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INTRODUCTION

A great deal has been written on the design and
management of juvenile and criminal justice volunteer
programs. The main difference between this manual and
most of the other material is that it was written, not by a
few “experts”, but by the people across the country who
actually run programs that involve volunteers. More than
two hundred national volunteer management leaders and
active volunteer managers contributed to the development
of this manual. These are the people who know what will
work with limited resources in terms of what you can do,
and what you must do. With a sense of urgency not meant
w offend, the people directing the development of these
guidelines insisted on the stronger word. These are the
things that an agency administrator or person ultimately
responsible must do in onder to have an effective volunteer
effort—in order to improve criminal justice through citizen
participation.

The project which led to the development of this
manual and one other manual in this series began in
early 1980. A brief history of this enterprise follows:

The National Association on Volunteers in Criminal
Justice (NAVC]) received funding from the Lilly Endow-
ment and the National Institute of Corrections (NIC).
After a project Manager was hired, a twelve-member
National Advisory Committee was formed, and eight sub-
committees were established involving a total of 88 people.
These committees represented as many different regions of
the country as possible with no committee having more
than two people from the same state.

The National Advisory Committee (eight of whom
were chairpersons of committees) met in September, 1980,
to work out the details of the project plan and to draft a
design paper. This plan was distributed, chairpetsons gave
assignments to their committee members and the writing
began. In the spring of 1981 the National Advisory Com-
mittee reconvened and began to combine the best ideas

for each of the chapters. After several reviews by commit-
tee members, a thorough examination by over eighty
extetnal reviewers, and many rewrites, the manuals began
to take final form.

This Guidelines Project has attempted to pull together
the best thinking about volunteer management. The
guidelines and methods prescribed should help achieve the
goal of increased and more effective citizen involvement
in criminal justice. But there is also the danger that this
document might overwhelm an administrator by seeming
to add more work o already an almost impossible load.
The National Advisory Committee of this project wishes
to make it clear that no one is expected to put all the
guidelines into effect overnight. It is also impossible to
apply every guideline to every program, as programs will of
course differ in size, structure, and purpose.

The reader should be prepared to give broad inter-
pretation to the role of “administrator” which, at first
glance, may seem to leave out anyone who is not the
head of a large agency or organization. In many cases the
organization may be a small office with two or three paid
staff members; where the “administrator” interviews,
trains, supervises, evaluates, develops public information
plans, does the accounting on a pocket calculator, and
cleans out the coffee maker. On the other hand, the ad-
ministrator may be the head of a very large organization,
in which case many of the responsibilities prescribed in
this manual might be delegated to a volunteer services
manager or other personnel.

Regardless of what “administrator” means there is
one person who provides leadership and management.
This person knows the potential for citizen participation
or hefshe would not be reading this. These guidelines,
procedures, and methods can help that person develop ef
fective volunteer involvement.

—David Gooch
Guidelines Project Manager




CHAPTER ONE

PHILOSOPHY

A complete partnership of paid staff and vohmteer:
this is the central theme of the Guidelines Project.

The practical implications of this conviction will
become evident in the four chapters which follow. Our
purpose is to provide a useful and durable resource to
those who manage and work directly with volunteer
services in the fields of adult criminal and juvenile justice.
For these guidelines to have their fullest intended value,
the concept of a complete partnership of volunteers and
paid staff must be clearly grasped by agency administrators
and all those in positions of decisionmaking responsibility.
This entire manual is based on the assumption, tested in
a wide variety of experiences and backgrounds, that the
enduring contributions of citizen participation, in all
levels of the justice process, will best be realized when
both paid and volunteer personnel accept one another as
essential parmers in delivering the highest quality of
service; and when volunteer management is integrated as
fully as possible into the management of all the services
being offered by the agency.

The concept of such a complete parmership is neither
widely practiced nor genemlly understood. Despite a steady
increase in the number of volunteers and the divemity of
services they provide, this concept of integration competes
today with several other views that have greatly influenced
the development of volunteer services. In general there are
two polarized tendencies, neither of which lead to the fullest

possible mobilization of paid staff and volunteer resources.

On one side, is the “hard core professional” in
criminal justice who feels that the volunteer is still an
outsider—an unwelcome guest whose presence promises
more trouble than help. Those with this view seem to
have forgotten that, in earlier times, almost all social
services and institutions (including probation and prisons)
were begun and staffed by volunteers. But even f the
“hard cote professional” remembers these institutional
1o0ts, he or she will usually respond by saying, “Condi-
tions have changed and volunteers don’t have either the
knowledge or the expertise necessary to work effectively
in the complexities and sensitivities of criminal justice.
They lack the training and experience, threaten the job
security of paid staff, create added work, and just give me
more people to worry about.”

On the other side of the spectrum is a view just as
extreme. Many “naive citizens” have an exaggerated idea
of what volunteers can do and a distorted view of correc-
tions. These paragons of benevolence see volunteerism as
the only answer to a “failed or failing system which is in-
capable of operating humane institutions and incapable of

etmgeffectwesemoestooﬂendezs” From their stand-
point, society’s paying “professionals” to handle the pro-
blems of the criminal justice system has only made matters
worse for all concemned. They see volunteer services as

“ ... aretumn to the basics, a bright light in a sea of



t, the salvation—not only of a system that
is trying to help themselves”

The majority of paid staff and volunteers today do
not align themselves with either of the two extremes.
Rather, they view volunteer services as making an impor-
tant, sometimes impressive contribution to criminal
justice by offering something unique—something that
would be impossible without them. In a system which is
burdened with problems of funding, bureaucracy, and a
growing number of offenders, volunteers offer, not only
services, but a vital benefit which no amount of funding
can buy. They help to make the system more humane.

Nevertheless, just because volunteer setvices are con-
sidered beneficial does not necessarily mean they are
considered essential. “Nice to have” does not always get
transformed into “absolutely necessary”. The result, very
often, is a status for volunteer services which contains a
certain measure of condescension. “We are grateful to you
volunteers, but you are here only because we sometimes
allow you to be here” Such a status has a temporary
quality about it which does not encourage long-term par-
ticipation and planning. Even where volunteers are con-
sidered a more permanent addition, there is often a
danger that the official system will co-opt volunteer
services for its own internal needs. For example, a judge
or public official might “use” the existence of a volunteer
program as a way to get re-elected.

Clearly, realities demand a new.vision of what can
and must be done. We dare to urge that the time has
come to integrate volunteer services fully as an indispen-
sable resource for criminal justice. We uphold this, not as
an option, but as an imperative. We advocate, without
apology, a new and crucial step forward towards a partner
ship of professionals and volunteers in which neither assume
automatic superiority of wisdom, commitment, or owner-
ship; and in which neither is patronizing or threatened by
the other’s presence. We offer an approach in which both
volunteers and professionals are equally necessary and in-
terdependent. We assume that the institutions and systems
of criminal justice belong neither to paid staff nor to
volunteers but to the community as represented in both.
Thus our approach seeks to understand the strengths and
the weaknesses of both, building on the best that each
has to offer in this complex social concern.

There are a number of basic assumptions which have
contributed to effectiveness in the management of volun-
teer services in the past. These were the basis upon
which this manual and the NAVC] Guidelines Project
were developed. Some of these assumptions, based on the

experience of people in this field, are as follows:

1. The most important way to further the develop-
ment of volunteer services is to the un-
qualified support of the agency administrator
This may be the person in the position of warden,
commissionet, probation chief, executive director,
or persons in similar positions of authority.

2. The best combination of talent and energy with
which to serve the offender and the community
comes through a blending of services provided
by paid and volunteer staff.

3. Volunteer services can only be as productive as
the soundness of its management. Effective
planning, organization, supervision, data gather-
ing, training, and evaluation of the highest
quality is required.

4, Volunteer and paid staff must accept each other’s
contributions and limitations. This is the only
realistic basis for a consistent, enduring

partnership.
5. Volunteer setvices is one of the best ways to inform:

(@) citizens about the realities and complex-
ities of criminal justice issues,

(b) paid staff about the vast potential of talent
and real concem in the community, and

{0) offenders who can be exposed to an ever
wider spectrum of intelligent caring.

6. Staff resistance is one of the biggest hindrances
to volunteer services. Inadequate attention is
given to the relationship between paid staff and
volunteets.

7. Volunteers and volunteer managers can and
should be both professional and accountable.

8. Continuity and effectiveness are best achieved
through a well-zained volunteer management
staff including, in most cases, a full-time paid
volunteer manager.

