activity Somewhat Active (4.0): 19% Somewhat Active (4.0): 42% Somewhat Active (4.0): 193

of the DOC® Don't Know: 52% Don't Know: 29% Don't Know: 563
Timel iness of DOC Timely (4.0): 249 Tlmély (4.0): 33% Slightly Delayed/
Effortsf Don't Knows 67% Don't Know: 334 Timely (3.5): 25%

Don't Know: 56%

Somewhat: inadequate/
Somewhat Adequate (3.5):12%
Don't Know: 63%

Somewhat ‘Adequate (4.0):3.

Has the DOC Provided Somewhat {nadequate/ 3%
Don't Know: 33%

Adequate Guidel ines?? Somewhat Adequate (3.5):28%
. Don't Know: 624

Designs
CCA AREA
Red Lake-Polk~ Rock=- - Todd~
Ramsey (nRAM=21 ) Norman (nRPN=24) Nobles (nRN=‘16) Wadena (nTw=21 }
Vaciable Modal Response: Parcent Modal Response: Percent ¥odal Response: Parcent Modal Response: Percent

Overall Pegformance tood (4.0): 24% Good (4.0): 25% Good (4.0): 13% Good (4.0): 38%
of the DOC Don't Know: 48% Don't Know: 334 Don't Know: 56% Don't Know: 294
Effect on Loca Undecided/Somewhat Somewhat Somewhat Somawhat
CCA Operations Faciiitated (3.5): 38% Facilitated (4.0): 21% Facilitated (4.0): 19¢ Facllitated (4.0): 29%

Don 't Know: 52% Don 't Know: 25% Don't Know: 56% Don't Know: 33%
Level of Cooperation Good (4.0): 29% Good (4.0): 29% Fair/Good (3.5): 25% Good (4.0): 33%
between the DOC and Don't Know: 48% Don't Know: 299 Don't Know: 56% Don't Know: 33%

Somewhat Active (4.0): 33%

Don't Know: 43%
Timely (4,0): 33%
Don't Know: 38%

Somewhat Adequate (4.0):29%
Don't Know: 334
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TABLE 11: Ratings of the Performance of the DOC in Carrying Out Mandates of the Community Corrections Act: Review
and Approva!l of Alt Research and Evaluation Desians and Processes, Including Information Systems
Designs
-
Waghington (nWASH=2”
Variable Modal Response: Parcent . )
Overall Performance Good (4.0): 33% ! ' 14
of the DOCd Don't Know: 33% x
Eftect on Local Somewhat
CCA Operations® Facllitated (4.0): 29% ]
Don't Know: 33%
: : Level of Cooperation Good (4.0): 43%
wetween the DOC and Don'f Know: 33%
the Locat Community
Corrections
Organization o .
- Level of Ace:‘l'ivi‘ry Somewhat Active (4.01: 48%
: of the DOC pon 't Know: 33% ‘
Timel ingss of DOC Timely (4.0): 524
Efforts Don 't Know: 33%
. ! Hes the DOC Provided Somewhat Adequate (4,0):33%
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' v i i .
X § 1
; ]
i H
- rd
\ -
|
R R / ;4
o } :
" - - . - e e e e e o | ‘
- ' = Y 1 .
4 . ' *
- N
¥
. - U )
v ~ .
* - . . ' v
W

o



62

considered, from forty percent to fifty percent of the individuals involved in CCA at
the local level who offered an opinion did not know what contribution had been offered
by the DOC. Those who did respond considered the overall performance of the DOC to
be good and timely, with the level of cooperation between state and local levels being

good.

As has been observed in the case of the planning function, the DOC is viewed as not
particularly active in its efforts to review and approve research and information
systems designs. The opinion is held that the interaction has only somewhat
facilitated research activities undertaken by local community corrections organiza-
tions. These results suggest that the DOC has not assumed a leadership role in
carrying out the mandate of the CCA that directs it to facilitate the research
activities and produets of local community corrections organizations.

B. Research/Information Systems: Problems and Issues

A series of problems and issues related to research and information systems have been
delineated. ‘

1. Insufficient Technical Assistance by DOC/Inadequate Research and Information
Systems Guidelines and Criteria

The level of technical assistance delivered by DOC with respect to research
methodology and the design and maintenance of information systems is perceived to be
insufficient by a proportion of individuals involved in community corrections at the
local level. According to the line of thought, CCA areas have had little substantive
input to/feedback from the DOC in carrying out research activities. Technical review
and assistance in the areas of data analysis, interpretation of results, and presentation
of findings are sew:n to be needed in some (although not all) CCA areas. As an
example, technical assistance about the different procedures that could be followed to
conduct offender needs assessments and incorporate data within the planning process
has been cited as both desirable and potentially very useful by survey respondents.

Further, the technical assistance that has been given by the DOC in the area of
information systems design and maintenance is considered to be unclear, contradic-
tory, and imprecise by CCA administrators and staff. Information systems guidelines
and criteria (e.g., design criteria) are thought to be virtually nonexistent with the
exception of the guidelines/criteria applied to the offender-based data submitted to
the DOC. The perceived results have been confusion and slower-than-desired progress
in the implementation of information systems, particularly with regard to computer-
based systems. In fact, the information systems in at least two CCA areas have
failed. The level of sophistication that does exist is seen to primarily derive from
local research/information systems staff or consultants such as systems analysts. A
lack of guidance by the DOC in issuing information systems guidelines and eriteria has
resulted in nonstandardized information systems design across CCA areas.

a. Suggestions for Resolution

There is evidence that the function of research/information systems is assuming
greater importance over time. Thus, it is apparent that the issue of insufficient
technical assistance by the DOC is one that should be resolved by the DOC and local
ecommunity corrections organizations. An alternative to DOC input continues to be
external consultants. Regardless of the source of the technical assistance, however, it
is suggested that technical support be used and coordinated across local community
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corrections organizations. This suggestion is made for two reasons. Fi i

of research and' information systems constantly change. Keeping abrefe;gts%ftg:vfe;féﬁ
ments in both.flelds is difficult, particularly if a significant amount of time is actuaily
spent gqnductmg research, processing data, and reporting results to decision makers.
In add1txon3 the nature of both fields is one that lends itself to consultation among
peers, particulariy to discuss the pros and cons of the selection and implementation of
fies1gns and strategies. Since both continuing education and feedback are so
important, meqhanisms for information sharing and dissemination should be put into
place. An efﬁqient mechanism, in addition to professional journals, is eentralized
mforrpatlon sharing, here accomplished by the DOC or external consultants providing
it::?meal assistance and technical information to local community eorreetions organ~

ions. '

The .coordinaﬁon of technical assistance and technical information would be expected
to yield _beneflts such as relative uniformity of content and format in data display or
appllcatlor} of statistical techniques to offender-based data aggregated across CCA
areas. Fmally, coordinated technical assistance could result in the conduct of
cooperative research projects designed to provide state and local decision makers with
management information. '

A research/information systems task foree should be established that consi

staff or a._dvisory board members from each CCA area and appropriate Doon(silsstsat?f{ C'I‘Ch%
resgarch/m'formation systems task force should identify areas in which teehnieal
assistance In research or information systems is needed by local community correc-
tions orgamzat_lons. Following this, they should derive strategies for securing
necessary technical assistance and negotiate technical assistance scheduies as deemed
appropriate. The research/information systems task foree should also facilitate the
resolution of the associated problems and issues discussed below.

2. Nonstandardized Information Systems Design

Even t.hough local community corrections organizations have, with several exceptions,
fastabhshgd computer-based information systems, the absence of a standardized
information system across CCA areas has introduced associsted issues.

a. Nonequivalent Data Elemcnts

A standardize:d set of offender-based variables defined by the DOC is included as a
supset of the information systems maintained by local community corrections organiz-
at1ons._ Other variables incorporated in the information systems are unique to the
respective QCA areas. Different operational definitions of and coding schemes for the
unique variables mean that similar data may not be readily compared across CCA
areas. Data analysis cannot proceed without transformation of data. Data manipula-
thn Is frequently costly, particularly if a great deal of recoding is necessary. Since
thls_ is :che case, comparison of datae on cost, effect, or cost-effectiveness is inhibited.
(This situation applies only to unique variables. The data on DOC-defined, offender-
based variables are maintained in a DOC computer-based information system. These
data are available to CCA areas for research purposes.)

In addition, from an informational perspective, dissimilar coding schemes usu

thaj: the ingf‘ormational value of the data elements do not com%letely corresiﬁ)lxsllczll.nezrsl
an illustration, assume that the variable "chemical dependeney services provided " is
coded as a "yes" or "none provided," in one information system. In a second -
information system, the same variable has four response categories: "jail treatment
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program," "residential treatment program," "nonresidential treatment program," and
"none provided." One could compute the proportions of offenders who received
chemical dependency services in both cases. In the latter instance, however,
management information about the type of chemical dependency program providing
the services would be known. By aggregating data within or across CCA areas, it
would be possible to determine whieh type of correctional services chemical depend-
ency programs were being used most frequently. Results of analysis of these data
would provide decision makers with information about relative use. If measures of
cost and effect were also known for the types of programs, then it would be possible to
estimate relative cost and relative effect. In any instance, the point to be made is
that nonequivalent data elements were collected which yielded nonequivalent informa-
tion. This prevented the comparison of data elements and ultimately restricted the
availability of management information.

b. Duplicative Costs

Another significant problem associated with the absence of a standardized information
systems design is duplicative costs for implementation of different information
systems in different CCA areas. Even in CCA areas where existing information
systems have been tapped, there have been substantial costs associated with system
buy-in and maintenance. This is particularly the case in CCA areas where the vendor
is basically tied into & university computer center and the software used is a
statistical package or a utility provided by the installation. The costs incurred by the
vendor in such a case are minimal, but the fees charged the local community
corrections organizations are substantial and recurrent.

The absence of a standardized information systems design yields inefficient local
utilization of financial resources in at least two ways. As stated, design costs are
duplicated across local community corrections organizations when different inform-
ation systems are designed. (The informational requirements are, presumably, quite
similar across CCA areas which are similar in size. This means that information
systems designs are probably very similar or should be.) In effect, separate resources
are expended to derive similar information systems. In addition, there are duplicative
costs involved in maintaining these information systems and associated software.
(Software used may also be quite similar across CCA areas of similar size or with
similar information needs.)

¢. Suggestions for Resolution

The issue of nonstandardized information systems design may be moot because a
majority of lceal information systems are in place. Any significant changes in these
systems in the direction of standardization of design would be extremely costly. It
also could be argued that implementation of a stendardized information system across
CCA areas would negate or disregard local differences in information need.

Redesign of information systems may not be warranted given the existence of the
DOC's eomputerized information system. Rather, it would be well for local ecom-
munity corrections organizations of similar size and/or with similar information needs
to consider the feasibility of centralizing the information system function at the state
level. Doing this would not reduce the costs associated with the collection and
analysis of data elements, but duplicative costs for system maintenanece and for
software would be reduced substantially. Since the DOC is mandated to maintain its
offender-based information system, its data processing and storage costs as well as
system maintenance costs, are largely fixed. The local CCA organizations should
consider this in assessing the feasibility of centralizing an offender~based information

system.
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Of course, the DOC would incur additional costs (e

g+ CPU costs, cost of paper) if
were .to apalyze date regularly and provide printouts ;:o local con’lmunity gog'egtiorg
organizations. Suc.h costs are variable and would probably have to be assumed by the
community corrections organizations. Depending upon the latency and frequency with

which CCA areas would have to access data, additional costs would have to be

Ineurred by the local CCA organizations if they elected to have immediate aceess to
DOC fiata. If the loecal community ecorrectinns organizations did decide that
1mmed1ajce access to data was a requirement, then they might go to an interactive
query-omen.ted system (terminal). Another possibility would be g microcompui'er
approach ~vith common software (e.g., the POSSE system planned by the BCA). The
DOC could lease minicomputers plus necessary software to CCA areas. A].l‘ mini-
con.lgute.rs would be tied into the same operating system and same software, thus
facilitating cross-area comparison of data, reducing duplicative system mainte’nance

costs, and encouragi ilizati i i i
Sost :elements. raging utilization of data by ensuring rapid access and commonality of

The research/information systems task force should s ini i
! crutinize the suggestions
here, particularly those related to centralization of the information sysgegms functrigi(.le

3. Insufficient Utilization of Data Collected

An issue of insufficient utilization of data collected h i
fiel 2 as been articulated by surv
respondents, but it is not unique to local community corrections organizatigns. :13{

data collected are simply not used within decision-making contexts. A closely allied -

gssue lies in the area of technieal knowledge and expertise nee i

into decision-making contexts. The problem sometixng:es is l'aslckdc‘:aiSi lfgoi«rrllt:dggr: tsnd?;:v
part of a researcher, but it also sometimes is uncertainty about the inferences that
can safely be drawn .from the data or uncertainty about which data are appropriate to
use, I_n a related veln, some data may not be used because analytical techniques (e.g
modeling, .forecastmg) which would effectively utilize the data are not applied beca;xsg
the techmqueg are specialized and unfamiliar to a majority of researchers. Within
local ecommunity corrections organizations, the issue of underutilization of data

probably reflects inadequate assessment of i '
resesrch expertise. q of information need and underdeveloped

a. Suggestions for Resolution

The effective and efficient utilization of CCA resources in large

successful management. Successful management models typicguypzrnspgsgeggZul;izg
data gnd sophlstlc.ated anslytical methods as management tools to facilitate policy
planning, and f_updmg depisions. To the extent that data have been underutilized ix;
local CCA declsxox}—makmg contexts, management decisions have not been made with
the. most accurate information available. To the extent this is true, there is no way to
estlmate the effeet upon CCA operation at the local level. ’ d

