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Foreword
This book is based on a collection of columns written for Community Corrections

Report and published from 1998 to 2009. Originally presented under the heading
“Management Issues,” they cover a wide range of issues related to the management
and operations of community corrections agencies, principally probation and parole.
As the author, I was given essentially free reign to select the topics for these columns.
During the period in which I wrote, I served as chief of adult probation services for
the New Jersey state court system, then as a member of the criminal justice faculty at
Temple University in Philadelphia, and most recently as an independent corrections
management consultant. I have also been active state and regional correctional orga-
nizations, and with the American Probation and Parole Association, serving on its
board of directors and as editor of Perspectives, the association’s professional journal
since 2000.

From these and related experiences came the inspirations for the “Management
Issues” columns. The topics reflect the dual focus of managers in contemporary com-
munity corrections. They must address internal operational issues: essentially, what to
do and how to best do it. At the same time, managers, particularly at the executive
level, must also be concerned with more strategic issues that relate to agency purpose,
direction, and relationships with the institutions and agencies of the justice system, the
policy and political environment, and the community itself where our work is done.

With this dual focus and the independence to focus columns on what I was inter-
ested in at the time, the content of the columns ranges fairly widely. Fortunately, if
inadvertently, I wrote about topics that fell into natural clusters or groups that reflect
major themes or issues in community corrections. These groups form the nine parts of
the book and the columns are the individual chapters. The chapters have been revised,
updated, and arranged to provide a logical flow and thus don’t appear in chronologi-
cal order as originally published. Each part begins with an introduction to set the con-
text for the chapters.

The organizing themes and related parts of the book are:

1. Mission and Vision for Community Corrections
2. Managing People and Organizations
3. Operational Strategies for Probation and Parole
4. “What Works” and Evidence-Based Practices
5. Probation/Parole Officers: Our Most Valuable Resource
6. Results-Driven Management
7. Negotiating and Managing the External Environment
8. Leadership in Community Corrections
9. Looking to the Future
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vi COMMUNITY CORRECTIONS MANAGEMENT

These nine themes will serve managers at any level within community corrections
as a useful road map for organizing their valuable time and limited resources. For
those who may be serving in line or supervisory positions and aspire to managerial
and leadership roles, these themes should guide your efforts in awareness, education,
training, and professional development to prepare for advancement in the field. To
those in higher and professional education fields, these themes should guide you
efforts as you offer courses, training, and certifications to community corrections pro-
fessionals. For elected officials, judges and paroling authority members, policymak-
ers, and concerned citizens, these themes should provide you with a comprehensive
yet manageable summary of the issues and challenges facing community corrections
in the United States.

— William Burrell
March 2012
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Introduction
Probation departments and parole agencies comprise the bulk of the community

corrections system in the United States. Together, they are responsible for supervising
70 percent of the adult offenders under correctional supervision (Glaze & Bonczar,
2009). In addition to supervision of offenders, probation and parole agencies are
involved in almost every aspect of criminal and juvenile justice. It is safe to say that
our contemporary systems of criminal and juvenile justice would quickly grind to a
halt were it not for probation and parole.

Both probation and parole are American contributions to contemporary justice
systems. John Augustus, a bootmaker, established the first instance of what came to
be known as probation in the police courts of Boston in the 1840s. While there were
efforts under way in England at about the same time by magistrate Matthew
Davenport Hill to provide similar alternatives to harsh punishments, Augustus was the
first to develop and apply all of the core components (investigation, release on condi-
tional liberty, conditions of supervision, and possible revocation for failure to comply)
that characterize contemporary probation. The first law authorizing probation was
enacted in Massachusetts in 1878.

The roots of modern parole can be traced to the nineteenth century and the work
of Alexander Maconochie on Norfolk Island off Australia, and of Sir Walter Crofton
of the Irish prison system. But it wasn’t until Zebulon Brockway was appointed super-
intendent of Elmira (New York) Reformatory that the full model of parole release and
supervision that we know today was first instituted, in 1877.

Both probation and parole grew in popularity in the late nineteenth century. By
the early twentieth century, most states had adopted both. The establishment of the
juvenile court in Cook County, Illinois, hastened the development of juvenile proba-
tion.