W recognize that there is no standard volunteer ser-
vices program. Programs range from those of small private
non-profit agencies staffed by one or two persons, to large
state departments with multiple staff; from record-keeping
in a shoe-box to sophisticated computerized data systems;
from rural communities where a few volunteers help a few
offenders or clients, on a neighborto-neighbor basis, to
massive, utban communities where thousands of volunteers
peform hundreds of separate tasks. Yet each situation calls
for the highest quality of service that can be generated.
High quality depends on good management, whatever
the size of the operation or the service. The management




of volunteer services has become a respected profession.
That is, perhaps, the best indication of the value of
volunteer services to the community and to its criminal
and juvenile justice systems.

It is our hope that those using these Guidelines will
appreciate and share in the vision for a deeper and
broader parmership of paid staff and volunteers,
culminating in the highest standards of excellence in
volunteer prograrn leadership and service delivery.

10



GUIDELINES

This Chapter presents the prescriptive consensus of scores
of practitioner consultants concerning the optimum
operation of volunteer programs in adult criminal and
juvenile justice settings. This consensus is encapsulated in
twenty policy guidelines and eleven operational guidelines.

Implementation of the policy guidelines are the respon-
sibility of the agency or institutional administrator, to im-
plement directly or to delegate with careful accountability.

The eleven operational guidelines are the respon-
sibility of the volunteer coordinator {or person in a similar
1ole) to implement with the full support of the agency or
institutional administrator.

In summary, the Policy Guidelines are as follows:
The administrator:
1... must develop a definition of “volunteer”.
2 ... must be open to involving volunteers at all
levels of staff services in the organization.
3... mustinchide consideration of volunteer
services in establishing policy regarding
lines of authority, areas of responsibility,
and procedures of accountability for all
levels of staff.

4 ... must create the (appropriately supported)
position of volunteer services manager.

5... must secure funds and establish a budget
for volunteer services.

6 ... must establish a strong policy with specific

10...

11.

12.

13...
14 ..

15...

16...

i

incentives to encourage paid staff to actively
suppott volunteer staff.

must establish adequate support systems for
paid staff who work with volunteer staff.
must establish policy to provide for the
training of all paid staff regarding volunteer
services and vohunteer staff.

must incorporate volunteer services in the
organization’s training plan.

must include volunteer services information
in the organization’s planning, reporting,
and evaluation system.

.. must develop policy for all staff pertaining

to the confidentiality of records and client
COntacts.

.. must develop a policy on public information

and education which involves volunteers as
well as paid staff.

must establish policy and practices that
provide support services to volunteer staff.

. must develop policy conceming insurance

and liability coverage for volunteer staff and
the organization.

must be sure grievance procedures include
channels for complaints by volunteers and
paid staff.

must establish the procedures by which a




volunteer staff service or assignments may
end.

17 ... must establish authorization and verifica-
tion procedures for volunteer staff.

18 ... must establish policy to determine how
volunteer services will function during an
emergency,

19... must develop a policy that determines if,
when, and how persons with criminal back-
grounds can be involved as volunteer staff.

20... must establish a procedure for periodic
review of organizational policy and pro-
cedures which apply to volunteer services.

The summarized operational guidelines are as follows:
The volunteer services manager;

I... mustsee that the organiztion’s planning
for volunteer staff involvement is
implemented.

2... must develop (and follow through on) the
process whereby both paid and volunteer
staff participate in the development of ap-
propriate job descriptions, role expectations,
and contracts for volunteer staff.

3... must use recruitment strategies that are
designed to attract a cross section of the
community.

4 ... must be inwlved in planning and imple-
menting the organization’s public informa-
tion and education program.

5... must develop and use a screening and
interviewing process for the selection of
prospective volunteer staff.

6... must coordinate the design and delivery of
orientation and training so that vohnteer
staff are prepared to perform their jobs and
that paid staff are prepared to work with them.

7 ... must arrange for the appropriate assign-
ment of volunteer staff.

8 ... must develop a systern and methods for the
effective supervision of all volunteer staff.

9 ... must ensure that volunteer staff have oppor-
tunities for professional and personal
development.

10 ... must be responsible for seeing that volunteer
setvices information is integrated into the
otganization’s system of management infor-
mation and decision making.

11 ... must develop and use a system to evaluate
the organization’s volunteer services.

Each of these thitty-one guidelines will now be
discussed and analyzed briefly,

POLICY GUIDELINE 1:
The administrator, in developing the agency’s
personnel policy, must include a definition of
“volunteer”,

Rationale and Discussion:

It is important to have a clear definition of volunteer
in the agency's personnel policy. This will clarify the
agency’s expectations of volunteers and provide a founda-
tion for integrating volunteers into the agency. The chief
administrator, senior policy making staff, volunteer services
manager, as well as line staff should be involved in estab-
lishing this definition in order to obtain maximum sup-
port from all levels of paid staff. A precise definition helps
the administrator establish policies for volunteer services
and helps define the volunteers’ mles and responsibilities.
This definition will help answer many of the sensitive
questions regarding volunteets, such as:

- can people with criminal backgrounds be
volunteers? (See Policy Guideline 19.)

- is someone a volunteer if he or she is compensated
monetarily?

- can paid staff be volunteers?

Methods for Implementing Guideline:
Develop two definitions of “volunteer” within the

organization—one general; the other, wle specific:
- General: Define “volunteer” in a broad sense
which includes the organization’s philosophy of
volunteers, their purpose in the otganization’s prog-
ram, and their relationship to paid staff with whom
they will work. Consider the concept of volunteers
as aides, advisors, unpaid staff, auxiliary to profes-
sionals, fund raisers, and those technically skilled
beyond paid staff. In developing this definition also
consider the implications of offenders or ex-offenders
serving as volunteers and the idea of paid staff as
volunteers,
- Role Specific: Define the specific mles or functions
volunteers will perform within the agency. You
might include specific mles such as tutor, friend,
court investigator, volunteer probation/parole officer,
driver, case aide, staff aide, visitor, case manager,
employment advisor' counselor, family/divorce
counselor, temporary guardian, restitution counselor,
play therapist, activities counselor, special leamings




diagnostician, advocacy volunteers, advisory board
membets, members of boards of directors, and others. The
role possibilities for volunteers are as varied and unlimited
as the community. The program’s definition should be
broad enough to allow new moles to be developed based
on volunteer skills and interests, and should be based on
the expanding and changing needs of the offenders
themselves.

Resources:

*Schwartz, M., Jensen, DR., and Mahoney, M.]. Volunteers in
Juvenile Justice, (US. Department of Justice) Washington, DC.:
Government Printing Office, 1977.
*Ellis, S., & Noyes, M. By the People.
*Manser, G., & Cass, R.H. Whnteerism at the Crossroads.
*Loeser, H. Women, Work & Volunteering. Beacon Press, 1974.
*Naylor, H. Vbhmteers, Resowerce for Human Services,
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult probation and perole field services.
Rockville, Md.: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 8, 3040.
Manudl of standards for adult community residential services.
Rockville, Md.: Commission on Accreditation for Correc-
tion, Inc., 1977, p. 27, 2135.
Manudl of standards for juvenile commuenity residential services.
Rockviile, Md.: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 37, 6188.

Manual of standavds for juvenile probation and afiercare semvices.

Rockville, Md.: Commission on Accreditation for Cormec-
tions, Inc., 1978, p. 21, 7106.

POLICY GUIDELINE 2:
The administrator must be open to involving
volunteers at all levels of staff services in the

organization.

Rationale and Discussion:

By involving volunteers at all levels, paid stoff will be
encouraged to broaden their perception of what volunteer
staff contribute to the agency. As paid staff at all levels of
responsibility become more experienced in working with
volunteer staff, the opportunity for successful service in-
creases. The benefits of volunteer staff involvement will
also be felt throughout the organization. Only when paid
staff experience volunteer staff as colleagues can the full
potential of volunteer services be realized.

Administration should publicly encourage and sup-
port volunteer staff involvement and communicate the
benefits of vohmteer setvices to boards of directors and to
the public. For example, the administrator can demonstrate

this support by having a volunteer on his or her staft.

Methods for Implementing Guideline:
Consider the following when developing a strategy t©
involve volunteers throughout the organization:

- Establish policies and procedures that specifically
require volunteer staff involverent in the agency.
- Have paid staff both advise how they can involve
volunteer staff, and present specific plans for volun-
teer involvement. Make sure that paid staff have an
appropriate process for accomplishing the involve-
ment of volunteer staff.
- Use specific job descriptions for paid staff which
spell out their wles and responsibilities in relation
to volunteer staff involvement.
- Include sessions on volunteer staff involvement
and management in the training and development
requirements for all paid staff.
- Show paid staff how volunteer staft will help them
achieve the organization’s goals—and how volunteer
staff ought not to be seen as a threat or a detriment.
- Demonstrate to the appropriate governing body
(boards of directors, legislators, governors, or other
regulatory bodies} how volunteer staff involvement
will help achieve the organization’s goals and better
serve the community.
- Emphasize the importance of paid staff leadership
in making volunteer services work.
- Have paid staff develop specific plans, in each area
of opemtion for volunteer participation.