The optimal method of ameliorating issues pertaining to insufficient utilizati

mvol\{es t_raining, most probably of the research stgff of local cor;mflﬁ}f;téggrgigzgg
organizations and other staff members who employ data to formulate decisions about
resource all.oc.:atxon and reallocation (e.g., CCA administrators and planners). Logical-
ly, the training should emphasize: 1) the acquisition of skills required to conduct
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formal needs assessments; and 2) the mastery of research methodology, particularly
statistical methods and techniques.

ini i i ive, time-consuming, and/or
suse the staff training required might be extensive, :
Z:Sensive,' then it is suggested that consultants anq tgc_hmcal ass15tantsbbe ulzlsteq Eg
encourage full utilization of data collected. Such individuals s.hould be_z roug _1{1)1.1_
the loecal community corrections organizations on &a reglllﬂar ba..S]i:S.' Tl;:(;lel‘ 2%?(?1?:': 10 .
ities would be to provide input about or to actgg y assist In 1 |
grlge;nizatienal inforn?ation needs assessments fgr d%;!]lSlOl’l glaé{intgy t;rgfr(;g%;losiﬁegg
; . . 1

ill dictate the data which will be collgcte . e pro abi e
:éelqu;tely used is maximized when what is collected is necessary to make manage

ment decisions.

ilizati - data is witnessed by the fact
CCA areas, underutilization of offer.lder base<_i . _
f;xc;'zsssince 1973, t,he CCA has continued without ob]ectwg ditihzelggaflr;b%?gjd a;g
- ti . ialogue abou
assess effect, cost, and cost-effectiveness. Di . . and
iabili - de, the DOC, like local CCA organi
reliability of followup offender based data aside, . : :

i isi t of public corrections policy
tions, has made management decisions about a componenf O e
i t use of the most objective data possible. Therefore, as & iinal | 1
gtlitgg uthlel DOC should continue to evaluate the CCA beyonfi the point in time tha‘; thlcS]
study’ is completed. Data on cost, effect, and cost—effec_tlveness sh.ould be employe

on an ongoing basis to guide the operation of the Community Corrections Act.

4. Institutionalization of Research/Information Systems as & Function of Local
Community Corrections Organizations

The fourth major issue presented has to do with t}1e legitimization anc_i instituté?crilarll;
ization of research/information systems as a function of l}ocalgigmm::lg’/eior::seagch
izati i loping & research program

organizations. Local progress 1n deve h DT o O ouroes and
iects has been slow. A number of factors, such as ina edu { : d

lt)lx;gj(ce:os‘ts associated with the conduct of research, ha\{e reportedly hindered 1rppl§n(11ert1

tation of the funetion. In addition, research is cons1der_ed to l_Je too ’comphca earcg

understand and not very useful in the 'real world."” Direct links butween rese

results and application are frequently tenuous.

i i i but is less
imilar situation is observed in the case of mforma"clol:} systems, bu
?roil:\llgced beeause of the widespread use of computers within botl;l the %r;i\(,a;téa silllﬁ
publie sectors. The costs of maintaining informatu?n systems plu_s t e per elved st
levels required to understand their operation are major factors mhlbltmgc 1nsc o
ization of the information systems function within local community

organizations.

a. Suggestions for Resolution

' i is i i icati tility and

kev to resolution of this issue seems 150 be ecommunication of the utl !

ggt?entigl utility of research and information systems. 'I:he t_arget tilllgla?'nchii

individuels involved in local communitX cont';ctlons h(:ng_zrr;lz:glo;:ésg;l tpaill'1 florma {ion o

dvisory board members. .viable mechani pre

?ﬁ:ﬁfv?gs t?'ainingysessions. The sessions could be offered pfamodlcally rtl)); hD?qs sbt:ig’

external consultants, and/or CCA research staff. The ongoing reseicu;lc; tha:a i:r aining

conducted within local CCA organizations could be dlSCLLSSed wi t.m e traimng

sessions to provide participants with concrete gxamples of applica 1or;t.o Ii‘n earel

methodology or use of information systems. As 1s.appro.pr1a.te to any se lin%v Jn whieh
attitude change is desired, involving the target audience in discussion or allo g
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to participate effects the greatest change in attitude, in this case, movement toward
acceptance or institutionalization of *1e research/information systems function-

9. Prohibitive Research/Information System Costs

The costs incurred in conducting full-scale research projects are considered prohibitive
by individuals involved in local community corrections organizationc. The initial cost
that is mentioned is that incurred in hiring research staff or external consultants. As
is apparently the case with training, research activities and research staff have lower
priority than functicns such as planning or the provision of probation/parole services.
Beyond this, other costs are incurred in collecting data (e.g., travel costs); eoding and
storage of data (e.g., keypunching costs, dick storage costs); analyzing data (CPU and
software costs); and publishing costs. The costs are considered to be prohibitive given
the limited use of data gathered.

A discussion of the cost problems associated with the design and implementation of
computer-hased information systems has been presented previously. The fees charged
by consultants for information systems design and maintenance are generally high.
Lven in cases where the local community corrections organizations are tied in with a
county or university-based information system, the costs incurred for system mainte-
nance are substantial. A unique finding is that the costs associated with the design
and implementation of information systems are considered valid t-hile those incurred
for research are questioned. The reason appears to be related to the extent of
integration of computer technology into daily life.

a. Suggestions for Resolution

The issue of the costs of maintaining research staff, information systems, or of
conducting research projects is confounded with the issues of insufficient essessment
of organizational information need and underutilization of data within decision-making
contexts. The costs of carrying out comprehensive research projects and programs are
frequently substantial. One suggestion that can be made to reduce expenditure of
staff resources in conducting research yet maintain or increase the scope of the
research is to utilize external support resources. Two major resources that could be
employed to encourage implementation of the research/information systems function
are university faculty members and student interns.

University departments provide technical assistance and information at no cost or
minimal cost as a professional service to the community. Even if some fee is charged,
that fee is nearly always less than that of a private consultant. Because of the
relationship of community-based corrections to social sciences (e.g., psyechology,
sociology), human services, and social services, associated departments or programs

within the university system could be requested to participate in CCA research
projects.

Besides faculty, the second obvious resource pool is graduate and undergraduate
students who require training in applied research or who must complete research
papers or projects to fulfill degree requirements. Such individuals are often well-
trained and conscientious and, if appropriately supervised, produce excellent work
products. Both faculty and student interns should be accessed as auxiliary research/in-
formation systems resources by local community corrections organizations.

Strategies for implementing low-budget research projects are both project-specific
and area-specifiec. Thus. across~-the-board recommendations about how to deal with
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insufficient resources for research cannot be readily formulated and presented here.
In general, the keys to maintaining research quality while operating with little money
are: 1) expertise in research methodology (e.g., knowing different ways to collect the
same information); 2) research planning; and 3) resource management (e.g., identifying
appropriate resources). The quality of management of the research finetion substan-
tially affects the efficient management of whatever research resources are available.

Finally, some evidence suggests that research is not managed effectively at the local
level. To the extent that research programs or projects are not being systematically
managed by local community corrections organizations, then the validity of the
argument that the costs of research are too high cannot be assessed. The cost of
research should be offset by the increase in organizational efficiency observed from
effective reallocation of organizational resources. As a final suggestion, research
consultants and/or appropriate DOC staff should be brought in to assist local
community corrections organizations in the development of a research program and
provide technical assistance in the management of research resources.

C. Research/Information Systems: Summary and Conclusions

The perception of individuals participating in local community corrections organiza-
tions is that research has emerged as a developing organizational function under CCA.
There have, however, been few comprehensive research efforts completed and
published across CCA areas. What has been done is viewed as somewhat useful and
timely, aithough the quality is appraised as high by individuals involved in local
community corrections organizations. The review and approval of research/inform-
ation systems designs and processes provided by the DOC has been both good and
timely, but, equivocally, has only somewhat facilitated local research/information
systems efforts. The DOC technical assistance that has taken place has not occurred
on a systematic basis. It appears as if individuals involved in local community
corrections organizations think that additional technical assistance from the DOC is
warranted, but specific topical areas cannot be readily articulated. The inference
here is that the DOC shouid identify local needs with respect to research and
information systems and provide technical assistance accordingly.

In terms of quantitative data, half of the local eommunity cerrections organizations
maintain a staff researcher and a research/information systems committee or an
evaluation committee. More than half the CCA areas for which dala are available do
not maintain a written research policy statement or associated guidelines or criteria.
In terms of actual research conducted, virtually all the local community corrections
organizations have carried out studies or investigations, but none have developed a
research program. No independent information about the quality of the research
conducted or its utility within decision-making contexts has been gathered here.
Dissemination of research results has largely been inhouse through: the distribution of
data summaries. Virtually all CCA areas have incorporated data within decision-
making contexts represented by the inclusion of data into comprehensive plans, but the
goodness of fit between the data utilized and the programs established has not been
estimated. Finally, nearly all CCA areas maintain operational computerized,
offender-based information systems.

Based upon quantitative measures of indices of research/informaticn systems employ-
ed plus an overall rating of the research function by individuals involved in community
corrections at the local level, an average research/information systems implemen-
tation score of sixty-five percent has been computed. Based upon the implementation
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criteria delineated, this score is interpreted to mean that the research/information
systems function has been partially implemented.

Five major issues have surfaced with respeet to research and information systems: 1)
insufficient technical assistance by DOC/inadequate research and information systems
guidelines and criteria; 2) nonstandardized information systems design; 3) insuffieient
utilization of data coliected; 4) incomplete institutionalization of research/inform-
ation systems as a function of local community corrections organizations; and 5)
prohibitive research/information systems costs.

A set of suggestions has been put forth to assist in the resolution of the issues
identified. In general, those suggestions are to: 1) secure ongoing technical assistance
from DOC; 2) use external consultants to provide technieal assistance; 3) eliminate
local information systems and utilize the DOC information system or a minicomputer
approach; 4) secure research resource support from university faculty and students;
and 5) provide significant individuals with the information and experience necessary to
understand and accept research/information systems as a legitimate organizational
funetion. Table 12 is included here as a reference to indicate adherence to or support
of the suggestions formulated within and across local community corrections organiza~
tions.

VI. RESULTS: BUDGETING

The final organizational function that is covered is budgeting. Before beginning, it
should be pointed out that CCA funding issues (e.g., funding levels, equitability of the
subsidy formula) are not covered here. The CCA Funding Committee is addressing
those issues in a separate study that will be published early in 1981.

A. Budgeting: Achievements and Changes

Again, for the budgeting function, data pertaining to the opinions of individuals
involved in local community corrections organizations as well as quantitative measures
of budgeting are reported.

1. Perceptions of Achievements and Changes

Two major accomplishments have been delineated for the budgeting function. The
first is fiscal accountability. Survey respondents have reported that, since the
implementation of the CCA, the budgeting function has evolved to include program
budgeting and budget review. (Program budgeting, in abbreviated definition, involves
the establishment of a separate budget for each program incorporated within a
comprehensive plan. Each budget classifies expenditures by line item, e.g., personnel.)

Use of program budgeting has two effects that encourage fiscal accountability: a) the
capacity to monitor program expenditures for individual programs on an ongoing basis;
and b) the capacity to conduct cost analyses, e.g., the breakdown of costs by type of
correctional service. These capacities coupled with budget review and approval by
advisory boards, county boards, and the DOC mean that local community corrections
organizations justify programming and expenditures to three levels of decision makers.
These accomplishments represent a change from a pre-CCA state in which budgets
were apparently hard to understand and where determining exactly where funds were
going was extremely difficult.

1




TABLE 12: Suggested Changes in the Research/information Systéms Functlon by Local Community Corrections

Organization

RECOMMENDED CHANGES

Secure Use Exfernél Eliminate Current Local
Orgoing Consultants Information Systems/

- Technical to Provide utillze DOC Information
CCA Assistance a Technical System or Minicomputer
Area From DOC (1) Assistance (1) - System (2,28,2b,5)

6 [ ] [ ]

Anoka [ ] 8

ARC ]

Blue Earth 9 L] [ ]

Crow Wing- [ [ [
Morrison

Dodge-Fillmore~ L L ]
Cimsted-

Hennepin [ ] e

Ramsey - -- -
Red Lake-Polk- L] &
Norman

Rock-Nobles ¢

Todd-Wadena [ ] [} [}
Washington L} ®

Provide Informetion
about the Utility
of Research/information

Secure Research
Resource Support

from University .