A DECENTRALIZED AND FRAGMENTED SYSTEM

The governmental structure of the United States has produced a large, decentral-
ized, and fragmented structure to provide probation and parole services. Unlike some
countries (the United Kingdom, for example), we have no national probation service
to provide service uniformly across all parts of the country. Rather, we have hundreds
of agencies at the federal, state, county, and even municipal level that provide proba-
tion and parole services. There are even private probation service providers, some of
which are nonprofit and others that operate to make a profit. The structure and juris-
diction of these agencies is also a mind-boggling array of possibilities. In some juris-
dictions, probation and parole are combined. In others, they are separate. Some agen-
cies supervise both adults and juveniles, while in other jurisdictions they are handled
by separate agencies. Some agencies handle felons and misdemeanants; others sepa-
rate them out. Probation agencies may be part of the judicial branch of government,
or part of the executive branch. Most parole agencies are part of the executive branch
of government.

The dazzling array of possibilities for the structure and governance of probation
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xvi COMMUNITY CORRECTIONS MANAGEMENT

and parole not only makes it hard to describe and categorize our “system,” it also
makes it challenging to develop and implement uniform, standardized, evidence-
based strategies and practices across the country. Add to that the varying levels of
funding and political support provided to community corrections agencies, and the
management challenges of probation and parole become clear, and daunting.

THE SECOND CENTURY OF PROBATION AND PAROLE

From their establishment in the 1870s through their first century of existence, pro-
bation and parole grew and assumed a central role in criminal and juvenile justice sys-
tem across the country. It would have been hard during the latter part of that first cen-
tury to imagine a world without probation and parole.

In the 1970s, that world began to change, rapidly and fundamentally. The first
years of probation and parole’s second century ushered in changes that radically
altered both their role and their practices. The first driver of these changes was a rad-
ical shift in sentencing philosophy and practices. The indeterminate sentence was
attacked from both sides of the political spectrum. The punitive, get-tough-on-crime
advocates wanted more people to spend more time in prison and saw the determinate
sentence as a way to accomplish that. The “just deserts” advocates believed that the
measure of punishment should be fixed by the judge and applied uniformly across all
offenders convicted of the same crime. Both groups saw the flexibility and thus the
unpredictability of the indeterminate sentence as problematic and worked to eliminate
it. These dual pressures for change were strengthened by the emergence of the “noth-
ing works” ideology on correctional treatment (Martinson, 1974).

The combination of these forces resulted in a rapid and fundamental transforma-
tion of sentencing and corrections in the United States. In short order, all fifty states
changed their sentencing structure from indeterminate with discretionary parole
release to a determinate sentencing system, where the judge set the specifics of the
sentence. Sixteen states abolished parole released and the remainder tightened parole
released practices (Rhine, Smith, & Jackson, 1991).

Rehabilitation and correctional treatment suffered a fatal blow. The “nothing
works” ideology took hold and soon any efforts at treatment were marginalized, if not
eliminated. The sentencing and correctional philosophy and practice in the United
States became one of locking up ever increasing numbers of offenders for longer peri-
ods of time and doing essentially nothing but warehousing them until their predeter-
mined release date.

It isn’t difficult to see how the standing and stature of community corrections
declined in the “get tough” era. Neither probation nor parole had much to offer in the
rush to get tough and punish offenders. In fact, the opposite was seen to be the case.
Both were seen as “get out of jail” cards that let offenders out of prison (or kept them
from incarceration in the first place) and allowed them to roam essentially free in the
community. This was the exact opposite of what the political rhetoric and public pol-
icy was calling for at the time.

Despite falling out of favor with politicians and policymakers, probation contin-
ued to handle the majority of diverted and adjudicated juveniles, as well as diverted
and convicted adults. In contrast to the unrelentingly punitive rhetoric of the “war on

07-Introduction-CCMP:CCMP  4/26/12  6:43 AM  Page xvi

To order go to www.civicresearchinstitute.com/ccm.html and click on "Add to Cart"



drugs” in the 1980s, probation absorbed the majority of the drug offenders swept up
in the aggressive enforcement strategies against drug users (Beck, 2005).
Unfortunately, resources did not keep up with sentencing patterns, and average pro-
bation caseloads ballooned during this time.

During these “dark days” of probation and parole, there wasn’t much to be opti-
mistic about. Caseloads were large and growing, staff were overwhelmed, our mission
had been discredited, our role in the justice system was marginalized, we had a poor
(soft on crime) public image, there were no compelling performance measures, and
we lacked public and political support.