Resources

Hansen, S. Corvections Volunteer Information Portfobio. Boulder,
Colorado: National Information Center on Volunteerism, 1979.
*Scheiet, [ The New People Approach Handbook. Boulder,
Colorado: Yellowfire Press, 1981,

POLICY GUIDELINE 3:

The administrator must include con-
sideration of volunteer services in establish-
ing policy regarding lines of authority, areas
of responsibility, and procedures of accoun-
tability for all levels of staff.

Rationale and Discussion:

Executive, administrative, middle-management,
and line staff share responsibility for the support and
success of volunteer services. It is imperative that




both paid and volunteer staff know their responsibilities and
understand who they supervise and who supervises them.

Methods for Implementing Guideline:
- Involve all levels of staff (both middle and line

staff) in accountability systems.

- Clearly state (in writing) lines of authority, respon-
sibility, and channels for reporting.

- Write job descriptions which define all areas of
responsibility.

- Provide regular supervision and performance
evaluation.

- Make sure paid staff and volunteer staff understand
the goals and objectives of volunteer participation.

- Make sure both paid and volunteer staff understand
the reasons for each volunteer staff responsibility.

Resources:

*Wilson, M. The Effective Management of Vblunteer Programs,
Boulder, Colorado: Volunteer Management Associates, 1976.
{Chapters IV & V1),
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult corvectionad institutions. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 88, 4464; p. 87, 457.
Manual of Standards for adult local detention fcilities.
Rockville, MD: Commission on Accreditation for Cotrec-
tions, Inc., 1977, p. 78, 5374, 5376.
Manual of standards for adult community residential services.
Rockville, MD: Commission on Accreditation for Cotrec-
tions, Inc., 1977, p. 27, 2134; p. 3, 2012.
Manual of standards for adult probation and parole field services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 4, 3017; p. 8, 3039; p. 5, 3025, 3026.
Manudl of standards for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 21, 7105, 7106; p. 2, 7006; p. 3, 7016.
Manual of standards for juvenile community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 37, 6187, 6188; p. 3, 6012; p. 38, 6191.
Manudl of standards for juvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 82, 8403, 8407.
Manudl of standards for juvenile training schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 97, 9479, p. 4, 9016; p. 98, 9481.

POLICY GUIDELINE 4:

The administrator must create the position of
volunteer services manager. The person in this
position must be given the time, budget, and
authority to carry out his’her duties.

14

Rationale and Discussion:

A volunteer services manager is necessary to provide
leadership and initiative within the otganization’s opera-
tions. The person who is assigned that management
responsibility should (if possible) not have other job
responsibilities. When the management of volunteer ser-
vices is shared with other responsibilities, many of the
management tasks necessary for good volunteer services
performance are often neglected. Other responsibilities
tend to compete for the available time, leaving the more
developmental tasks of volunteer services management
without proper attention.

The volunteer setvices manager has a significant
responsibility for several reasons. He or she must coor-
dinate persons who may be responsible to a different set
of priorities, loyalties, and goals, and whose accountability,
rewards, and incentives are often different from those of
paid staff. Thus, the controls and incentives necessaty to
maintain services and quality performance may be dif-
ferent. Therefore, volunteer staff management must be
skillful, individualized, and must support the volunteer’s
reason for being involved. At the same time volunteer
staff skills and resources in meeting organizational goals
and objectives must be properly harnessed. The job is
complex because the volunteer services manager must
coordinate the work with paid staff who may not always
be awate of the benefits of volunteer services or know
how to work with volunteer staff. Paid staff may have
strong preconceptions about “volunteers”. So, volunteer
management must be skillful and individualized to sup-
port them in meeting ofganizational goals and objectives
by involving volunteers.

The responsibilities of the volunteer services manager
are broad and multifaceted. The person must be able to
handle planning and problem solving with both volunteer
and paid staff and must be able to work effectively with
commumity groups. The volunteer manager’s responsibilities
further require the interpretation of policy and the
analysis of problems affecting the effective integration of
volunteer with paid staff services.

Some additional skills needed by the volunteer ser-
vices manager are communications {listening, writing, in-
terviewing, public speaking, working with groups);
management (time management, planning, marketing,
working with community resources); working with person-
nel (assessment, placement, evaluation). The job is uni-
que and demands a high degree of management skill.
The administrator must determine the most efficient and
effective means to deploy staff within the limits of opera-



tions and resources. Determined efforts should be devoted
to funding a full time volunteer services manager position.

Methods for Implementing Guideline:
The administrator must take the following steps:
- Create the position of volunteer services manager.
- Involve line and management staff in the process
of defining the position of volunteer services

manager,

- Involve volunteer staff helping to administer any
existing volunteer services both in the process of
defining the position of volunteer services managet
and in selecting the person to fill the position.

- Ensure that an appropriately qualified volunteer
services manager with demonstrated skills and ex-
perience in working with community resources and
groups is selected.

- Ensure that the volunteer services

teceives a salary commensurate with his or her ad-
ministrative/management responsibilities.

- Ensure that the volunteer services manager
receives the appropriate training to do the job.

- Include the volunteer services manager in the
ofganizations’s management team and in the
management staff meetings.

- Ensure allocation of the necessary funding for the
position of volunteer services manager in the
organizational budget.

- Obtain alternative finding if existing funding
sources cannot provide for such a position.

Resources:

*Wilson, M. The Effective Management of Volunteer Programs, Boulder,
Q0O: Volunteer Management Associates, 1976. (Chapters [V & VI).
Scheier, 1., and Berry, Guidelines and Stendards for the Use of
Vohunteers in Correctional Programs. US. Department of Justice, US.
Law Enforcement Assistance Administration, Washingeon, DC.:
US. Government Printing Office, 1972,
California Probation, Patole, and Correctional Association Task Force.
Corrections Needs Citizen Volunteers. Paper presented to CPPCA
Board of Directors, May, 1972.
Applicable standards published by the American Comectional
Association Commission on Accreditation are:
Meanual of standards for adult correctional institutions,
Rockville, MD: Commissicn on Accreditation for Correc-
tions, Inc., 1977, p. 87, 4456.
Manual of stendads for adult local detention facilities, Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 78, 5375.
Manual of standards for adult commumity residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 27, 2135; p. 28, 2138.
Manudl of standards for adult probation and parole field services.

Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 5, 3025, 3026.

Manual of standands for juvenile community residential services.
Rockville, MD: Commission on Accreditation for Comec-
tions, Inc., 1978, p. 3, 6012,

Manual of standards for juvenile detention facilities and services.
Rockville, MD: Commission on Accredieation for Comec-
tions, Inc., 1978, p. 1, 7003; p. 3, 7016; p. 21, 7109.
Manudl of standards for pvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 82, 8406.

Manual of standards for pvenile taining schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 98, 9480.

POLICY GUIDELINE 5:
The administrator must secure-funds and
establish a budget for volunteer services.

Rationale and Discussion:

An effective volunteer staff program needs to have its
own budget. If volunteer services is to be an integral part
of the organization’s operation, it needs to be integrated as
a regular part of the budget, and be as consistently funded
as other areas of operations.

The source of funding for volunteer staff programs
can be public, private, ot a combination of both.
Regardless of how it is funded it should not be considered
separate from the organization’s regular funding and
budgeting system. If public funding is used (such as federal
grants) plans should be made to secure sources of on-going
funding to provide for the continuation of services. If
private funding is the primary source {such as foundation
grants, private corporations, or churches) it is important to
arrange for long term commitments.

Methods for Implementing Guideline:
The administtator must:

- Establish the goals and objectives of volunteer
SeTViCes,
- Identify the minimum number of paid and
volunteer staff needed to effectively direct, manage,
and carry out the goals and objectives.
- Establish a budget that incorporates paid staff ex-
penses (including salaries), volunteer staff expenses,
and other program operating needs.
- Be able to document the need for services.

Resources:

*Schwartz, LM., Jensen, DIR., & Mahoney, M.]. Vohateers in Juvenile
Justice (NILE, LEAAO. Washington, DC.: US. Government Printing




Office, 1977.
*Scheier, LH., & Berty, J.L. Guidelines and Standards for the Use of
Voluteers in Corvectional Programs (LEAA, US. Department of
Justice). Washington, DC.: US. Government Printing Office, 1972,
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult corvectional instinutions,
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 21, 4109.
Mamual of standards for adult local detention facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977 p. 6, 5029; p. 78, 5376.
Manudl of standards for adult community residential services.
Rockville, MD: Commission on Accreditation for Cotrec-
tions, Inc., 1977 p. 6, 2029; p. 7, 2032.
Manudl of standards for juvenile community residential services,
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 6, 6029; p. 7, 6032.
Manual of standands for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Corec-
tions, Inc., 1978, p. 14, 7069.
Manudl of standards for juvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Comec-
tions, Inc., 1977, p. 11, 8055; p. 19, 8098.