Faculty/Student

Systems (3,4) interns (5) N
® [}
[
® '
® [}
e [}
[ ] ¢
® [ ]
[ ] ¢
® ®
[} [ ]
[} ®

Bumbers n parentheses refer to the research/information systems [ssues ostensibly resolved 1f the suggested cnanges are Implemented:

1 - Insufficient technical assistancé by DOC/inadequate research and informatlon systems guide!ines and criteria

2 = Nonstandardized Information systems design
2a - Nonequivalent data elements
2b -~ Duplicative costs

3 - Insufticlent utilization of data collected

4 - Institutionalization o research/information systems as a functlion of jocal communlity corrections organizations

5 = Prohibitive research/information systems costs
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The second accomplishment of tne CCA budgeting function is associated with the
ability (given certain constraints) to project resource needs in conjunction with the
planning function. The availability of program budget data from past years of local
CCA operation yields information about past costs incurred in providing different
types of correctional services. These data, combined with estimates or projections of
the number of offenders in a county and of offender/community needs for various
correctional serviees, permit estimation of resource need and preliminary judgment of
resource allocation/reallocation, budget planning. Overall, the capacity to achieve
effective and efficient resource allocation and reallocation is enhanced, given this
capacity for budget planning. :

2. Quantitative Measures of the Budgeting Function

Table 13 contains objective indices of thé CCA budgeting function. All of the local
community corrections organizations produce annual CCA budgets based upon various

Kinds of budget analyses. Half of the CCA areas have a budget officer. The CCA

administrators maintain responsibility for carrying out all aspects of the budgeting
process for the local CCA orgeanizations that do not have a staff budget officer.

In terms of products produced, Table 14 reveals that individuals involved in loeal
community corrections organizations think that the local CCA budgets that are
prepared are somewhat easy to understand and the information presented is somewhat
clear. The budgets produced are considered assets to decision-making processes.

Based upon the data in Tables 13 and 14, an average budgeting implementation score
has been computed. The average budgeting implementation score is eighty-eight
percent and indicates that the budgeting function has been fully implemented within
local ecommunity corrections organizations.

B. Budgeting: Problems and Issues

Four budgeting issues have surfaced: 1) county and state budgeting eycles are not
synchronized; 2) county and DOC budget forms are different; 3) quarterly financial
status reports are inefficient and time-consuming; and 4) advisory boards often do not
understand the budgetary implications of policy decisions.

1. County and State Budgeting Cycles Are Not Synchronized

The state budgeting cycle is based upon a fiscal year; that of the counties is typically
the calendar year. Consequently, local CCA budgets for a twelve month period span
portions of two fiscal years. In addition, the legislative budgeting cycle is biennial,
but the appropriation of funds takes place annually. The appropriation takes place
during the January to May time period immediately preceding the beginning of the
fiscal year for which the appropriation is drawn. As a result of these conditions, the
amount of the CCA subsidy transmitted to local community corrections organizations
is not known until almost the start of each fiscal year and unknown for the second half
of any odd-numbered calendar year. This situation is viewed as problematic from the
perspective of planning and budgeting for local community corrections organizations.
The maintenance of correctional services supported by state money is not guaranteed
for the second half of any odd-numbered calendar year, nor, is it even known exactly
until almost the start of a given fiscal year. (The county CCA budget subsidy is
allocated for a calendar year, so the entire amount allocated to community-based
corrections is known prior to the beginning of the calendar year.)




TABLE 13: Indicators of Implementation of the Budgeting Function by Local Community Corrections Organizaﬂc.n i
Produce Conduct Rating of Total Budgeting t
cca Budget Anpual Budget Rating of Readability Ctarity of Budget ing Impiementat fon ¢ -
Area Officer? Budget? Analyses? of CCA Budget CCA Budget®  Score - Score ’ Rank ;
64 No Yes Yes + + 4 80% (4/5) 9 v v
Anoka Yes Yes Yes -8 + 4 1004 (4/4) "3.5
ARR Yes Yes Yes - + 5 100% (5/5) 3.5 |
i
Blue Earth Yes Yes Yas + R 5 100¢ (5/5) 3.5 I
i
Crow Ying- No Yes Yes + + 4 802 (4/5) 9
Morrison i
Dodge-Fi | imore~ No Yes Yes + e 4 80% (4/5) 9 ]
Olmsted . ) &
Hennepin Yes Yes ' Yes ’ + + 5 1003 (5/5) 3.5 § ; !
Ramsev Yes Yes Yes + + 5 100% (5/5) 3.5
Red ! ake-Pnik Yes Yes Yes + + 5 1008 (5/5) 3.5
Norman
Rock-Nobles No Yes Yes + + 4 80% (4/5) 9 : >
Todd-yadena No Yes Yes + + 4 80% (4/5) 9
) . Washiagton ° No Yes Yes - + 3 60% (3/5) 12 &
. ‘ ‘ . N bl .
' # ~ AVERAGE : 4.3 88% (
: a . : :
’ g;?;l;org;?g {j.dernved from the opinions of advisory board members, CCA administrators and staff, and the CCA special ist for each CCA @rea, :
Total budgsting score is computed as the sum of the number of "yes" [ %
gUgSe::ng iiml»?:emen:l’:a:l;'icn score = Total bulgeting score + Maximur‘{n bud;zﬂ,,g sgzizufgspg?ﬁigfd within each GCA area. :
S, udgeving Implementation scorss evaluate lavel of etfort but do not reflect i i ;
, ‘ el nor reflect an overall assessment of quatlty, effective ffici i
. Bimodal ratings of the readabil : N . ness or erticiency. :
’ cancel led oacg other, no ov:ral :‘Zigr’: ::: ‘ar‘s:l:z:gﬂs ¥ere observed. Gne rating was positiva, the other negative. Theretore, since ratings 3
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TABLE 14: Ratings of Aspects of the Budgeting Process by Local Community Corrections Organization
CCA  AREA
All (nAl |=294) W (n6w=23) Anoka ("ANK=23) ARC (nARC=35)
Variable Modal Response : Percent” Modal Response: Percent Modal Respcnse: Percent Modal Response: Percent
Readability of Somewhat Easy to Somewhat Easy to Somewhat Difficult Somewhat Easy
CCA Budget Understand (4.0): 374 Understand (4.0): 57% to Understand (2.0): 264 to Understand (4.0): 36%
Very Easy to
Understand (5.0): 26%
Clarity of Information Understand to Understand to Understand to Understand to
in CCA Budget® an Extent (3.0): 37% an Extent (3.0): 52% an Extent (3.0): 39% an Extent (3.0): 31%
’ Completely
Understand (4.0): 31%

2percent of respandents ¢toosing modal responss 'cafegory.
"5" {g "vary easy.”

"4"'Is “completely understand.”

Reting scale rarged from 1 to 5, where "1" Is "very difficuit,” ™2" s "somewhat difficult,” "3" [s "undeclded," "4" [s “somewhat easy,"

<:Raﬂng scale ranged from 1 fo 4, where "1" Is "do not understand," "2" {s "slightly understand,” "3" s "understand to some extent,"
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of Aspects of the Budgeﬂng Process by Local Community Co

rrectlons Organizatlon

TASLE 14: Rafings

CCA__AREA
Crow Wing= Dodge-F1i | lmore=
Blue Earth (nBE=24) Morrison- (nCWM=25) Olmsted (nDF0=34) Hennepin (nHENN=26)
Variable Modal Response: Percent Modal Response: Porcent Modal Response: Percent Modal Response:  Percent

Readabili‘rg of Somewhat Easy Somewhat Easy Somewhat Easy Somewhat Easy .
CCA Budget +o Understand (4.0): 29% +o Understand (4.0): 404 to Understand (4.0): 56% to Understand (4.0): 42%

Don't Know: 254 : E
Clarity of Information Understand to Understand 1o Understand to Understand fo
in CCA BudgeTc an Extent €3.0): 25%. an Extent (3.0): 52% an Extent (3.0): 47% an Extent (3.0): 35%
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TABLE 14: Ratings of Aspects of the Buddeting Process by Local Communitv Gorractions Ornantzatinn ;'
¥
. CCA _AREA ;Jf
1
Red Lake-Polk~ Rock= Todd- ! L
Ramsey (nRAM=21 ) Norman (nRPN=24) Nobles (nRN=15) Wadena (g =21 } ;'[
Variable Hodal Responsa: Percent Modal Response: Percent --Modal Response: Percent Modal Response: Percent 1§
Readabili‘rg of Somewhat Easy Somewhat/Very Easy . Somewhat Easy Very Easy I
CCA Budget to Uncerstand (4.0): 38% to Understand (4.5): 42% to Understand (4.0): 56% to Understand (5.0): 52% E jif
{
| ¥
i 4 .
: |
: Clarity of Information Understand to Completely ] Completely Completely
. o in CCA Budgst' an Extent (3.0): 38% Understand (4,0): 424 Understand (4.0): 50% Understand (4.0): 52% 3 4
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TABLE 14: Ratings of Aspects of th
CCA AREA
Washington (nyah2!?

Variable Modal Response: Percent

Readabili‘rg of Somewhat Difficulf®
CCA Budget fo Understand (2.0): 43%
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Clarity of Information Understand to
in CCA Budget an Extent (3.0): 52%
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In addition, there are different time lines for submission of local CCA budgets in
comprehensive plans to advisory boards, county boards, and to the DOC, respectively,
for review and approval. Depending upon the CCA area considered, the budgets/com~
prehensive plans often must be submitted to the advisory board by the end of March or
April, the county board during the mid portion of the year, and to the DOC by October
1st. Thus, the budgets/comprehensive plans must actually be prepared from six to
eighteen months in advance of the start of the fiscal year for which they apply.

The uncertainty about the exact amounts of the CCA subsidy and the size of the
institutional commitment budget, combined with the logistic necessity of projecting
funding needs from six to eighteen months in advance, all contribute to potential
programming instability within local ecommunity corrections organizations. In other
words, a nonstable funding base yields the potential for nonstable community correc-
tions programming.

a. Suggestions for Resolution

The issue of nonsynehronized budgeting cyecles is one that does not lend itself to ready
or permanent resoiution. For example, three suggestions which have been put forth
are: 1) to have the state legislature appropriate funds for CCA for two fiseal years; 2)
to have the legislature quarantee a stable funding level for the county budgeting year
that cuts across two fiscal years; and 3) to change the timing of the annual
appropriation process so that it is completed in the October-December time period,
thus allowing seven to nine months lead time before fiscal year startup, thus allowing
for possible budget modification. All of these suggestions have a deal of common
sense appeal. There are, however, a number ¢f legal and fiscal factors involved (such
as the federal budgeting cycle) which would inhibit or prohibit the implementation of
such suggestions.

In this situation, the most tenable solution appears to be in place. Given prior
information about possible budget cuts, the inflation rate, insitutional commitment
budgets and the like, CCA administrators or financial officers should construet
budgets which are conservatively based upon the maximum projected impaet of all
identifiable factors. As a hypothetical example, if a projected state budget cut is ten
percent then the budget of a local community corrections organization should be
adjusted accordingly. If the hypothical budget cut did not take place or was less than
ten percent the local CCA organization would have a budget surplus. What it would
not have would be a sudden deficit that might force an abrupt change in correctional
service delivery. The organization's budget would have been cut back in a timely
fashion consistent with principles of sound management. Simply stated, the best way
to manage an uncertain environment is to utilize all information about potential
impact and adjust budget estimates accordingly.

2. County and DOC Budget Forms Are Different

The counties and the DOC have different budget forms, which necessitate the
preparation of separate budgets for county and state government review and approval.
For example, DOC budget forms lump fringe benefits, while county budget forms
break down fringe benefits into categories such as retirement, social security, and so
on. Production of two budgets containing basically the same information is viewed as
duplicative, inefficient, and time-consuming.
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fund.s necessary to expand the provision of the ecorrectional service may not be
: considered or fully undergtood. If not controlled, the potential for adversely affecting
b the quality of that particular service as well as other correctional services exists,

Commoen opinion among CCA administrators is that the DOC should change its budget o since available resources would have to be redistributed.

a. Suggestions for Resolution

forms to the uniform chart of accounts (or other uniform budgeting format) currently
used by counties that fall under the Human Services Act. Apparently a number of
relevant state departments (e.g., Welfare Department) accept this budgeting format.
Use of one budgeting format would facilitate cross systems planning (and, perhaps,
cooperative program funding or cooperative training) by allowing comparison of
service units across departments, agencies, programs, organizations, and/or counties.

Use of the uniform chart of accounts budgeting format or other uniform budgeting

format would standardize budgetary information, and it is suggested that it be adopted
by the DOC for its own use. If, for some reason, the uniform chart of accounts
budgeting format cannot be used, then it is suggested that new budget forms
acceptable to the state and to the counties be developed.