SIGNS OF HOPE: THE EVOLUTION OF CORRECTIONAL
PHILOSOPHY AND PRACTICE

As we entered the 1990s, some small, hopeful signs appeared on the horizon. The
first was the emergence of the “what works” research, a body of sound, empirical
research into correctional treatment. This research focused largely on studies that
were published after the cutoff date (1967) for the study that Martinson reported on
(Lipton, Martinson, & Wilks, 1975). Compiled largely by a group of Canadian cor-
rectional psychologists and academics, this research showed that well-designed and
well-implemented correctional treatment programs can produce a significant reduc-
tion in recidivism (Gendreau & Ross, 1987). This research was boosted by the devel-
opment of meta-analysis, a powerful research technique that enabled researchers to
create datasets from multiple studies and discover even more powerful effects. From
this technique emerged the principles of effective correctional treatment (risk, need,
and responsivity, or RNR) that have become the foundation of contemporary,
research-based correctional treatment (Andrews et al., 1990).

In Miami in 1989, frustration with the failure of the war on drugs led to the devel-
opment of the first drug court (Nolan, 2001). Noteworthy for a number of reasons, that
first court and all subsequent drug courts were upfront and unabashed in their embrace
of addiction treatment for substance abusing offenders. The success of drug courts in
reducing recidivism and getting addicted offenders clean and sober changed much of
the public and political discourse about treatment and rehabilitation of offenders.

The turn of the new millennium saw two additional factors enter into the political
equation on correctional policy. The first was the concept of prisoner reentry. The
decades-long flow of offenders into prison that began in the late 1970s was about to
be reversed. Those long, determinate sentences that stocked our prisons to overflow-
ing through the 1980s and 1990s were coming to an end in big numbers. A literal flood
of inmates was about to be released on our communities. Beginning around 2001,
upwards of 600,000 state and federal inmates were to be released each year for the
foreseeable future. These were the inmates whose long terms of incarceration coin-
cided with adoption of the “nothing works” ideology, which led to the elimination of
almost all treatment and program services for inmates. It wasn’t hard to see that these
inmates were coming out of prison no better, and likely much worse, than when they
went in. They were completely unprepared to return to society and live a law-abiding,
productive life.

Though efforts led by Joan Petersilia and Jeremy Travis, the concept of reentry
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developed and spread across the country. A central tenet of this philosophy is that we
have a critical obligation to society to address inmates’ criminogenic problems while
they are incarcerated so they will be better prepared to return to society when their
sentences are over (Petersilia, 2003, Travis, 2005). The rapid and widespread embrace
of reentry has provided further support for the concept of providing effective correc-
tional treatment for offenders as a core function of institutional and community cor-
rections.

The second development in the new millennium has been driven by the fiscal
crises of the last decade. The first and now seemingly mild downturn early in the
decade began to put pressure on state budgets. Some pioneering states began to look
at the size of their prison budgets (huge) and the crime trends (down for almost a
decade at that time) and surmised that perhaps less public money should be invested
in locking people up. This developed into the concept of “justice reinvestment,”
where less expensive options, such as community-based addiction treatment and pro-
bation or parole supervision, are substituted for incarceration. Some of the savings
from the shift to less costly community-based supervision are reinvested in expand-
ing and strengthening community treatment and supervision capacity. Research has
shown that such strategies are more effective and less costly than incarceration (see,
e.g., research reported at http://www.justicereinvestment.org/). The recent and cata-
strophic financial crisis has increased interest in this concept and is providing more
evidence that well-designed and strategically implemented treatment works.

These two factors have strengthened the case that rehabilitation and treatment
should be made a part of the core mission of corrections, including probation and
parole. There is a compelling argument that probation and parole agencies must
reform their missions and policies to focus on behavior change and institute practices
and programs to reduce risk and recidivism.While many may readily accept this argu-
ment, implementing such a policy requires a sustained, long-term commitment to
organizational change that is daunting for even the most capable community correc-
tions executive. When combined with the pressures of budgeting, demands for
accountability, and the myriad smaller but no less urgent issues that occur in the nor-
mal course of business, such mission realignments are extremely difficult to accom-
plish. As the momentum of and the demand for change increases, the job of the com-
munity corrections manager gets increasingly challenging and difficult.

In the chapters that follow, I deconstruct this challenging management environ-
ment into smaller pieces in the hope that their smaller size and scope will lead to eas-
ier digestion and absorption of the lessons of experience and research. It is my hope
that the reader, while feeling challenged, will feel empowered to undertake the change
process.
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