Policy Guideline #6:

The administrator must establish a strong
policy with specific incentives to encourage paid
staff to actively support and participate in the in-
volvement of volunteer staff.

Rationale and Discussion:

For the volunteer staff effort to be productive, paid
and volunteer staff must work together to achieve the
ofganization’s goals and objectives. Creating the founda-
tion for this to happen is the responsibility of the ad-
ministrator. The actions of the administrator set the tone
for how much support volunteer services receives from
paid staff and the community. Motivating paid staff to
change work patterns requires administrative time, sup-
port, direction, and specific rewards.

Difficult changes must be mandated. The success of
the mandate, however, will depend upon how well adminis-
tration follows up with reinforcement in such areas as
training, staff recognition, supervision, and evaluation.
Repeated administrative encouragement and work incen-
tives will ultimately lead to the willing involvement of
paid staff with volunteer staff,

Methods for Implementing Guideline:
The administrator must:
- Hold program administrators, middle managers,
and line staff accountable for involving and assign-
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ing volunteer staff in their areas and for coopetating
with the volunteer services manager.

- When announcing new paid staff positions, in-
clude the specific expectations of volunteer staff
involvement.

- Explote attitudes toward volunteer staff involve-
ment in interviews with applicants for paid staff
positions.

- Include, in job evaluations, performance criteria
related to paid staff’s involvement with volunteer
staff.

- Consider pay differentials for paid staff commen-
surate with skills and new levels of responsibility
related to volunteer services.

- Include involvement with volunteer staff as a con-
sideration for the promotion of paid staff,

- Recognize paid staff's involvement of volunteer
staff in the recognition and award processes.

- Include, in the staff handbook, a section which
describes paid staff responsibilities regarding
volunteer staff, as well as the incentives for working
well with volunteer staff,

- Provide paid staff with training on the involve-
ment of volunteer staff.

- Include paid staff at all levels in volunteer staff

program planning, implementation, and evaluations.

Resources:

Scheier, LH. Winning with Staff. Boulder, CO: Volunteer Readesship,
The National Center for Citizen Involvement, 1978.
Applicable standands published by the American Correctional
Association Commission on Accreditation are:
Mansudl of standands for adule probation and parole field services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 14, 3069.

POLICY GUIDELINE #7:
The administrator must establish adequate
support systems for paid staff who work with
volunteer staff. (See also Policy Guideline #6.)

Rationale and Discussion:

Just as volunteer staff require support, so also do the
paid staff who work with them. Paid staff need to under-
stand how volunteer services affect them and their roles.
Training helps to give paid staff a complete understanding
about the relationship between volunteer services and the
moles of paid staff.

Paid staff who work with volunteer staff, therefore,
must be aware that:




1} They have full support from top administration;

2) their efforts will be appreciated and where appro-
ptiate, rewarded;

3) they will receive supervision which will recognize
good performance and provide guidance where
performance can be improved.

Such training will help paid staff to feel both confident
and supported in working with volunteer staff, particularly
in those organizations integrating volunteer services for the
first time. This expression of support communicates to all
staff the importance of volunteer and paid staff to the work
of the agency and the key role that paid staff play in the
success of volunteer involvement in the agency. The result
is an improvement in the quality of all services rendered.

Methods for Implementing Guideline:
The administrator can support paid staff who work
with volunteer staff in several ways by:
- Including in the staff evaluation process a review
of how paid staff members work with volunteer
services.
- Recognizing paid staff who develop skills in
involving vohmteer staff.
- Considering paid staff who work with volunteer
staff when determining job classifications and
promotions.
- Including methods of working with volunteer staff
in training and in service education ptograms.
- Recognizing paid staff who have worked well with
volunteer staff
- Endorsing and promoting volunteer services
through public relations and promotion.

Resources:

Scheier, LH. Winning usth Staff. Boulder, CO: Volunteer Readership,
The National Center for Volunteer Involvement, 1978,

POLICY GUIDELINE #8:
The administrator must establish policy to

provide for tmmmg all paid staff regarding
volunteer services and volunteer staff.

Rationale and Discussion:

Training of all staff in regand to volunteer services will
help paid staff work more effectively with volunteer staff
and will yield maximum benefit for all staff, for the
organization, and for the clients.

Training should be required for all paid staff (not just
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those who express a special interest in working with volun-
teer staff) and should be part of the regular staff training.
The organization needs to equip the apptopriate staff to
perform the training ole effectively. In an organization
that has no volunteer staff, proper training must take
place which will prepare all staff (including middle and
top management) for the introduction and integration of
volunteer staff,

All staff need to understand what they can and can-
not expect realistically from volunteer services. Therefore,
paid staff must be familiar with the training volunteer staff
have received; duties and responsibilities of volunteer staff
in their assigned roles; and the policies and procedures
governing volunteer services. Training should be reinforced
through the supervision of paid staff members, and through
opportunities for additional in-service training on working
with volunteer staff should be available.

By providing proper training to all agency personnel,

inistrators demonstrate their serious support and com-
mitment to involving volunteer staff in the organization.
(Specific training needs of volunteer and paid staff are
addressed in Chapter Three.)

Methods for Implementing Guideline:
The administrator must:

- Periodically complete a needs assessment, either
formally or informally, to determine the organiza-
tion’s service and training needs. The volunteer ser-
vices manager, paid staff, and experienced volun-
teer staff should help identify these trining needs.
- Identify people who can lead training sessions. Ex-
perienced volunteer managers and staff {paid or
volunteer) may be able to provide expert tmining in

areas.
- Within the total budget, designate specific funds
for training. Private foundations, corporations, or
copglmﬂtymayptovidea&kﬁtionalﬂmdhgfor

tmining events,
- Make optimal use of training films, video-tapes,
and other creative resources.

Resources:

Scheier, LH. Winning with Staff. Boulder, OO: Vohmteer Readership,
National Center for Citizen Involvement, 1978.

Cull, ] G. & Hardy, R.E. Volunteerism: An Emerging Profession,
*Naylor, HH. Leadership for Volunteering New York: Dryden and
Associates, 1976,

*Stenzel, A.K. & Feeney, HM. Wohmteer Training and

A Manual. New York: The Seabury Press, 1976. {pp. 157-159)
Scheier, LH. & Berry, J.L. Guidelines and Stndards for the Use of




\ohmteers in Correctional Progmoms, (LEAA, US, Department of Justice).
Washington, DIC.: US, Government Printing Office, 1972,

*Schwartz, LM., Jensen, DR., & Mahoney, M.J. Vbhmteers i Juvenie
Justice (NILE, LEAA). Whshingeon, DC.: US, Government Printing
Office, 1977. (pp. 23-25)

Schwartz, Florence, See Vohmtzer Readership.

POLICY GUIDELINE #9:
The administrator must incorporate volun-
teer services in the organization’s training plan.

Rationale and Discussion:

Volunteer and paid staff alike, need appropriate orien-
tation and training to do their jobs. Since the effectiveness
of volunteer services has an impact on the achievement
of organizational objectives, volunteer services should be
integrated into the organization’s total training plan. A
volunteer services training progtam should not operate
separately from the otganization’s training program for paid
staff, Training for volunteer services should include train-
ing both volunteer and paid staff to work with each other.
(Trining for the volunteer services manager and top level
management should be included also.) The orientation of
new paid staff, should deal with how volunteer services
are essential in helping the agency achieve its goals and
objectives. (See Chapter Three.}

Methods for Implementing Guideline:

The administrator must assign someone to be respon-

sible for the organization’s training plan and to examine
training needs telative to volunteer services. This will
include:

a) What paid staff need to know in onder to work
effectively with volunteer staff.

b) What volunteer staff need to know in order to per
form their duties well and what they need to know
in order to work effectively with paid staff.