3. Quarterly Financial Status Reports Are Inefficient and Time-Consuming

The production of financial status reports for the DOC four times per year is viewed
as time-consuming and inefficient. The first quarter's financial status report has been
cited as particularly problematic for several reasons. The first reason is that a
number of programs, especially when they are starting up, do not expend & great deal
of money. Further, if programs have been operating for some period of time, their
spending levels for the first quarter of a year usually do not substantially differ from
those of the fourth quarter of the previous year. The third reason that quarterly
financial status reports are viewed as problematic is that accounts and other fiscal
matters from the fourth quarter of the preceding calendar year are still being dealt
with during the first quarter of the next year. From the standpoint of economy of
workload and efficiency in information transmission, quarterly financial status reports
are considered too frequent.

a. Suggestions for Resolution

Since financial status reports are viewed by survey respondents as valuable mech-
anisms for monitoring program expenditures, continuation of the reports is suggested.
The frequency with which the reports are produced should be modified, however (at
least after an arza's first year under CCA). The suggestion that is made is to require
semiannual financial status reports. The first financial status report should be
submitted to the DOC six months into the calendar year, which corresponds to the end
of the state fiscal year. The second financial status report should be submitted to the
DOC at the end of the calendar year, which corresponds to the close of the county
funding year. Fianancial status reports should be forwarded with the semi-annual
progress reports submitted by local community corrections organizations. In this way,
expenditures will continue to be monitored both by the DOC and by local community
corrections organizations, but duplication of effort should be reduced. Because of tne
fact that counties which have recently entered CCA could benefit from the prepara-
tion of quarterly financial status reports, it is also suggested that newly-joined local
CCA areas submit quarterly financial status reports for a period of one or two years.
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a. Suggestions for Resolution

In §ituations where the budgetary implications of policy decisions are discussed prior
to 11*{1glementation, the policy decisions are often mediated by fiscal constraints. CCA
administrators or fiscal officers must maintain responsibility for ensuring that a
corr}p.onen.t of the information presented to advisory boards in their poliey-related
decisions is gost and impact data. If an analogous procedure is not currently carried
out, then it Is strongly suggested that advisory board policies be modified to require
the cqmpletlon of preliminary cost analyses and impact analyses prior to finalization
of policy decisions. :

To the gxte.nt th_at knowledge of the budgeting process, familarity with cost analyses,
and familarity w1'§h impact analyses sre needed by either CCA staff or advisory board
mem‘bers, then mﬁormation about and practical application of these should be
provided. Suggestlons which are made are to: 1) eonduct training sessions and 2)
prepare and distribute a training film or slideshow about the association between
funding processes and policy deeisions. The training film or slideshow could be shown

during the advisory board meeting or as a component of an ori i
i entation
advisory board members. process for

C. Budgeting: Summary and Conclusions

Two _major accomplishments have reportedly been realized within the budgeting
fupqtlon of local community corrections organizations. They are: fiscal account-
ability {through program budgeting and budget review) and the ability (given certain
constraints) to project resource needs, that is, to conduet budget planning. Specifie
facts apout the local CCA budgeting function are: 1) all of the local community
corrections organizations conduct budget analyses which are incorporated into com-
prehepgwe plans; 2) half of the CCA areas maintain a budget officer, but in the
remaining half the CCA administrator is responsible for construeting budgets and for
preparing budget reports; and 3) as products of the budgeting funection, budget
gioqurpents are thought to be somewhat easy to understand and somewhat clear by
1nd1'v1.dua1.s involved in local community corrections organizations. Based upon both
quantitative and qualitative data, an average budgeting implementation secore has been
porpputed. The average budgeting implementation score of eighty-eight percent
mdxcateg that the budgeting function has been fully implemented within local
community corrections organizations.

Four budgeting igsues have been delineated. First, county and state budgeting eycles
are not synchrqmzed. As a result of nonsynchronous budgeting cyecles, the amount of
the CCA ‘sub51dy transmitted to local community correetions organizations is not
known until almost the start of each state fiscal year and unknown for the second half
of any odd-numbered calendar year. The second budgeting issue is that county and
state budget forms are different, necessitating the preparation of two different

i

4. Advisory Boards Often Do Not Understand the Budgetary Implications of Policy i budgets for state and local budget review and approval. Third, quarterly financial
Deaisions i status reports are inefficient and time-consuming either because the level of program

. ; expenditures for the first quarter of a calendar year is frequently quite similar to
tho§e of the. last quarter of the preceding calendar year; or the level of expenditures
during the first quarter of a ealendar year is not large if a program is just starting up.

[ e | Sy
| S L

A concern that has been expressed, primarily by CCA administrators and staff, is that
advisory board members frequently do not understand the budgetary implications of
policy decisions. A simple example is deciding to expand a given type of correctional
service. Typically, a policy decision to expand service is coupled with either a
directive to add staff or the addition of staff is implied in the decision. The amount of
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TABLE 15: Suggested Changes in the Budgeling Function by Ldcal Community Corrections Organization |
SUGGESTED CHANGES
Exercise Provide Training in Provide |
Conservative, Require Budget Budgetary Implications of Data on [
CCA Informed a Budgeting Reports Policy Declslons/Produce Cost/ ; -
Area Management (1) Farmat (23 Semiannually (3) Training Films or S| ideshows (4) Impact (4) !
6W — ] L] e ,
Anoka ] °
ARC [ ] ] e
Blue Earth L] ] e 0 ]
Crow Wing~ ) (] ] ¢ ]
Morrison !
. : o /
Dodge-Fiilmore- ® L [ ] L] ) o i =
Olmsted v
Hénnepin L [ ] [ °
Ramsey - - _— - - ;
I
Red Lake~Polk- ] ° I .
Norman ;
Rock-Nob les ] ’ ° ) ¢ i
i
~ ]
. Todd-Wadena [ ] ® ® L] ’ \
- | [
) A Washington ) L] L] ® ] L
. ‘ ‘ SNumbers in parentheses refer to the assocliated budget Issues ostenslbly resolved If the suggested changes are Implemented: i;
. s 1 = County and state budgeting cycles are not synchronized ‘:
) - B 2 = County and DOC budget forms are different - f;
3 = Quarterly budget reports are Inefficient and +ime-consuming i
4 - Advisory boards offen do not understand the budgetary Implications of pollcy decisions :.
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} Thus, the monitoring of expenditures four times per year is considered inefficient
. [ because of redundant or scarce information. A final budgeting issue that has arisen is
' L that advisory board members often do not understand the budgetary implications of

policy decisions. Without either cost data or analysis of budget impact, possible
T results of policy decisions can be overcommitment and an associated reduetion in the
i overall quality of correctional services provided.

. Five suggestions have been offered to resolve budgeting problems and issues: 1)
) application of a conservative budget management strategy to assess and adjust for the
maximum possible impact of factors on resource availability; 2) adoption of ihe
uniform chart of accounts budgeting format or other uniform budgeting format; 3)
i scheduling of semiannual financial status reports, one to conform to the end of the

state fiscal year, the other to the end of the calendar year; 4) require the provision of
cost and impact data to advisory board members for incorporation within deecision-
- '~ making contexts; and 5) provide technical information and experience to advisory

board members in the use of cost/impact data to make policy, plarning, and funding
decisions. Table 15 is a readily interpretable mechanism for identifying the degree of
concensus that exists between the budget issues that have been discussed and the
suggested changes that have been proposed within and across local community
carrections organizations.

e

V. RESULTS: STRUCTURE OF LOCAL COMMUNITY CORRECTIONS ORGANIZA-
TIONS ‘

e

As specified in the Introduction to this component of the CCA evaluation, organiza~
‘ tional interaction will receive primary emphasis in the appraisal of organizational
W structure. Five behavioral constructs have been incorporated here to represent
o different aspecis of interaction among the individuals involved in local community
corrections organizations:

BN |

H i
[ Ssvi ity §

1. Cooperation satisfaction
) _ : 2. Organizational viability
@ ' , . - | 3. Organizational legitimacy
" . ‘ - : 4. Contextual environmental impact
- e ‘ 5. Collaboration

%

o ' . - e Data pertaining to these behavioral constructs are discussed in conjunetion with

2 . ' ' achievements, problems and issues, and changes in interaction which have evolved
B ~ since the Community Corrections Act was implemented. The format that has been
! followed in discussing organizational function is maintained in this seetion.

{ A. Behavioral Constructs as Indices of Organizational Structure

‘ The behavioral constructs identified above are discussed in sequence. Each has been
, , . o : selected because it represents an aspect of organizational interaction that is impor-
T e tant to any organization formed to serve as a coordination-control mechanisimn.

1. Cooperation Satisfaction

. : | The term cooperation satisfaction refers to the perceived satisfaction with the way
. s ~ . individuals involved in local community corrections organizations work together and to
' o ' the extent to which additional cooperation is needed. Table 16 lists the behavioral

~y

~
3
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Organizational Structure Measured as Behavicral Constructs Pertaining to
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constructs, the variables which comprise the constructs, and the modal responses to
each variable. On an overall basis, individuals involved in community corrections
organizations at the local level are satisfied with the level of cooperation they
experience in working with each other. They do believe, however, that some increased
cooperation is needed. Table 17 shows that an average cooperation satisfaction score
of seventy-three percent is observed across local community corrections organiza-
tions. Utilizing the criteria previously defined, the interpretation appropriate here is
that organizational structure, as mesasured by cooperation satisfaction, has been
partially attained. Data in Table 16 show that this construet would have been
achieved in greater degree had a greater level of cooperation been experienced by the
individuals involved in loecal community corrections organizations.

2. Collaboration

Collaboration is an analogous behavioral construet, but this term addresses the extent
to whiceh individuals involved in local community corrections organizations are willing
to work together and assume particular responsibilities because of a shared view that
doing so is more effective than working alone. A related component is the extent to
which individuals are willing to negotiate responsibilities, in this case, responsibilities
associated with the implementation of the CCA at the local level. As Table 16
reveals, there is a high degree of concensus that working together to accomplish local
CCA goals and objectives is more effective than working independently. Similarly, a
high degree of concensus exists about the willingness of individuals tc sit down and
discuss how CCA responsibilities should be shared. Individuals involved in local CCA
organizations also think that shared responsibility is accepted, but that willingness to
do so is not complete. An average collaboration implementation score of eighty-five
percent has been computed. Collaboration, as an index of organizational structure,
has been achieved in local community corrections organizations (Table 17).

It is not known why some degree of resistance in assuming responsibilities exists, but it
may have to do with unclear definition of roles and imprecise identification of
responsibilities. Qualitative and quantitative data suggest that respective roles and
responsibilities are unclear or unacceptable with regard to the:

a. Roles and responsibilities of the DOC in administering the CCA.

b. Roles and responsibilities of advisory boards in relation to county boards as
the governmental bodies charged with the implementation of the CCA at the
local level.

e¢. Roles and responsibilities of the juditiary in comparison with the reoles of
advisory boards and county boards in supervising court services officers and
probaticn and parole oificers.

d. Roles and responsibilities of individuals under the CCA.

3. Organizational Viability

The construets named organizational viability and organizational legitimaecy are
closely allied. The former term considers: a) the perceived importance of local
community corrections organizations to successful implementation of the CCA at the
local level; and b) the perceived capability of the local organizations of ensuring that
the CCA works.




TASLE 17: Qroanizational Structure Implementation Scores Based upon Behavioral Censtructs Representing Organizaticonal
Interaction

Total Grganizational
BEHAVIORAL CONSTRUCTS REPRESENTING ORGAN!ZATIONAL INTERACTION Organizatlonal Sf?'ucwre
CCA Cocperation Orgenizational Organizational Contextual Struciure Imptementation
Area Satisfaction(CS) Viabil ity(ov) Legitimacy(OL) Environmenta! Impact (CEl) Collaboration {C) Score Score “?
6 _ 6.0 13.5 16.0 8.5 12.0 5610 82% (56/68)
Anoka 6.0 12.5 16.0 9.0 13.5 57.0 844 (57/68)
ARC 6.0 13.5 16.0 © 8.0 13.5 57.0 84% (57/68)
Blue Earth 3.5 11.5 15.0 6.5 12.0 48.5 71% €48.5/68)
Crow Wing- 6.0 12.5 14.0 8.0 12.0 52.5 77% (52.5/68)
Merrison
Rodze-Fil Imora- 7.0 15.0 16.5 9.0 14.5 62.0 91% (62/68)
Ci=sTed
Hennesin 4.5 12.5 130 8.0 12.0 51.0 74% (50/58)
Ra~sev 6.0 13,0 - 8.0 12.0 9.0 81¢ (39/48)
Red Lake-PQI'k-_ 6.5 15.0 16.0 8.5 14.0 60.0 88% (60/68)
Norman
Rock=-Nakles 5.5 13.0 14.5 8.0 12.0 53.0 78% (53/68)
Todd-Wadena 6.0 15.0 16.0 8.0 . 12.5 57.5 85% (57.5/68)
washington 6.0 12.5 16.0 8.0 12.0 54.5 803 (54.5/68)
AVERAGE : 5.8 AVERAGE: 13.3 AVERAGE: 15.4 AVERAGE : 8.1 AVERAGE: 12.7  AVERAGE: 55,3 AVERAGE: 8%
Average CS Average QV Average OL Average CEl Average C '
Implementation Implementation Implemgntation Implemertation Impiementation
Score: © Score : Score: Score:d Score:
73% (5.8/8) 89% (13.3/15) 7% (15.4/20) 813 (8.1/10) 85% (12,7/15)

Hotal organizational structure score = CS + OV + OL + CEl + C.

bOrganizaﬂonal structure in;plemenfaﬂon score = (CS + OV + OL + CEl + C) + Maximum arganizat®s~x| structure score (68 paints).
°Crganiza7ional structure implementation sccres evaluate level of effort but do not reflect an ovsrall assessment of qual {ty, effectiveness, or efficiency.
d;.verag;a organizational structure implementation score = Average organizaticnal structure score for a glven behavioral construct representing organizational

interaction + Maximum possible score for the bshavioral construct.
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Overall, individuals involved in loecal ecommunity corrections organizations are of the
opinion that their organizations are very important to the suecessful implementation
of the Community Corrections Aet (Table 16). " A high percentage (seventy percent) of
the individuals thought that the local CCA organizations are somewhat/very capable
of carrying out the mandates of the CCA. The perceived degree of willingness of
individuals involved in CCA at the local level to work together is far less. Thirty-nine
percent of the individuals (CCA administrators, staff, advisory board members, CCA
specialists) indicated that members of loeal community corrections organizations are
willing ~— but only somewhat so — to work together to achieve common goals.