¢) What the administrative or governing body (e.g.
board of directors or commissioners) need to know
about how volunteer staff help in achieving the
goals of the organization.

d) What the volunteer services manager needs to
know in order to perform his or her duties.

e) A regularly scheduled review of the training needs
of volunteer staff in order to determine what in-
service training is necessary for both volunteer and
paid staff,

f) Making sure that sufficient funds are allocated for
the tmining program.
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Resources:

Scheier, LH., & Berry, |.L. Guidelines and Standards for the Use of
Volunteers in Corvectional Programs (LEAA, US. Department of
Justice). Washington, D.C.: US. Government Printing Office, 1972.
Jorgensen, ].D., & Scheier, LH. Volunteer Training for Courts and Cor-
rections. Metuchen, NJ: The Scarecrow Press, Inc., 1973,
*Schwartz, M., Jensen, DR., & Mahoney, M.]. Volunteers in Juvenile
Justice (NILE, LEAA), Washington, DC.: US. Government Printing
Office, 1977. (p. 46)
MeIntyre, B.B. Skills for Impact (Institute of Government, University
of Georgia; The Association of Junior Leagues, Inc.), 1977.
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standands for adult correctional institutions. Rockville,
MD: Commission on Accreditation for Cotrections, Inc.,
1977, p. 17, 4088, 4090.
Manual of standards for adult local detention facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 13, 5070; p. 78, 5375; p. 79, 5378.
Manual of standards for adult commaumity residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 27, 2137.
Manual of standards for juvenile community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 37, 6190.
Manual of standards for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 21, 7106, 7108.
Manudl of standards for juvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Cortec-
tions, Inc., 1979, p. 20, 8102; p. 21, 8103; p. 82, 8405; p. 83,
8409,
Manual of standards for uvenile maining schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 21, 9103, 9106, p. 26, 9126, p. 98, 9483.

POLICY GUIDELINE #10:
The administration must include volunteer
services information in the organization’s plan-
ning, reporting and evaluation system.

Rationale and Discussion:

Since volunteer services plays a part in the agency
achieving its goals and objectives, it should be integrated
into the total organization planning, reporting, and
evaluation systems, As each part of the otganization does
its planning, it should consider how volunteer staff can be
involved. As units within the organization report on their
activities, the involvement of volunteers should be included
in the reports.

A regular periodic review and analysis of information
will help the administrator know whether or not program
objectives are being achieved. Volunteer services should



be included as a part of the organization’s routine evalua-
tion of its operations. (See also Chapter Four)

Methods for Implementing Guideline:
The persons) responsible for planning, reporting, and
evaluation must consider what information and pro-
cedures are needed relative to volunteer services. These
will include:
Placing representatives from vohmteer services on
any committee responsible for planning and review-
ing policy and procedure.
Keeping paid and volunteer staff informed of any
changes in policy and procedures.
Having the volunteer services manager work with
the organization’s management group to determine
what volunteer services information should be
gathered and reported. (See Chapter Four for 2 more
complete discussion of this.)
-Making sure volunteer services information is in-
cluded and considered in the existing planning and
TEVIEW DIOCESS.
-Making sure executive, administrative, line staff,
and volunteer staff are represented in the planning
and review process.

Resources:

*Schwartz, M., Jensen, DR., & Mahoney, M ). Volunteers in Juvenile
Justice (NILE, LEAA), Washington, D.C.: Government Printing
Office, 1977. {pp. 51-60)
Reigel, B. Basic Feedback System: A Self-Assessment Process for Volun-
teer Programs. Boulder, CO: National Information Center on
Volunteerism, 1977,
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult correctional mstitutions.
Rockville, MD: Commission on Accreditation for Cortec-
tions, Inc., 1977, p. 21, 4106,
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 35, 2175.
Manual of standards for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 25, 9122.
Manudl of standards for uvenile training schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 25, 9122.

POLICY GUIDELINE #11:

The administrator must develop policy for
all staff (paid and volunteer) pertaining to the
confidentiality of records and offender or client
contacts.

Rationale and Discussion:

A breach of confidence can ham clients and may
cause them to distrust staff (whether paid or vohunteer).
Confidentiality rules protect the organization, the offender
o client, and the staff. Furthermore, the organization must
comply with legal requirements regarding confidentiality.

Methods for Implementing Guideline:
The administrator must designate someone to:

- Emphasize issues related to confidentiality during
orientation of paid and volunteer staff, by com-
municating the policy to them both omlly and in
writing. Also include confidentiality policy in the
agency handbook and other staff manuals where
applicable.
- Establish ground rules among staff, and offender or
client at the outset of the relationship.
- Handle infractions judiciously and in a timely
manner. Make it clear that violations may lead to
termination.
- Make sure regulations regarding confidentiality of
records and offender or client contacts comply with
existing federal and state laws and omganizational
regulations.
- Make sure all staff are aware of these laws and
regulations.
- Make sure that under no circumstances is informa-
tion about an offender andlor offender’s family
divulged by the volunteer to anyone except duly
authorized supervisory staff.

Resources:

*Shelly, E.LV. Confidentiality. NAVC] Examiner. 1981, 2, 5.

Applicable standards published by the American Correctional

Association Commission on Accreditation are:
Manual of standards for adult community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 10, 2048, 2049; p. 32, 2158, 2159.
Manual of standards for adult probation, and pewole field services,
Rockville, MD: Commission on Accreditation for Cormec-
tions, Inc., 1977, p. 11, 3055, 3056.
Manual of standaeds for adult corvectional institusions. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 13, 4065, 4066; p. 17, 4087; p. 26, 4137; p. 88, 4462.
Manual of standards for adult local detention facilities.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 9, 5048; p. 10, 5049; p. 79, 5380.
Manual of standards for fuvenile commmity residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 10, 6049, 6050; p. 39, 6200; p. 40, 62C1.
Manual of standards for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Corrections,
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Inc., 1978, p. 10, 7049, 7050; p 16, 7079,

Manual of standands for juvenile detention facities and services.
Rockville, MD: Commission on Accreditation for Cotrections,
Inc., 1979, p. 16, 8081, 8082; p. 29, 8139 p. 83, 8411.
Manual of standards for juvenile traiing schools and services.
Rockville, MD: Commission on Accreditation for Comections,
Inc., 1979, p. 17, %083, 9084; p. 30, 9143, 9144; . 98, 9485.

POLICY GUIDELINE #12:
The administrator must develop a policy on
public information and education which involves
volunteer as well as paid staff.

Rationale and Discussion:

Much of the negative attitude toward criminal and
juvenile justice programs comes from the community not
being informed. By helping volunteer staff commumicate
realities, the agency can acquire more community support,
encourage the community to provide more opportunities
for offenders and clients and help attract additional volun-
teer staft. Effective public information and education
helps clarify the issues and concems that the general
public has about the justice system. Just as paid stoff are
involved in public education, it is also important to in-
volve volunteer staff. They will, in some ways, be more
effective at public education and information than paid
staff because they have a unique kind of credibility. Since
volunteers are a source of the community’s information
about the organization, it is important that what they
convey is accurate.

Methods for Implementing Guideline:
The key to involving paid and volunteer staff in
public education is making accurate information about
the program readily available. The administrator must:
- Consider including volunteer staff representatives
in the organization’s group which handles public
information.
- Prepare written materials such as summaries of
goals and objectives, brochures, files on previous
newspaper articles, and research materials so that
volunteer and paid staff members interested in par-
ticipating are adequately prepared to speak or write
on behalf of the organization. Paid staff members
may need to work together with volunteer staff in
the preparation of written testimony for public hear-
ings or speeches.
- Conduct orientation sessions with paid and
volunteer staff on issues affecting the program so

they are aware of upcoming public relations efforts
Or events.

- Provide training sessions with volunteer staff, to let
them know they are conveyers of public information
and education for the organization. Let them know
how to get accurate information.

- Provide training sessions for paid and volunteer
staff who want to know more about public speaking,
letter writing, o telephone campaigns so they
might help with organiztional public information
and education.

The administrator, as chief spokesperson for the
organization, often has the opportunity to make public
statements. Hefshe should:

- Make public statements in support of volunteer
services and how it contributes to solving the
problems of crime. (This may also help recruit addi-
tional volunteer staff an added benefit.)

- B do this effectively, he/she must be informed and
updated on a regular basis about the activities of

volunteer services.

Resources:

MclIntyre, B.B. Skills for Impact (Institute of Government, University
of Georgia; The Association of Junior Leagues, Inc.) 1977.
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult correctionzl institutions.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 5, 4023; p. 19, 4099; p. 8, 4464.
Manudl of standards for adult locad detention facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 4, 5019; p. 78, 3374.
Manudl of standards for adult probation and parole fleld services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 7, 3037; p. 13, 3068.
Manud! of standerds for adult commumity residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 11, 2025; p. 33, 2165.
Manual of standands for juvenile community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. I, 6056, p. 37, 6187.
Manudl of standards for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 6, 7033; p. 13, 7063; p. 21, T105.
Manual of standards for juvenile detention facilities and services.
Rockville, MD: Commission on Accteditation for Correc-
tions, Inc., 1979, p. 6, 6031; p. 22, 8112; p. 82, 8405.
Manual of standards for juvenile training schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 7, 9033; p. 24, 9119; p. 29, 9142.




POLICY GUIDELINE #13:
The administrator must establish policy and
practices that provide support services to volun-
teer staff.