All in all, individuals involved in the organizations that have evolved locally to manage
implementation of the CCA think the organizations are viable. That is to say, the
local organizations are important factors in the implementation of the CCA. The
local organizations have the capacity to see that the CCA works, although involved
individuals are not completely willing to work together to achieve common goals.
Again, the data suggest that roles and responsibilities may to some extent be unclear,
poorly defined, or they may lack definition. The average organizational viability
implementation score is eighty-nine percent, indicating that local CCA organizations
are perceived to be fully viable as mechanisms to manage implementation of the
Comm~nity Corrections Act at the local level (Table 17).

4. Organizational Legitimacy

Organizational legitimaey is a behavioral construet that is closely related to organiza-
tional viability. This construct emphasizes the level of agreement about: a) what CCA
should accomplish loeally; b) agreement about the benefits that can be gained through
the CCA; ¢) the level of agreement about the negative consequences that might ocecur
if individuals fail to work together; and d) the level of understanding of individuals
about their responsibilities with respect to the CCA. Organizational legitimacy
emphasizes the appropriateness of the match between CCA and tiie organizations
which have evolved at the local level to manage its implementation.

Again referring to Table 16, data indicate there is some but not complete agreement
among individuals involved in local community corrections organizations about what
the CCA should accomplish. Similarly, there is some but not total agreement about
the benefits and the negative consequences that could be netted under CCA. The data
suggest there is a higher level of concensus about what the CCA should achieve than
about the benefits {e.g., keeping families together) and costs (e.g., possible increased
threat to public safety) that might be observed. Similarly, there is less concensus
about the role of any given individual in the successful implementation of the CCA.
An average organizational legitimacy score of seventy-seven percent suggests that
local CCA organizations are considered legitimate in part, but that concensus is not
high about certain aspects of the organizations' relationships to the CCA, e.g.,
benefits and costs (Tables 16 and 17).

The interpretation assigned to the construets of organizational viability and organiza-
tionel legitimacy is that individusals involved in local community corrections organiza-
tions think that the local CCA organizations are very important to the successful
implementation of the CCA, specifically, in actually carrying out its mandates.
Organization members are also of the opinicn, however, that there is not complete
agreement about what the CCA actually should accompiish or what benefits and costs
might or should be derived. There is somewhat less concensus about the clarity of
individual roles and responsibilities under the CCA and about the willingness of
individuals to work together. Individuals involved in local community corrections
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organjzations think that the organizations per se are both viable and legitimate,
although individual roles and resonsibilities need clarification and increased coopera~
tion and collaboration are necessary.

5. Contextual Environmental Impact

The term contextual environmental impact refers to the clarity with which CCA goals
and objectives have been defined, that is, the extent to which the anticipated
accomplishments of CCA have been delineated and the perceived willingness of
organization members to review expectations about accomplishments. Contextual
environmental impaet is the degree to which expectations about what CCA should
accomplish are identified and reviewed by individuals involved in local community
corrections organizations.

Table 16 suggests that local expectations about CCA goals and objectives have been
identified and reviewed. Projected CCA accomplishments, as goals and objectives,
have not, however, been unequivocally defined nor has there been complete willingness
to do so. Individuals involved in community corrections at the local level to an extent
have not cooperatively identified and adopted what they as an organization should
sccomplish (impact) with respect to the CCA (the environment). The average
contextual environmental impact score is eighty-one percent. This score indicates
that goals and objectives have evolved within the context of the CCA, but they have
not been unequivocally defined and the apparent willingness of individuals to do so is
not ecomplete (Table 17). .

6. Overall Assessment of Level of Attainment of Organizational Structure as
Measured by Behavioral Construets

As a summary mechanism, Table 17 has been constructed to provide quantitative
measures of the extent to which organizational structure has been attained by local
community corrections organizations. The overall organizational strueture implemen-
tation score is eighty-one percent. This score indicates that local eommunity
corrections organizations have been successfully formed, at Jeast to the extent that
organizational strueture is measured by indices of member interaction.

B. Perceived Achievements of Loc.d Community Correetions Organizations '

The data presented above indicate that individuals involved in local community
corrections organizations think that the organizations are viable and that they are
important vehicles for carrying out the mandates of the Community Corrections Act.
Survey respondents think that the local community corrections organizations are
evolving as centralized decision-making bodies to coordinate and control implement-
ation of the CCA at the local level. Major accomplishments, as identified by
individuals involved in the local CCA organizations, include: 1) coordination of
components of the eriminal justice system; 2) systemwide planning; 3) the integration
of cross-system resources; 4) reduction in duplication of corrections programming; 5)
fiscal accountability; and 6) provision of high quality services to offenders.

Individuals such as advisory board members, CCA administrators, staff, and CCA
specialists have stated that they think that a substantial accomplishment has been the
establishment of loeal coordination and control of the correctionai system. The
ultimate effeets of local coordination and control sre perceived to be the increased
availability of treatment alternatives for offenders, reflected both in a higher level of
rehabilitation of offenders as well as increased social justice. (The extent of the
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Possible disparity between the perceived and aetual accomplishments in serviee
availablity, recidivism, and social justice can be determined in subsequent components
of this evaluation.) These accomplishments are all seen to contrast with the status of
corrections or community-based corrections prior to implementation of the CCA.

With respect to cooperation satisfaction and collaboration, survey respondents think
th.at individuals do cooperate with each other and accept responsibilities associated
with implementation of the CCA. In addition, there is a substantial degree of
concensus that working together is more effective than working independently or
working at odds. In contrast to a pre-CCA period of time, individuals are willing to sit
down and derive shared strategies to meet common goals. The willingness to
cooperate and collaborate yields an increased satisfaction with the work environment,
a conviction that correctional and cross-system resources are being integrated into
com_munty—based corrections, and the perception that offenders are receiving higher
qual;ty treatment without inereasing the threat to the community. The integration of
pubhc and private resources into local community corrections organizations is cited by
mfiividuals involved in local community corrections organizations as a major accom-
plishment resulting from the implementaton of the Community Corrections Act.

In summary, individuals involved in local community corrections organizations hold the
opinion that these organizations are centralized decision-making bodies which are
integral to the operation of the CCA at the local level. Survey respondents believe
that the organizations have achieved levels of cooperation and collaboration among
individuals which are superior to those which existed prior to implementation of the
Community Corrections Act. The integration of noncorrections of resources into the
local community corrections organizations is perceived to yield higher quality treat-
ment for offenders, and it is thought that this will eventually vield a decrease in
recidivism and an increase in social justice. There is also a body of opinion that holds
that increased cooperation and collaboration are needed. A faetor which may
contribute to less than ideal levels of cooperation/ecollaboration is unclear roles and
responsibilities.

C. Organizational Structure: Problems and Issues

Bpth in this section and in the sections on planning, budgeting, cooperation satisfac-
tion, collaboration, organizational viability, organizational legitimacy, and contextual
envirpnmental impact, data indicate that a degree of uncertainty, confusion, and
confliet exists with respect to particular roles and responsibilities. As discussed, there
are major instances where roles and responsibilities are unclear or where they are
contradictory:

1. Roles and Responsibilities of the DOC in Administering the CCA

Qualitative and quantitative data pertaining to the roles and responsibilities of the
DOC in local decision making and in the provision of technical assistance are
contradictory. Thus, the following discussion is divided into two seetions. The first
afidresses the opinions and beliefs of individuals involved in local community correc-
tlons‘organizations about DOC roles and responsibilities. The problems and issues
deyiv;ng from this viewpoint and associated suggestions for resolution are delineated.
Within the second section of the discussion, the role of the DOC as implieéd by the
CCA is explored.
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a) Promulgation of Rules/Review of Standards Compliance

The DOC has been ecriticized for not exerting a leadership role in coordinating the
implementation of the CCA at the local level. In particular, the dissatisfaction has
surfaced in reference to the perceived inadequancy of the rules promulgated,
particularly the associated guidelines and eriteria pertaining to the functicns of
planning, training, and research/information systems. In addition, DOC review of
standards compliance has been cited as requiring improvement due to sometimes
confusing and contradietory directives about what is expected. Both of the above have
reportedly led to hit-or-miss approaches to the implementation of some local
functions, particularly in the first several years after CCA entry. . Hit-or-miss
approaches have resulted in duplication of effort, for example, having to complete one
or more versions of a comprehensive plan.

Within other situations where DOC direction is assumed or implied, the absence of
guidelines and criteria or the delay in producing the same have reportedly been costly
and time-consuming. As illustration, the absence of a standardized information
systems design has meant that virtually all of the local community corrections
organizations have had to contract for information systems design and maintenance as
well as for appropriate software. While unique data elements might have been .dded
to information systems, resulting in some modification in design anyway, the lack of a
standardized information systems design has meant that similar design costs have been
paid by nearly all CCA areas for systems that probably are quite similar in content or
at least in purpose. ‘

Quantitative data in Table 18 and Table 19 suggest, in contrast, that DOC perform-
ance in promulgation of rules/guidelines/criteria and review of standards compliance
has been good. In addition, the level of cooperation between state and local
community corrections organizations has been good. The effect of these on local CCA
operation has either been viewed as somewhat facilitating (review of standards
compliance) or not apparent (promulgation of rules, guidelines, criteria). The
promulgation of rules by the DOC has not been particularly timely although DOC
efforts in the review of standards compliance has. Finally, the level of activity
exerted by DOC in carrying out the CCA mandates is considered somewhat active,
although the observed level of support is not high. This latter set of quantitative data
suggest that DOC performance with respect to rule promulgation and review of
standards coizpliance has been acceptable. (Substantial proportions of the responses in
Tables 18 and 19 are "don't know." These results plus the low proportions of
respondents actually selecting the modal response categories mean that ratings cannot
be-accepted with a high degree of reliability.)

The disparity in the results reported cannot be readily resolved. A response bias might
be reflected in the qualitative data suggesting DOC performance has been inferior.
This response bias may be due to the fact that individuals who responded to an open-
ended questionnaire were more likely to have been dissatisfied with DOC performaice
and, thus, relayed their opinions and beliefs. A subsequent series of telephone and
one-to-one interviews with CCA administrators, staff, and advisory board members did
indicate, however, that the perceptions identified about inadequate DOC performance
are considered accurate. Since a level of support does exist for DOC performance, it
seems that both sets of data suggest that DOC performance in promulgating rules and
reviewing standards compliance has somewhat facilitated the operation of local
community corrections organizations. In the main, however, the rules, standards,
guidelines, and criteria established have not been adequate, and the DOC has not been
particularly active in establishing the same or in reviewing compliance.
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b) Provision of Technical Assistance

As far as technical assistance is concerned, the data are again equivocal. The
technical assistance that has been provided in the areas of planning, training, and
research/information systems is considered good, somewhat timely, and somewhat
facilitating. (DOC technical assistance with respect to the budgeting function has not
been‘ rated. Informal data reveal that technical assistance for this function is
considered to be excellent.) The criticism that is levied is that the technical assistance
has.not been provided on a regular basis and that the technical information provided is
typ}cally insufficient. The negative effect of insufficiently frequent technical
assistance and information is perceived to be the duplication of effort associated with
trml—apd—errov. This duplication of effort has been wasteful from the standpoint of
staff time. In addition, particularly in the case of information systems, the paucity of
DOC t_echnical assistance efforts has been costlv. External consultants have been
expensive, and there is informal evidence that some of the information systems are
ngt meeting the information needs of local community corrections organizations.
Flnall.y, some survey respondents hold the opinion that insufficient technical assistance
pas hlndgred organizational development by not providing the expertise and technical
information necessary to enable local community corrections organizations to progress
at a rapid rate.

¢) Suggestions for Resolution

'_I‘he sugg_estiqns that are made here to resolve issues pertaining to DOC performance
in administering the CCA are similar in that they all involve negotiation of roles and
responsibilities.

1) Revision of Rules/Guidelines/Criteria and Revision of Procedures to Monitor
Standards Compliance

The initial set of rules promulgated for the CCA and the procedures for reviewing
1mp1ementation of the same had few parellels in legislation. To some extent,
dissatisfaction with the rules, guidelines, and criteria, or the review process could
have been reasonably anticipated. Both the DGC and local community corrections
organizations underwent a learning process involving trial-and-error in the develop-
ment of relevant documents and procedures.

After seven years, however, the CCA rules, guidelines, and criteria should be refined
to the point where any assessment of their utility will yield data supportive of the
pQ_C's_effort. The same can be said about review of standards compliance. Beyond an
initial development period, the review process should have been refined to the point
where now the CCA administrators and staff who are largely affected think that the
review process is viable.

It is suggested that CCA ruies, guidelines, and criteria, as well as the processes
rquired to monitor compliance, be changed as deemed necessary by state and local
declsio_n makers. A mechanism for identifying related problems and issues and for
producing the documents and procedures needed should be enacted. Both should meet
the ngeds of the state and loeal community corrections organizations. A task force on
organizational structure should be convened to oversee necessary revision of rules and

p{ocetdures and to achieve resolution of major issues pertaining to organizational
structure.

2) Expansion of Technical Assistance Activities

As far as technical assistance is concerned, the CCA directs that technical assistance
be provided to local community corrections organizations in the preparation of
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; . TABLE 18: Ratings of the Performance of the DOC in Carrying Out Mandates of the Community Corrections Act: 3
! Promuigaticn of Rules for implementation of the CCA |
' |
q C C A __AREA !
-
Alt {n Al |=294) W (nsw=23) Anoka (nANK=23) ARC (nAm=3a 3
¢ Variable Modal Response: Percent Modal Response: Parcent Modal Respanse: Percent vodal Response: Percent
Gverall Pegfon'nanca Good (3.0): 30% Fair/Good (3.5) ) 743 Fair/Goad (3.5) 65% Fair (3.0): 31% :
ot the DOC Don't Know: 25% | .
Effect on Local Somewhat Faclliltated/ Somewhat Hindered (2.0): 44% Somewhat Facilitated (4.0): 35% Undecided (3.0): 22% f
CCA Operatians® Undecided (3.5): 45% Don't Know: 374 gf;
Don't Know: 27% :
|
. i
Ltevel of Cooperation . Good (4.0): 28% Fair/Good (3.5): 65% Good (4.0}: 39% Good (4.0): . 294 J
Between the DOC and Don't Know: 304 Don't Know: 26% Don't Know: 319 :
the Local Community
Corrections Organization | _
O i =
+ . "
Leve! of Acf';vify ) Somewhat Active (4.0): 26% Somewhat Active (4.0): 35% Somewhat Active (4.0): 39% Somewhat Active (4.0): 25%
of the DOC® Don'*t Know: - 36% Don't Know: . 314 |
Tirrelin;ss of DOC . .
Efforts . - Slightly Delayed/ Timaly (4.0): 22% Siightly Delayed (3.0): 26% Timely (4.0): 22% .
Timely (3.5): 36% Don't Know: 524 pon't Know: 30% Don't Know: 354
. Don 't Know: 46%
. : s . 4
4 R Percentage of respondents selecting modal response category. - i !
- * Rafi.ng scale ranged from 1 to 5, where "1" is "bad," "2" iIs"poor," "3" Is “fair," “4" is'"good," ws |5 Mexcel lent. " i
5?;”:2 ﬁgiégqun?‘igiﬁ:;;;ﬁ 5, where "1" Is "great!y hindered,” "2" is "somewhat hindered," "3" is "undeclded," "4" is "somewhat facilitated,” [
j Rating scale ranged from 1 to 3, whars "1"Is "bad," "2" Is “poor," "3" s "falr," "4" [s "good," "5" Is "excellent,” '{ i
. o ‘ Rafn]g scale rang_;ed from 1 fo 5, where "1" Is “very passive," "2" Is “somewhat passive," "3" is "undecided," "4" s Ysomewhat active," i
- ! 5" is “wery active." ‘ ’ |
i ’ Rating scale ranged from 1 to 5, where "1" is "nonexistent," "2" is tlate, i "IN s Wsiightly delayed;" "4" is "timely," "5 Is "foo early." ‘
f .
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TABLE 18: Ratings of the Performance of the DOC_ In Carrying Ouf Mandates of the Community Corrections Act:
Promuigation of Rules for Implementation of the CCA
1
CCA AREA
Crow Wing- Dodge-Filimore—
Blue Eartii (nBE=24) Morrison (nCWM=25) Olmsted (nDF0=34) Hennepin (nHENN'—‘ZG;
Variable Modal- Response: Percent Modal Response: Percent Modal_Response: Percent Modal Response: Percent
Overall Performance Fair/Good (3.5): 42% Good (4.0): 40% Good (4,0): 413 Falr (3.0): 23% :
of the DOC Don't Know: 334 Don't Know: 32% Don't Know: 39%
|
!
Effect on Local Somewhat Hindered (2.0): 25% Somewhat Somewhat Somewhat f
CCA Operations Don 't Know: 29% Facilitated (4.0): 324 Facilitated (4.0): 324 Faciiltated (4.0): 23%. L
Don'+ Know: 27% Don't Know: 314 r’;’ .
Level of Cooperation Fair/Good (3.5): 38% Good (4.0): 444 Bood (4.0): 41% Falr (3.0): 314 , g
Between the DOC and Don't Know: 38% Don '+ Know: 35% Don't Know: 35% 2 I
the Local Community d 1
Corrections Organization |
|
Level of Agﬂvﬁ"y Somewhat Passive (2.0): 17% Somewhat Active (4.0): 48% Somewhat Active (4.0): 32% Somewhat Active (4.0): 23%
of +the DOC Don't Know: . 384 Don't Know: 32% Don't Know: 414 Don't Know: 9% ;
) Timel ingss of 0OC Slight!y Delayed/ Stightly Delaved (3.0): 32% Siightly Delayed/ ‘Late (2.0): 19%
a . : Efforts Timely (3.5): 344 Dorn '+ Know: 40% Timely (3.5): 47% Don't Know: 54¢%
‘ ~ Don't Know: 46% . Don 't Know: 47%
N 2]
rd
) h -
. : \
- i
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TABLE 18: Ratings of the Performance of the DOC In Carrying Out Mandates of the Community Corrections Act:

Promuigation of Rules for Imglemenfaﬂon of the CCA

CCA_AREA
Red Lake=Polk- " Rock- Todd-
Ramsey (nRAM=21 ) Norman (nRPN=24) Nobles (nRN= 16) Wadena (n.m=21)
Variable Moda| Response: Percent Modal Response: Percent Modal Response: Percent Modal Response: Percant
Overall FeEformance Fair (3.0): 24% Good (4.0): 42% Fair/Good (3.5) 50% Good (4.0): 29%
of the DOC Dontt Know: 334 Don't Know: 25% Don't Know: 313
Effect on Loca Undscided (3.00: . 38%  Undecided (3.0): 25%  Undeclded (3.0): 25¢  Undeclded (3.0): 29%
CCA Operations Don't Know: 43% Don't Know: 25% Don't Know: 314
R Levei of Cooperation Fair (3.0): 29% Good (4.0): 29% Fair (3.0): 25% good (4.0): 29%
Between the DOC and Don't Know: 43% Don'+ Know: 449
the Local Community d
Corrections Organization
Level of Agﬂvlfry Somewhat Active (4.0): 19% Somewhat Active (4.0): 38%° Somewhat Passive (2.0): 19% Undecided (3.0): 24%
.of the DOC Don't Know: 48% Don 't Know: 29% Don't Know: 44% Bon '+ Know: 43%
Tlmel!n?ss of DOC Late (2.0): 14% Timely (4.0). 29% Slightly Delayed (3.0): 25% Slightly Delayed (3.0): 13%
Efforts Don't Knows 68% Don'* Know: 33¢ Don't Know: 50% Don't Know: 48%
o e
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TABLE 18: Ratings of the Performance of the

Promulgation of Rules for implemen

DOC in Carrying Qut Mandates of the Communlty Correctlons Act:
tation of the CCA

CCA AREA
Washington (nwASH=21 )

Variable Modal_Response: Percent
Overail Pegfdnnance Good (4.0): 43%
of the DOC
Effect on Local Undecided (3.0): 29%
CCA Operations Pontt Know: 29¢
Level of Cooperation Good (4.0): 29¢
Between the DOC and Don't Know: 33%
the Local Community
Corrections Organization
Level of Activity Very Active (5.0): 19%
of the DOC Don't Know: 48%
Tlmalin?ss of. DOC Timely (4.0): 29%
Efforts Don '+ Know: 48%

" &
A

L6

A

S



1

Mandates of the Community Corrections Act: Review

TABLE 19: Retings of the Performance of the DOC_In Carrying Out
Standards Compliance

CCA AREA
=) = = ARC =
All (nA” 294) 6W (“5w 23) Anoka ("ANK 23) ("ARC 36)
Variable Modal Response: Percent Modal Response: Percent Modal Response: Percent Modal Response: Parcent
Overall Pegformance Good (4.0): 29% Good (4.0): 48% Fair {3.0): 30% Fair (3.0): 25%
of the DOC Don't Know: 35% Don't Know: 26% Don't Know: 26% Don't Knows 368
gffect on Loca Somewhat Somewhat Hindered (4.0): 26% Undecided (3.0): 304 Somewhat .
CCA Operations Facilitated (4.0): 233 Don't Know: 304 Facilitated (4.0): 25%
Don 't Know: 37% Don '+ Know: 39%
Leve} of Cooperation Good (4.0): *26% Falr (3.0): 39% Fair/Good (3.5) 7 708 Good (4.0): 313
Between The DOC and Don't Know: 37% Don't Know: 30% Don 't Knows 353

86

the Local Community d
Correct ions Organization

Somewhat Active (4.0): 29% Somewhat Active (4.0): 44% Somewhat Active (4.0): 52% Somewhat Active (4.0): 22%

. Level of Agﬁv‘ify

1 of the DOC Don't Know: .40% Don't Know: 354 Don't Know: 26% Don't Know: 39%
Timelln?ss of DOC Timely (4.0): 22% Slightly Delayed (3.0): 30% Timely (4.0): 35% Timely (4.0): 22%
Etforts Don*t Know: 50% Don't Know: 443 Don't Know: 5% Don't Know: 44%

3percentage of respondents selecting modal response category.
Rating scale ranged from 1 to 5, where "1" is “bad," "2" is Vpoor," "3" is wiair,"” "4" is "good," "5" Is taxcellent."
Rating scale ranged from 1 to 5, where "1" |s “greatly hindered,” "2" is vgomewhat hindered,” "3" is "undecided," 4" |s "somewhat

facilitated," "S" is "greatly facilitated.”
: eRaﬂng scale ranged from 1 to 5, witere"1" Is
Rating scale ranged from 1 to 5, where "' |s "vary passive," "2" is "somewhat passive," "3" is

nsn i Yvery active."
Rating scale ranged from 1 to 3, where "1" s "nonexistent," "2" is "late," "3" Is ws)ightly defayed,” 4" Is "timely," "5" Is "too early.”

"bad'" IIZN is "pOOr," |l3" 15 llfah—'ll I|4Il ‘5 "good’" ll5ll 15 I'exce| Ienf.“
"yndecided," "4" is “somewhat active,"
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TABLE 19: Ratings of the Performance of the DOC in Carrying Out Mandates of the Community Corrections Act: Review ;
Standards Compliance . ' ;
' |
CCA__AREA i
Crow Wing- Dodge-Fil Imore—-
. Blue Earth (nBE=24) __"Morrison (nCWM=25) Olmsted (nDFo=34) Hennepin (nHENN=26) i
Variable Modal Response: _Percent Moda! Response: Percent Modal Response: Percent Modal Response: Percent g
Overall Fegformance Fair (3.0): 25% Good. (4.0): 36% Good (4.0): 41% Good (4.0): 23% ]
of the DOC Don 't Knew: 46% Don 't Know: 354 Don't Know: 46% ;
| ;L
i
Effect on Loca) Undecided (3.0): 21% Somewhat Hindered (2.0): 28% Somewhat Somewhat Hindered/ ) J}
CCA Operations Don 't Know: 42% Facllitated (4.0): 41% Undecided (2.5): 314 i
Don 't Know: 35% Don't Know: 544 1
j%
. Level of Cooperation Poor (2.0): 174 Good (4,0): 36% Good (4.0): 35% Falr/Good (3.5): 38% ‘:
i Between the DOC and Don't Know: 54% Don' Know: 28% Don't Know: 41% Don't Know: 464 i
the Local Community d Ve i
Corrections Organization 0 §
’ H
] .
Leve! of Agﬁvi‘ry Somewhat Passive/Somewhat Somewhat Active (4.0): 36% Somewhé‘r Actlve (4.0): 41¢ Somewhat Actlive/Very f‘{'
of the DOC Active/Very Actlve (3.6): 38% Don' Know: 408 Don't Know: 44% Active (4.5): 314 i
Don 't Know: 50% ‘ Don 't Know: 422 i
I 4
I
Tfmelingss of DOC Timely (4.0): 13% Siightly Datayed (3.0): 24% Timely (4.0}; 24¢ Slightly Delayed (3.0): 23¢ ‘{j '
Efforts Oon 't Know 63% Don 't Krow: ’ 44% Don' Know: 62% Don't Know: 65% i
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TABLE 19: Ratings of the Performance of the DOC in Carrying OQut Mandates of the Community Corrections Act: Review
Standards Compliance .
CCA _AREA '
Red Lake-Po|k- Rock- Todd~
Ramsey (nRAM=21 ) Norman (nRPNf24) Nobles (nm=16) Wadena (nrw=21 }

Variable Modal Response: Percent Modal Response: Percent Modal Response: Percent Modal Response: Parcent
Overall PeEformance Poor/Good (3.0): 28% Good {(4.0): 42% Fair (3.0): 38% Good (4.0): 334
of the DOC Don '+ Know: 57% Don't Know: 25% Don't Know: 38% bon'+ Know: 48%
Effect on Loca Somewhat Somewhat Undeclded/Somewhat Somewhat
CCA Operations Facilitated (4.0): 14¢ FacllItated (4.0): 334 Facilitated (3.5): 389 Facliitated (4.0): 19%