Rationale and Discussion:

The basic rights of volunteer staff should be consis-
tent with those enjoyed by paid staff in the organization.
(See also Policy Guideline #7.) Benefits should be com-
parable to those of paid staff whenever possible in onder to
show volunteer staff that they are valued within the organi-
zation. A meaningful benefits package will enhance vol-
unteer services and will also help to retain volunteer staff.

One example of an important benefit of paid and
volunteer staff is basic training. A further benefit might
be continuing training such as advanced skills develop-
ment. (See also Operational Guideline #9.)

Methods for Implementing Guideline:
The administrator must:
- Qutline the rights {those things all staff are entitl-
ed o) and define the benefits by considering such
needs of volunteer staff as trmining, job recommen-
dations, mileage reimbursement, travel expenses, in-
mnaﬁce, and job or educational credit for volunteer

wor
- Rights and benefits do not necessarily have to cost
a great deal. Consider, for example, allowing volun-
teer staff to participate in existing professional train-
ing courses—even if it is on a space available basis,
- Make sure sufficient funds are allocated in the
budget to provide benefits to vohunteer as well as
paid staff. In a public organization, it may be
necessary to seek legislation allocating funds for
volunteer services. In private organizations it may be
necessary to present proposals for benefits funding to
advisory boards, foundations, corpomations, or other
community sources.

- Explain to volunteer staff at the outset of their in-
volvement what their rights are and what benefits
are available. (For example, volunteer staff should
know about the right of access to their personnel
files.)

The administrator can also support volunteer staff by:
- Providing adequate space furnishings; supplies,
training, supervision, evaluation, expense reimburse-
ment, and insurance.

- Involving volunteer and paid staff at policy review
levels.

- Including volunteer and peid staff in public relz-
tions presentations.
- Recognizing outstanding volunteer staff perfor-
mance publicly.
- Making public statements promoting volunteer
SETVice.
Resources:
Wilson, M. The Effective Management of Volunzeer Programs. Boulder,
QO: Volunteer Management Associates, 1976, (Chapters IV & VI)
Host, B.R. Comvections Volunteer Information Portfolio. Boulder, CO:
National Information Center on Volunteerism, 1980.
Applicable standards published by the American Correctional
Association Commission on Accredieation are:
Manual of standards for adult corvectional instintions. Rockville,
MD: Commissions on Accreditation for Corrections, Inc.,
1977, p. 88, 4464.
Manudl of standands for adult probation and parole field services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 13, 3065, 3068.

POLICY GUIDELINE #14:
The administrator must develop policy con-
cerning insurance and liability coverage for
volunteer staff and the organization.

Rationale and Discussion:

Volunteer staff pesons should be insured against the
possibility of any loss due to physical injury while working
with the organization. Volunteer staff should be insured
against the possibility of any legal action arising from or
in the course of performing assigned responsibilities in the
volunteer services program.

Likewise, the omganization should have appropriate
liability insurance. Some otganizations, such as state
agencies, may be legally immune from suit. But even in
these cases, the administrator should be aware of relevant
liability issues and how these relate to volunteer staff.

Methods for Implementing Guideline:
The administrator must designate someone to:

- Make certain that the otganization’s legal counsel
review the state law and the organization’s policies
and procedures to determine whether volunteer
staff are protected by insurance. Also, legal counsel
should give an opinion about the overall liability of
the organization.
- Develop an organizational policy and insurance
program that will provide for the insurance of
volunteer staff.
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- Consider worker’s compensation or some similar
sort of coverage for volunteer staff while they are on
the job.

- Provide liability insurance for volunteer staff. (A
state agency should examine its liability and provide
such insurance if necessary.)

- Be sure that volunteer staff have adequate auto-
mobile insurance coverage if they are involved in
transporting clients.

- In cases where funds are limited, provide an
insurance package which volunteer staff have the
option of purchasing. Make provisions so as not to
exclude volunteer staff who are unable to afford the
cost of insurance.

- Explain to volunteer staff what coverage is
available for them and encourage them to obtain
their own additional insurance if needed.

- Consult legal counsel and insurance advisor about
the organization's insutance needs and concems. A
state authority (such as the Attorney General’s
Office or organization staff attomney) can provide in-
formation on state laws conceming organizational
liability.

- Investigate current legistation regarding volunteer
staff liability, volunteer insurance and organizational
liability. Areas which should be considered are:
organization liability and/or volunteer liability,
liability insurance for board members, accident in-
surance for volunteer staff, and automobile liability
insurance.

Resources:

Gurfein, PJ. and Streff, T. Liability in Correctional Yohunteer Programs:
Planning for Potential Poblems (The American Bar Association, the
National Volunteer Parole Aide Program, Commission on Comec-
tional Facilities). Based upon an earlier work by the National Infor-
mation Center on Volunteerism, 1975.

Berry, |.L. and Scheier, LH. Instmance Coverage for Court Volunteers.
Boulder, CO: National Information Center on Volunteerism, 1975.
Scheier, L.H., & Berry, J.L. Guidelines and Standards for the Use of
Voluneers in Comectional Programs (LEAA, US. Department of
Justice). Washington, DC.: US. Government Printing Office, 1972.
Applicable standards published by the American Correctional
Association Commission on Accreditation are:

Manual of standards for adult community residential services.

Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 7, 2036; p. 28, 2140.

Manual of standards for adult correctional institutions. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 11, 4052.

Manudl of standards for adult local detention facilities. Rockville,
MD: Commission on Accreditation for Comections, Inc.,

1977, p. 7, 5035.

Manual of standards for juvenile community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 8, 6036; p. 38, 6194,

Manual of standands for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 22, T112.

Manual of standards for juvenile taiing schools and services,
Rockville, MD: Commission on Accreditation for Comec-
tions, Inc., 1979, p. 13, 9065.

Manual of standards for juvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 83, 8410; p. 85, 8414.

POLICY GUIDELINE #15:
The administrator must be sure personnel
grievance procedures include channels for com-
plaints by volunteers and paid staff

Rationale and Discussion:

Since volunteer staff are an integral part of the
organization, there should be established grievance pro-
cedures for them and for paid staff who work with them.
Every effort should be made to resolve differences through
normal supervisory channels. As a last resort, grievance
procedures provide a channel for volunteer and paid staff
to voice their unresolved concems or complaints. This
provides a process for paid staff, volunteer staff, and clients
to tesolve conflict through procedures that will help avoid
problems that unresolved disputes might cause. (See also
Policy Guideline #16.) The grievance procedures for
volunteer staff ought to be integrated into the grievance
procedures of the organization or agency.

Methods for Implementing Guideline:
- The structure for dealing with conflicts and
grievances need not be complicated or elaborate. It
might simply state that the volunteer staff assigned
to a paid staff supervisor might bring any concemns
ot ptoblems to the volunteer services
the problem is not resolved, it should be talcen to
the administrator.
- If a more elaborate procedure is necessary, it should
describe the chain of authority as it relates to the
volunteer staff. This should be well defined and
should include a time frame for written responses
and action; evaluation by someone not directly con-
nected with the case under review; special provi-
sions for emergencies; the right to appeal; and a
monitoring system.
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- During the orientation of new volunteer staff the
grievance procedure should be made available in
written form and be verbally explained.

Resources:

*Schwartz, LM., Jensen, DR. & Mahoney, M.J. Volinteers in Juvenile

Justice (NILE, LEAA). Washington, DC.: US. Government Printing

Office, 1971. {p. 40)

Applicable standards published by the American Correctional

Association Commission on Accreditation are:
Manual of standards for adult probation and parole field services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 11, 3054; p. 14, 3072.
Manudl of standards for adult corvectional institutions. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 6, 4027; p. 13, 4067; p. 14, 4068.
Maual of standards for adudt local detention facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 5, 5023; p. 10, 505L.
Manual of standards for adult commumnity residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 9, 2047; p. 10, 2050; p. 27, 2135.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 10, 6048; p. 24, 6123; p. 37, 6188.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 10, 7051; p. 13, 7065, 7066; p. 21, 7106.
Mantual of standards for juvenile detention facilities and sevvices.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 18, 8093.

POLICY GUIDELINE #16:
The administrator must establish the pro-
cedures by which volunteer staff service or
assighments may end.

Rationale and Discussion:

A volunteer staff person’s service may end because
the assigned task has been completed or because the task
is no longer necessary. Service may also end when the
volunteer staff, or client, or supervisor requests termina-
tion for either positive or negative reasons. It must be
passible to promote, reassign, or fire volunteer staff.