Don't Know: 52% Don't Know; 25% Don 't Know: 38% Don't Know: 48%
Level of Couperation Fair (3.0): 24% Good (4.0): 29% Fair (3.0): 25% Good (4.0): 24% 5
Between the DOC and Don't Know: 62% Don't Know: 44% Don't Krow: 43% o
the Locai Community . i
Corrections Organization
Level of Agfivl‘t‘y Somewhat Passive (2.0):  19% Somewhat Actlive (4.0): 33% Somewﬁaf Pass ive/Undecided / Somewhat Active (4.0): 29¢
of the DOC Don't Know: 62% Don't Know: 29% Somewhat Active {3.0): 39% Don't Know: 38%
Don't Know: 444 .
Timelin?ss of DOC Slightly Delayed (3.0): 14% Timely (4.0): 42% Timely (4.0): 19% Timely (4.0): 248
Efforts Don't Know: 62% Don't Know: 338 Don't Know: 50% Don 't Know: 528
]
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TABLE 19: Ratings of the Performance of the DOC in Carrying Oat Mandates of the Community Corrections Act: Review
Stendards Compliance B -
CCA AREA
Washington ("WASH=2' )
Variable Modal Respense: Percent
Overal | PeEformance Good (4.0): 8%
of the DOC
Effect on Locaé Somewhat
CCA Operations Facititated (4.0): 38§
Don 't Know: 334
Level of Cooperation Good (4.0): 43¢
Between the DOC and Don't Know: 25%
the Local Community
Corrections Organization
Level of AgHvH‘y . Somewhat Active (4.0): 438
of the DOC Dontt Know: 29%
Timelin?ss of DOC Timely (4.0): 48%
Efforts Don’t Know: 48%
“ . .
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i izational function for which
hensive plans. That is apparently the oniy organiza ‘ ich
(t::cr:r;x[r)l[i.?;al assistsnce is actually mandated. Thehm%ndc_ite w1tg ;fgg::ste;co Ii‘?ge:lra(:lhd/;?e‘
i i i 1 the designs an .
formation systems is to “rewem{ and agprove 1 S DO nstoms, Just as
i the provision of technical assistance in researc /1_n ormal 3
rel};lsnt?arfg;te e:?ists for the provision of technical assistance 1n training or budgeting.

i i ity corrections organizations

tionship between the DOC and local_ communi re: ons

ril;ll:/eolf/?rllg the pxl‘)ovision of tehnical assistance in budgeting, training, ax:d.resea{;lllglgf

formation systems has developed for a number. of reasons. T_he most 1{1’1901;2 ant. o

these is the historical role of the DOC as the pru]t]lary coordxga‘ilgg-tg::mﬁag:n \anism
tions in the state of Minnesota. Ancther r.eason is "M

’gaé:ozxs'e: 1px‘oto’cypical component of public corrections poliecy administered by the

DoC.

For these and many other reasons, the roles and relationships between tll]le lt)_O(eZ :gl]g
local ecommunity corrections organizations wergf x}ot lrile}:lz;fpc:'ér;:fioits ‘fh:t tlhﬂé o
i ci
CCA was actually implemented. It appears as 11 imp . . >
i i i dination-control mechanjsm ifor com
would continue in the role of a primary coor : _ S Lo
i i . This occurred irrespective of the fac

munity-based corrections were present tive g that o8
i is i f local coordination amnd contro
intent of the CCA is to establish a degree 0

i i i i i ts of DOC performance may
corrections. Hence, dlssatlsfac.tlor} Wlth. some saspec ot DO e o assume

arise from the assumption “hat either the CCA direc ( _ r

2§f'¥2ililyresponsibilities such as tecunical ass'lstance or that the DOC. I;{l conjunction
with its historial role in public corrections policy should be duly responsible.

In any case, the roleé and responsibilities of th(o]a DOC atr_xd loc:gl'ccoym;nrlem;r?tleizgi?\%gotr)l;
izati i i inity-based corrections i & >
organizations in carrying out commtiity liey are I otod in
i data and the quantitative data ¢
statute and by convention. The quahtatlvg ; ! 8 Coll e
i lationship between the an
this study suggest that the techmgal :assmtancga rf onship betweer cimally facili-
local community corrections orgamzathns requires modi ary
i ts. The structure o e
implementation of the CCA as it current_ly exists. uctu
ﬁ:::tiggsprlﬁp between the DOC and local commumtyS corregtwnsfo:g:;;zg‘gggzﬁs?gu‘lg
ifi i i ds. Suggestions 1o
be modified to meet technical assistance nee : ! O o
i i i i al assistance schedules; or
hnical assistance include: a) negotiated tecpmq ! .
;?:tirgn of a team of technical assistants; c) reviewing DOC staff structure; and d)
negotiation of funding mechanisms.

i) Negotiated Technical Assistance Schedules

isi i i i d, two suggestions are
he actual provision of technical assistance 1s concerned, _ :
gsagzr a;i‘:‘sg regulaf')ly scheduled technical assistance sesslons should l?e ne%otlllaétgd
betwe:en the ,DOC and the local CCA organizations. Corétent gf the se(szsexgl?rses f%Lr thz
i ili ' - ing. a pro
i sed in advance to facilitate problem-solving econd, L
?tlesq(ﬁfasste and provision of technical assistance should be established and put into place.

ii; Formation of a Team of Technical Assistants

A team of technical assistants should be cfngrer;gaésld.d '{)‘22 ;ceet};lrilgaig‘s:i;::g:s osfh?rlllig
3 * . iSe .
rotate among CCA countle_s on a regular y_sc edule oS, T b famlar with
situation would be the availability of teehn'xcal.resource L woul: 2 with
i i . The familarity should encourag
all of the local community corrections organizations. L G A organize-
i tion sharing and parallel development of functions across lo¢ 8-
Ecliici;‘rjlgr.nali'.clzonomies gf scale should be observed, for example In the csse of research/in
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formation systems, monies paid to external consuitants should be substantially
reduced.

iii) Reviewing DOC Staff Structure

In relation to current DOC organization, a study to ascertain the advisability of
maintaining the current structure that interfaces with local CCA organizations is
suggested. The feasibility of maintaining a team of technical assistants assigned to
local community corrections organizations should be explored. This would be in

contrast to current DOC structure which basically consists of CCA specialists assigned
to individual CCA organizations.

iv) Negotiation of Technical Assistanste Funding Mechanisms

If the DOC accepts the suggestion to restructure DOC staff assigned to local
community corrections organizations, then the DOC should fund the team cf technical
assistants. In any case, the DOC should fund the technical assistants who provide
service in funetions which the DOC is mandated to oversee (e.g., planning) or in

functions for which the DOC has a related mandate to assist or carry out (e.g., to
collect and maintain data on offenders).

2. Roles and Responsibilities of Advisory Boards in Relation to County Boards

There are two problem areas in which there is a disparity in the perceptions of CCA
roles and responsibilities between advisory boards and county boards. The first area
has been discussed in the sections of the evaluation which deal with the organizational
funetions of planning, training, and budgeting. There sc2ms to be disagreement within
some local community corrections organizations about the roles and responsibilities of
county boards in review and approval of comprehensive plans, budgets, and e¥pend-
itures. The second problem area is related to administrative authority over CCA
staff, particularly of probation and parole officers. A number of advisory board
members are convineed that it is the advisory boards which have sign-off authority on
all aspeects of operation of the local community corrections organizations, ineluding
staff. When advisory board decisions or policy are overturned or disregarded by county
boards, responses of advisory board members can (according to survey respondents)
range from anger to withdrawal from participation in deeision-making processes. The
effeets are seen to range from inhibition in the implementation of policy decisions to
disrupted cross-system communication and resource coordination.

a. Suggestions for Resolution

The suggestions that are feasible here largely center arcund the provision of
information to advisory board members not only abotit their roles and responsibilities
under CCA, but also about the authority of county boards in the administration of the
Community Corrections Act. The CCA administrator should maintain responsibility
for clarification of advisory board and county board roles and responsibilities in
implementing CCA at the local level. An educational medium that could be developed
to facilitate the process is a training film or slideshow that could be shown both to
advisory boards and county boards. The training film could explore the roles and
responsibilities of each under the CCA, as an example.

Another method of minimizing problems and issues deriving from questions about
ultimate administrative authority is currently in place. That is, county board members
are included on the advisory boards of local community corrections organizations. The
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i i isi i f the local
county board members are, thus, involved in the decision making processes 0
CCA 3Z‘u‘ganizsﬂ:ions on an ’ongoing basis. This could avert possible conflict between
county boards and local community corrections organizations.

3. Roles and Responsibilities of the Judiciary in Supervision of Court Ser.ices
Personnel and Probation and Parole Officers

> di t that has existed in some CCA areas about the control of' cou?t
:e}:'iig;ssa?)?ifg:sn and probation and parole officers hag occgr?ed because of a hlstog'lc
role of the judiciary. In the past, it was the court that 1dent1f1.ed the need to sukpetrwse
offenders and provide them with correctional services. Thus,. it was the court tu% :yas
basically responsible for the existence of court services offxc_ers as we_ll e:jst[l)]ro ation
and parole officers. The court identified unmet needs for services and fille em.

the executive branch of government has develope:d over time, the: transf.er. of
xlgstgg;g};ilﬁies between the executive branch and. th.e judicial brangh in proyldxng
correctional services has not been complete. Coincidentally, constitutionsl 1sstu:s
pertaining to separation of powers and due process have surfaced. Some have yet to
be resolved. For example, the provision of some pourt services such as presentgnce
investigations and surveillance are judicial func_tlons. Consequently, court se\{iges
personnel who carry out these funetions are cor.xsmered to be under_ court supervision
by many judges. Any attempts by the executive branqh ‘fo_ exercise authority ?Jrer
court services personnel is viewed as constraint upon the ]}1(]101&1 branch. Onsthe 0 1;1'
hand, attempts by the judiciary to control the prqbatmn anq parole offac«ars]L who
maintain responsibility for the provision of correctional services (e.g., couns em%;
brokerage, advoecacy) are viewed as infringemen'ts. on executive brgmt;h_ pawersd. o
either instance, the issue of administrative authority betw~en the judiciary an (2]
executive braneh has often not been resolved.

a. tuggestions for Resolution

5 ecent passage of legislation that places administyativ‘e authority for
223:3 ;ngifc:-: f)frficers aF:ld pr%bation/gparole officers under the (optional) control of th{:
executive branch (county boards), the isst{e may be moot. To _t?xeﬂ .extent tha
legislation does not resolve it, then negotiatxop of roles and_ responsibilities seign? to
be the optimal solution. A formal mechanism for carrying out such nego 1? 11]on
processes should be explored by the task force on organizastional structure that has

been previously suggested.

4. Roles and Responsibilities of Individuals Under the CCA

i ini izational s{ructure

or virtually all of the behavioral constructs pertaining to organiza |
ghich have ybeen explored, common themes have been uncerta}nty about the exgct
roles and responsibilities to be assumed and incomplete cocoperation and collaboration

among individuals.

d the problems and issues that exist as natural byproduets of opposing viewpoints
Eﬁgogifferin% personal goals, the perception seems to holx_:'i tlzat unclear rolzs aIlIl:
responsibilities exist and that these hinder perspnal contmbutloq to.the CcC 't
complete personal contribution hinders the attainment of orgax}lzatlonal 's_truc Xrt:,
whieh hypothetically hinders full implementation Qf the Community Corrections Ac f
At fault are issues such as the intended accomplishments o.f the CCA. '.[:he léne 1\?‘1
argument is that roles and responsibilities cannot be unequlvoca}ly establishe ugx 31
the gools and objectives of the CCA at the local level are unequivoeslly formulated.
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Unless local CCA goals and objectives are established and prioritized, activities
designed to attain them ecannot be clearly established. Thus, the assignment of roles
and responsibilities to undertake the activities eannot be completed. Besides the
abseuce of loecal CCA goals and objectives, survey respondents also transmit the
opinion that the discrepancy between professed and actual local CCA goals and
objectives also makes roles and responsibilities ambiguous.

a. Suggestions for Resolution

The suggestions for resolution of the issue of unclear individual roles and responsibil-
ities under the CCA have, to a large extent, been diseussed. The strategies which
appear to be applicable for establishing or modifying individual roles and responsibil-
ities include responsibility charting, negotiation, and the application of sound manage-~
ment models. To be specifie, a management model that stresses the input and
feedback of objective information should be employed in a process of goal and
objective setting and prioritization. = After this has been accomplished, then a
mechanism such as responsibility charting should be used to relate goals and objectives
to the activities undertaken to accomplish them. Following this, if it proves
necessary, individuals should engage in formal negotiation processes to acquire
responsibility or authority to carry out relevant CCA activities. To the extent that
this line of action is suceessful across lecal community corrections organizations,
stable roles and responsibilities should evolve which have the potential for ensuring
that CCA goals and objectives are attained.

D. Organizational Structure: Summary and Conelusions

Five behavioral construects representing aspects of group interaction have been
employed to assess organizational structure. The behavioral econstruets and the indices
of the extent to which the constructs have comprised organizational structure
(average implementation scores) are: 1) cooperation satisfaction, seventy-three
percent; 2) organizational viability, eighty-nine percent; 3) organizational legitimacy,
seventy~-seven percent; 4) contextual environmental impaet, eighty-one percent; and e)
collaboratici, eighty-five percent. With the exception of cooperation satisfaction
which was only partiaily implemented, the remainder of the indices show that
organizational structure has been fully implemented. Loecal community corrections
organizations have achieved types of behavioral interaction that have been defined as
representing organizational structure. A comperite index of organizational structure
of eighty-one percent has been calculated that reinforces the conclusion that local
CCA organizations are structured.

In total, individuals involved in loeal community corrections organizations hold the
opinion that these organizations are centralized decision-making bodies which are
integral to the operation of the CCA at the local level. The organizations have
achieved levels of cooperation and collaboration among individuals which are superior
to those which existed prior to implementation of the Community Corrections Aect.
There is, however, a body of opinion that holds that inereased cooperation and

collaboration are needed. A factor which may contribute to less than ideal levels of

cooperation/collaboration is unclear roles and responsibilities, which is the central
theme of the problems and issues identified.

8. Problems and Issues Associated with the Roles and Responsibilities of the DOC

The data pertaining to the roles and responsibilities of the DOC in rule promulgation,
review of standards compliance, and the provision of technical assistance are
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equivocal. What is provided is considered good and timely and cooperation between
state and local levels is considered good by individuals involved in locel CCA
organizations. As a group, however, CCA administrators and staff relay the opinion
that the DOC has not generated sufficient rules, guidelines, or criteria to facilitate
local implementation of the CCA. In a related vein, the process of DOC review of
local compliance with standards is not viewed as consistent. The role of the DOC in
menaging the implementation of the CCA is seen to require clarification and
redefinition.

In addition to responsibilities related to rule promulgaticn and review, the responsibil-
ity of the DOC to provide technical assistance to local community corrections
organizations is unclear. Because of the historie role of the DOC as the primary
coordination-control mechanism for corrections in Minnesota and because of its
statutory authority in administering the CCA, the inference has apparently been drawn
that the DOC should provide technical assistance with respect to all aspects of
organizational function identified in the CCA (planning, training, research/information
systems, budgeting). As the governmental unit maintaining authority to administer
public corrections poliey, the DOC role in providing CCA-related technical assistance
is one that requires clarification, despite the faet that the CCA mandates the
provision of technical assistance only in the preparation of comprehensive plans.

b. Problems and Issues Associated with the Roles and Responsibilities of the Judiciary,
County Boards, and Advisory Boards

Additional issues have arisen regarding roles and responsibilities. Some of these are
confusion about the authority of county boards (versus advisory boards) to review and
approve comprehensive plans, local CCA budgets, and expenditures. Another is
confusion about where the authority for supervision of court services officers and
probation/parole officers lies (county boards versus the judieiary). A third issue is the
role and responsibilities of advisory boards in undertaking cross-system planning and
producing the annual comprehensive plan. Lack of input or insufficient input by
advisory board members into the plarning process may mean that the cross-system

integration of resources mandated by che CCA does not take place. Without this or an

equivalent mechanism to achieve cross-systems planning, a broad spectrum of publie
and private community resources may not be available to the target groups of
offenders under the CCA.

¢. Problems and Issues Associated with the Roles and Responsibilities of Individuals

As a final issue pertaining to organizational structure, there is evidence that
individuals are to some extent unclear about personal roles and responsibilities in
implementation of the CCA at the local level. Confusion and uncertainty contribute
to the perception that inereased cooperation and collaberation are necessary at the
local level. This is seen to inhibit full implementation of a stable organizational
struceture and to organizational development.

d._Suggestions for Resolution

The range of suggestions for resolution of issues pertaining to organizational structure
revolves around redefinition of DOC roles and responsibilities, revision of relevant
CCA snd DOC products and processes, clarification or redefinition of roles and
responsibilities, and redefinition of local CCA goals and objectives. Specifically,
among the suggestions for issue resolution are: 1) revision of CCA rules, guidelines,
and criteria; 2) revision of procedures to monitor standards compliance; 3) expansion
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of DOC technical assistance activities; 4) negotiation of technical assistance sched-
ules; 5) formation of a technical assistance team; 6) review of DOC staff structure; 7)
negotiation of technical assistance funding mechanisms; 8) development of a training
film or slideshow used to transmit factual information about the authority and
responsibilities of eounty boards and advisory boards in administering the CCA; and 9)
negotiation of individual roles and responsibilities based upon revised local CCA goals
and objectives.

VIIl. CONCLUSIONS

A comprehensive description and an analysis of organizational structure and function
have been completed :n order to answer two questions: "Have corrections planning and
administration improved under the CCA?" and "Is the planning and administration
component of the CCA model valid?".

To answer these questions, average implementation seores have been computed for
each aspect of organizatic—al structure and funetion included in the CCA evaluation.
Tables 20 and 21 report average implementation scores and an appraisal of degree of
implementation of structure and runction within and across loeal community correc-
tions organizations. Table 22 goes a step further and assigns ranks to the local
community corrections organizations based upon the degree of implementation ob-
served for each aspect of organizatior.al structure and function employed.

On an overall basis, it can be said that organizational structure and associated
funetions have been partially implemented within local ecommunity corrections organ-
izations. (The grand mean implementation score for all indices employed is seventy-
five percent, the upper limit of the defined range for partial implementation.) To be
precise, based on the measures used to define aspects of organizational structure and
function, the conclusion is drawn that organizations have evolved at the local level to
manage implementation of the Community Corrections Act (structure has been
achieved), but all functions of those organizations have not been put into place.

Organizational structure plus the budgeting and training funetions hsve been fully
institutionalized within local CCA organizations. The judgment that budgeting and
training have been instituted is based upon the appraisal that the actors, products, and
processes necessary to carry out the two funetions have been put into place. Data
about the quality, effectiveness, and efficiency of budgeting and training are not
extensive, however. Thus, the actual utility of these funections (particularly of
training) to organizational development cannot be reliably assessed. Planning and
research/information systems have been partially institutionalized as functions of
local community corrections organizations. Again, data on the quality, effectiveness,
and efficiency of planning and research/information systems are limited, thus con-
straining statements of the utility of these two functions to organizational perform-
ance.

Results indicate that correction: organization (planning and administration) has
improved under the CCA. The associated component of the CCA model has been
shown to be valid, but the quality, effectiveness, and efficiency of the aspects of
organizational structure and function employed have not been explored.

A final word must address the problems and issues identified as well as the suggestions
for resolution presented. The suggestions for resolution presented are based upon an
assumption that the CCA will continue to operate as it is currently structured and
funded. Decision makers should appraise the problems and issues and suggestions for
resolution in conjunction with data on overall effectiveness, economy, and efficiency.
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Modification of ecurrent organizational funections and structure within the CCA
objective of improved corrections planning and administration should be based upon
simultaneous considerations of the conditions and constraints suggested by this
evaluation as & whole.
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TABLE 20: Community Corrections Act Evaluation: Summary of Implementation Scores for indices of

Oraanizational Function and Structure

Organizational Function (F)
or Index of ' Average
Qrganlzational Structure (S)

Degree of Implementation of Function

lmplementation Score or_lIndex of Structure?®

*

a
, . : 1.
’ N . . 2.
. . 3.

Composite Index of 81%
Organizational
Structure (S):

1.
2.
3.
4.

5.

Planniné (F) ' 64% Partial implementation
Training (F) 77% Full implementation
Research/ Information 65% Partial implementation
Systems (F)

Budgeting (F) | 88% Fult Implementation

Full lmplementation

Cooperation Satisfaction
CGiganizational Viabitity
Orgonizational Legltimacy
Contextuat Envlronmental

| mpact

Col laboration

GRAND MEAN: 75% PARTIAL IMPLEMENTAT ION

The following criteria are employed In the evaluation of degree of Implementation of organizational
function or organlzational structure:

No implementation: Average Implementation score < 50%
Partial implementation: Average implementation score of 50% - 75%
Full impliementation: Average implementation score 2 76%
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TABLE 21: Community Corrections Act Evaluation: Degree of Implementation of Organizational Function and
Structure by Local Community Corrections Organization

ORGANIZATIONAL FUNCTION .
ORGANIZAT IONAL !
. CCA AREA PLANNING TRAINING RESEARCH/ INFORVAT | O SYSTEMS  BUDGETING STRUCTURE i
Implementation Degres of Impiementation Degree of Implemontation Degree of implementation Degres of impfementation Degree of g
Score impiementation Score implementation Score impiementation Score Implementation Score impiementation
No Partial No Full . Full - i
Reglon 6 West 43% implementation 5% Implementation 40% implementation 80% {mplementation 82% Implementation |
Partisl . Full Partial Full Full :
Anoka ki Implementation 92% Impiemontatlon 60% implementation 100% impiementation 99% impiementation ;
Arrowhead Regionai Partial Full Full Full Full — » . =
Corrections 71% \mplementation 924 impiementaticn 90% Implementat fon 100% - Implementation 99% implementation — : N
Partial Futl Partial - Futl Partial © |
Blue Earth 718 impiementation 83% Implementation . 708 implementatlon 100% implementat fon 714 {mp iementation H
. ) i .
Crow Wing= Partial No Partial Full Partial
Vorrison 57% implemantation 33% implementation 60% Implementation’ 80% Implementaticn Rt implementation i
: |
. :
‘Doage-Fi [ Imore- Ful | . R Partlal Full Fuli o1 Fult '
. i 7
Oimsted 85% lmplerrpnfaﬂon 75% lmplementation 80% Implementation 80% {mpl ementation Implomentation i
; Partlat Futl Full Full 708 Partial i
) N ; . Hennepln 57%. implementation 92% Implementation 908 {mplementation 1008 Implementation - tmplerentat fon
Ca ; Partial Full . Full ' . Fuli !
. . . . Pamsey . 578 Implementation 92% lmplewfaflm . - - ‘ 100% implementation 1% - implomentation . ‘ \
, [
Red LaPQ-Fbl!t~ , - Fuld Partial Full Full Fuil ,
Norman 1002 implemantation 67% implementation 1147 Impiementation : 100§ imp} ementatlon 88g  implementatjon {
o Full No Full 8% " Full-
_ , Oy Rock~Hob les 43% implementation 92% Implemantation 40% Implementatlon 80% Implementatlon Impl ementat fon
, Partisl . Partial Partial Full 85 Falt
Todd~dadenn ns . implementation 758 . implamentation 0% tmplementation 0% Imlmfuf!m . inl tatlon
Wo R Partial Partial , Partial . " nog Fuil
; = . .
; Washington 43% Implementation zo8 implanentation €0% ] Implementation 601 1mpl ementat lon " implementat ion
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TABLE 22: Ranks Assigned fo Degree of Organizationa! Structure and Function
Attained by{gglﬁCommunH’y Corrections Organization
Ranks®
Research/
CCA Information Organizational Sum of Overgll
AREA Planning Training Systems Budgeting Structure Ranks Rank
6W 11 8 10.0 9 6 44.0 9
Anoka 4.5 3 6.5 3.5 4.5 22.Q 3.5
Arrowhead Regional :
Corrections 4.5 3 2 3.5 4.5 17.5 1
Blue Earth 4.5 6 5 3.5 12 31.0 6
Crow Wing-Morrison 8 12 8 9 10 47.0 10
Dodge~Fi | imore-0lmsted 2 8 2 9 1 22.0 3.5
Hennepin 8 3 2 3.5 11 27.5 5
Ramsey 8 3 - 3.5 7 -— -
Red Lake~Po lk=Norman 1 10 4 3.5 2 20.5 2
Rock-Nob | es 1 3 10 9 9 42.0 8
Todd-Wadena 4.5 8 10 9 3 34.5 7
Wash ington 11 1 6.5 12 8 48.5 11

FRanks ranged from 1 fo 12 with lower numbered ranks indica
indicates that the average implementation score is the highest observed

For example, a rank of "1}
nal structurs or function considered.

for the index of organizatio

ting higher degrees of implementation.

IR

AN




e e

5

f e
i

i

i
B

[REES

. : '
PSS, naia wist b et

St s

112

FOOTNOTES

1. Richard H. Hall, Organizations: Structure and Process, Second edition, Prentice-
Hall, Inc. (Englewood Cliffs, N. d.: 1977); James Thompson, Organizations in Aection,
MceGraw-Hill (New York: 1967); Shirley Terreberry, "The Evolution of Organizational
Environments," Administrative Seience Quarterly 12 (March, 1969).

2. Joseph McCann, "Developing Interorganizational Domains: Concepts and Practice,"”

Unpublished doctoral dissertation, University of Pennsylvania (Philadelphia: August,
1980).

Coordination satisfaction refers to the extent of satisfaction with coilaborative
efforts undertaken by individuals involved in CCA at the local level.

Organizational legitimaecy refers to the degree of concensus about organizational
responsibilities, clarity of incentives, importance of the cituation, and agreement
about what constitutes an ideal situation for an organization. Organizational viability
refers to the degree of concensus that an organization is able to accomplish what is
sets out to accomplish, that individuals involved in the organization are willing to
create shared strategies, and agreement that a given course of action is appropriate.

3. Edward A. Suchman, Evaluative Research, Principles and Praectices in Public

Service and Social Action Programs, Russell Sage Foundation (New York: 1967), pp.
61-63.
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