With each assignment, the manager should specify
the time commitment required to do that task. The
manager should also set a date for completing the task or
teviewing its progress. Setting a probationary period when
an assignment is begun allows both the volunteer staff
person and the ofganization to examine the volunteer
staff pemson’s suitability for that task during the initial
stages of the assignment.
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Methods for Implementing Guideline:
The administrator must:
- Set a review or probationary period for volunteer
staff in new assignments.
- Give an expression of appreciation to volunteer
staff who successfully complete their assignments.
- Work with volunteer staff in overcoming
difficulties.
- Discuss the procedures for involuntary termination
with each volunteer staff person.
- Make sure the organization has written procedures
for terminating volunteer staff. (These procedures
should be approved by the organization’s governing
body)
- Give vetbal and written notice to any volunteer
- Make available an avenue of appeal for individuals
who feel the reasons for their termination are un-
justified. (See also Policy Guideline #15.)

Resources:

Swanson, MT, Yo Volunteer Program. US. Office of Education,
Applicable standards published by the American Correctional
Association Commission on Accreditation are;
Manual of standards for adsde corvectional institutions. Rockville,
MD: Commission on Accreditation for Corrections, Inc,
1977, p. 88, 4465.
Manual of standands for adult local detention facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 79, 5382.
Rockville, MD: Commission ot Accreditation for Correc-
tions, Inc., 1978, p. 38, 6193.
Manudl of standands for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 22, 7111
Manual of standands for juvenile training schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 19, 9095; p. 29, 9141; p. 99, 9487.

POLCIY GUIDELINES #17:
The administrator must establish authoriza-
tion and verification procedures for volunteer staff.

Rationale and Discussion:

Few things are as frustrating to volunteer staff as en-
countering obstacles and delays when trying to see a client.
Such delays may cause a volunteer staff person to lose
trust in the organization’s management. Clear authorization
procedures will help volunteer staff work to their potential.




Programs in institutions (both juvenile and adult)
have the most obvious need for authorization and verifica-
tion procedures because of their concem for security and
safety. However, any criminal justice volunteer program
will benefit from attention o this matter.

A complicated process is not necessary, In some in-
stances, apptoval, authorization, and verification are all part
of a single process. In others, particularly where volunteer
staff are part of an omganization outside the system, there
may need to be a prior stage of approval or acceptance. In
all cases, simple effective procedures can be devised which
will expedite the identification of vohmteer staff who have
been approved and authorized for service.

Methods for Implementing Guideline:
- Establish and maintain specific criteria for
volunteer staff participation. (Criteria may vary
depending on many factors. Be as reasonably in-
clusive as possible.)
- Develop well defined guidelines for interviewing,
screening, training, and supervising volunteer staff.
- Develop procedures to implement the above
guidelines. For example:

a) Before making an assignment have the staff
member who will actually supervise the
volunteer staff person interview him or het

b) Make sure to obtain positive responses from
references, employers, or school personnel
prior to making an assignment.

¢) Set minimum standards for volunteer staff
orientation and making sure institutional or
agency rules and regulations are clearly
understood.

d) Make sure written job descriptions and volun-
teer service agreements are signed by the
voluniteer staff and their supervisor.

- Keep records of who is certified as volunteer staff.
- Where necessary, require appropriate identification
to be carried by volunteer staff.

- Establish a routine procedure so that means of
volunteer staff identification are returned at the end
of their term of service,

- Make sure that adequate funding is in the budget
for maintaining verification and authorization
procedures.

Resources:

Applicable standards published by the American Correctional
Association Commission on Accreditation are:

Manual of standards for adult correctional institutions.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 23, 4118,

Manual of standands for adsdt local detension facilities.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 16, 5083.
Wnu!ofmdadsfordukmnmnymdmﬂdﬁrﬂm
Rockvilte, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 27, 2135.
Mmuulofmdndsfarmukpmwaffamm.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 17, 7085.
Mmuulofmndmdsformﬂemxdmkadm
Rockville, MD: Commission on Accreditation for Cotrec-
tions, Inc., 1979, p. 27, 9131.

POLICY GUIDELINE #18:
The administrator must establish policy to
determine how volunteer services will function
during an emergency.

Rationale and Discussion:

In emergency situations (e.g., prison riots, union
strikes, natural disasters) it may become necessary to alter
ot limit volunteer services until the crisis is resolved. A
plan should be worked out in advance to avoid confusion
in the event of such an emergency.

In some emergencies (such as natural disasters) volun-
teers services might be increased. But in some cases volun-
teer services may have to be temporarily suspended. Lines of
commtmnication should be kept up to date, and at the earliest
possible moment volunteer services should be restored.

The most complex emergencies are those which
occur while volunteer staff are on site and become direct-
ly involved. [Examples mnge from prison uprisings in
which volunteers may, among others, be taken hostage, to
a fire in a juvenile institution or a fight in a halfway
house when volunteer staff are present.] Properly trained
volunteer and paid staff will know how to respond in
order to protect the safety of all concerned. Safety should
be a priority whether we are dealing with emergencies
onssite or those which affect volunteer staff and volunteer
programs after they have occurred.

Emergencies do not happen often. When they do, it
is imperative to deal with them in ways that protect both
the individual and the organization.

Methods for Implementing Guideline:
- The administrator must designate someone to
establish a plan for volunteer services during
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emergencies. This plan {for either increasing or limiting

volunteer services) should be shared with volunteer and

paid staff, and those receiving services.
- When it becomes necessary to suspend volunteer
services, all staff should be notified in the most ex-
pedient manner and given as complete an explana-
tion as possible. The volunteer services manager
should assume the responsibility for seeing that
volunteer staff are contacted by telephone, through
the media, or by letter.

All volunteer staff (including those notified by
telephone) should, as soon as possible, be advised in
writing of the following:

a) reasons for the suspension, giving as much detail

as possible and feasible;

b) expected duration of the suspension, if known;

¢) an expression of appreciation of their undemstand-

ing and continued interest in the offender’s or
client’s program.

If the emergency continues longer than originally ex-
pected, some form of continued contact should be main-
tained on a regular basis with the volunteer staff to ensure
their return when the suspension is lifted.

Resources:

Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult correctional institutions. Rockville,
MD): Commission on Accreditation for Corrections, Inc.,
1977, p. 35, 4180, 4181
- Manual of standards for acult local detention facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 46, 5227; p. 41, 5229.
Rockville, MD: Commission on Accreditation for Comec-
tions, Inc., 1977, p. 25, 2126, 2127,
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 31, 6156; p. 32, 6165, 6166,
Manudl of standards for juvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 17, 8089; p. 61, 8303; p. 62, 8305.
Manual of standards for juvenile training schools and services.
Rockville, MD: Commission on Accreditation for Comec-
tions, Inc., 1979, p. 19, 9092; p. 46, 9225, 9228.

POLICY GUIDELINE #19:

The administrator must develop a policy that
determines if, when, and how persons with
crhnix:lﬁ backgrounds can be involved as volun-
teer

Rationale and Discussion:

Involving persons with criminal backgrounds as volun-
teer staff has been an option for many agencies for a long
time, and the practice is increasing throughout the nation.
There are three distinct categories which may require
specific explomtion.

1. Those offenders or clients who are incarcerated at the
time they are considered for a volunteer joh.

2. Those offenders or clients who, though released from
incarceration, are still in supervision status under
some form of jurisdiction such as parole, probation, or
deferred prosecution.

3. Those offenders or clients who are not under any
jurisdiction.

All three categories may involve special conditions or
stipulations that require careful attention before offenders
or clients are recruited for participation in a particular
volunteer services program.

Such a policy functions to open the door for
volunteer participation in a structured way for offenders,
ex-offendets, or clients who might be otherwise excluded
automatically. It also provides adequate screening in a sen-
sitive area of volunteer staff recruitment and assignment.
However, it is most important that such petsons, like all
volunteers, be sought because of their skills, experiences,
and strengths. The above policy suggests that ex-offenders
and clients not be excluded from participation because of
their past records; they are individuals who may possess
experiences and talents which could be valuable in

Methods for Implementing Guideline:
- Involve offenders and clients in volunteer staff
program planning and training.
- Survey the skills available in the offender and
client population.
- Contact established offender and client selfhelp
groups for advice and assistance.
- Explore potential community setvice opportunities
which might be used in deferred prosecution or
restitution programs.
- Use a technique of needs analysis so that the
question of recruitment of offenders and clients as
volunteer staff is dealt with at all staff levels. An
example of such a process is Need Overlap Analysis
In Helping (NOAH)—a needs analysis technique
which is explained in The New People Approach
Handbook by Ivan Scheier
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Resources:

*Scheier, LH. The New People Aptroach Handbook. Boulder, CO:
Yellowfire Press, 1981,
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult probation and perole field services,
Rockville, MD:: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 10, 3051.
Manual of standards for adult correctional institutions.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 15, 4078.
Manval of standards for adult commumity residensial services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc,, 1977, p. 9, 2046.
Manual of standards for juvenile community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 10, 6047.

Mmualofstmdmdsfarﬁwerﬁlepmbaﬁonandaﬁermm.

Rockuille, MD: Commission on Accreditation for Corrections,
Inc., 1978, p. 9, 7045.

Manual of standards for fuvenile detencion facilties and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 14, 8070; p. 16, 8079,

Manual of standards for juvenile training schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 15, 9072; p. 17, 9081.

POLICY GUIDELINE #20:
The administrator must establish a procedure
for periodic review of organization policy and
procedures which apply to volunteer services.

Rationale and Discussion:

Even carefully formulated policy and procedures
which apply to volunteer services may become outdated.
The needs of the organization may change or evaluations
may demonstrate that the current operation of the pro-
gram is ineffective or inefficient. It is therefore necessary
that policy and procedures which apply to volunteer
services be routinely updated so they will be relevant to
actual organizational operations. Ideally this would be
done as a part of the organization’s regular review of
policies and procedures.

Methods for Implementing Guideline:
The administrator should:
- Form a representative committee composed of ad-

ministrative, as well as other paid and volunteer staff

to review suggested policy and procedure changes.
- Through written communications, inform all staff
(including volunteer staff) of any changes in policy

- Establish a routine review of policy.

Resources:

Applicable standasds published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult correctional institutions.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 88, 4464.
Manual of standards for adidt local detention facilities.
Rockville, MD; Commission on Accreditation for Cotrec-
tions, Inc., 1977, p. 2, 5006.
Manual of standards for juvenile traiming schools and sevvices.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 3, 9010; p. 4, 9017; p. 17, 9076; p. 19,
9096.
Manual of standards for juvenile probation and aftercare services.
Rackville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 3, 7012; p. 10, 7048.

OPERATIONAL GUIDELINES

OPERATIONAL GUIDELINE #1:

The volunteer services manager must see that
the organization’s planning for volunteer staff
involvement is implemented.

Rationale and Discussion:

The volunteer services manager has the expertise and
position which makes him or her functionally responsible
for seeing that volunteer services become operational.
The volunteer services manager must also take the lead
in seeing that the organization incorporates planning for
volunteer services within its regular planning processes. To
do this the volunteer services manager must be involved
in the organiztion’s planning systern and must see that
volunteer setvices are applied to meet the organiztion’s
goals and objectives. Policy Guideline #4 and parts of
Chapter 3 discuss in more detail the position of volunteer
SETVICES Manager.

Methods for Implementing Guideline:
The volunteer services manager should:

- See that the organiztion’s policy for volunteer ser-
vices is implemented. (All the guidelines in the
preceding section of this document spell out
necessary volunteer services policy and list ways to
implement this policy,)
- Be a member of the organization’s planning and
review committee.
- Keep staff informed of volunteer services policy
and procedures.
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Resources:

*Schwarez, LM., Jensen, DR., & Mahoney, M.J. Vblunteers in Juvenile
Justice (NILE, LEAA), Washington, DC.: US. Govemment Printing
Office, 1977.
Artkisson, C.C., Hargreaves, WA, Hurwitz, 8., & Sorenson, J.E.
Evdluation of Human Service Programs. New York: Academic Press,
1978.
*Wilson, M. The Effective Management of Volunteer Programs.
Boulder, CO: Volunteer Management Associates, 1976. p. 78.
McConkey, D.D. M.BO. for Non-profit Organizations. New York:
American M t Association, 1975.
Minstello, PA. & Wimberly, C.A. Management Systems in Education.
Lincoln, Nebraska: Professional Educational Publications, 1975. (pp.
3147)
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standands for juvenile community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 37, 6187.
Manual of standards for juvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 82, 8405.
Manual of standards for juvenile raining schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 97, 9479.

OPERATIONAL GUIDELINE #2:

The volunteer services manager must develop
(and follow through on) the process whereby
both paid and volunteer staff participate in the
development of appropriate job descriptions, role
expectations, and contracts for volunteer staff.

Rationale and Discussion:

If paid staff, volunteer staff, and managers participate
in the development of job descriptions, role expectations,
and contracts, there is a sense of ownesship which improves
cooperation and setvices at all levels. Being a part of this
process will give staff a clear undesstanding of their roles
offenders or clients should be involved in this process.

Potential volunteer staff should have access to written
job descriptions which clearly outline: volunteer job title,
duties involved, supervision, training required, time com-
mitment, qualifications for the position, and where the
position is available.

Methods for Implementing Guideline:
The volunteer services manager :
- See that paid staff are provided appropriate train-
ing regarding writing job descriptions, agreements,

and contracts.
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- If there is an advisory board for volunteer services,
set up a subcommittee which would work with paid
staff, volunteer staff, and possibly offenders or clients
todevelop]obdmmptlons

- Consult with organization personnel to identify
organizational needs which might be met by volun-
tion/staff needs and matching those with volunteer
staff skills and willingness is Needs Overlap Analysis
for Helping (NOAH) in The New People Approach
Handbook by Ivan Scheiet
- Provide both volunteers and staff with copies of
their job descriptions.
- Review job descriptions on a regular basis.

Resources:

Berget, R ., Crowley, | E., Gold, M., Gray, J., & Martin, M.S. Experi-
ment in a juvenile Court: A Study of a Program of Vbluneers working
with Juvenile Probationers. Ann Arbor: University of Michigan, In-
stitute of Research, 1975,

Moore, L. Volumteer Administration (Arkansas State Office of Volun-
teers), Vancouver, 1977,

*Wikson, M. The Effective Management of Vohnzeer Programs. Boulder,
CO: Volunteer Management Associates, 1978, (Chapters [V & VI)
Gondon, MT. Involving Pavaprofessionals in the Helping Process: The
Case of Federal Probation. Cambridge: Ballinger Publishing Co., 1976.
*Scheier, LH. The New People Approach Handbook. Boulder, CO:
Yellowfire Press, 1951.

OPERATIONAL GUIDELINE #3:

The volunteer services manager must use
recruitment strategies that are designed to attract
a cross section of the community.

Rationale and Discussion:

In developing recruitment strategies, the volunteer
services manager has two major considerations. One is
the recruitment of individuals to perform special tasks.
The other is securing volunteer staff who represent a cross
section of the community.

Certain groups of people are often overlooked or not
considered as potential volunteer staff. Some of these are:
malande&nucmnmnnas theeconommllydxsadvan

Smceadlsptopomonanenmnberofmmontygtwp
members may often be “in the system’”, it is especially im-
portant to have minority group members participate as
volunteer staff. 'Ihjsshwldbekeptmmmdwhedwr
recruitment is aimed at people with special skills or other
target groups.




Methods for lmplementmg Gmdehne.

The volunteer services manager should

Conslder(basedonmganuauonalneeck)temunng
people with special skills, recruiting people from a
certain segment of the community, or aiming recruit-
ment at the entire community.

- Determine the type of pemson needed for the
assignment and decide where potential recruits for
the particular assignment are likely to be found.

- Identify all sources for volunteer staff recruitment.
- Enlist the help of existing volunteer and paid staff,
and where applicable members of the board of
directors

- Determine a specific strategy for recruiting members
of minority groups.
Rﬂnemba&atdxemmteﬂ‘ecﬁvemmnmgls
done by the people associated with the
Encourage those already working in the organization
to participate in recruitment.
- Consider some of the following recruitment ideas:
Telephone and personal contact; speaking engage-
ments; public service announcements; appeals in
corporate, church, or community organization news-
letters; volunteer setvice fairs; shopping center
displays or information booths; brochures; notices
on neighborhood bulletin boards, grocery stores,
laundromats.
- Review all recruitment efforts periodically. Revise

and update procedures as appropriate.

Resources:

Scheier, LH., & Berry, ].L. Guadelines and Standards for the Use of
Vohanteers in Comvectional Programs (LEAA, US. Department of
Justice). Washington, DC.: US. Govemment Printing Office, 1972.
*Wilson, M. The Effective Management of Volunteer Programs.
Boulder, CO: Volunteer Management Associates, 1976.
Kottler, Phillip. Marketing for Non-profit Orpanizations. Englewood
Clifls, NJ: Prentice-Hall, Inc., 1975.
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standands for adult correctional institusions.
Rockville, MD: Commission on Accreditation for Comec-
tions, Inc., 1977, p. 87, 4458.
Manual of standards for adult local detention facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 78, 5377.
Manudl of standmrds for adult commumity residential services.
Rockville, MD: Commission on Accredimtion for Correc-
tions, Inc., 1977, p. 27, 2136.
Manual of standands for juvende community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 37, 6189.

Manual of standards for juvende probation. and aftercare services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 21, 7107,

Manual of standands for juvenile detention facilizies and sevvices.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 83, 8408.
Mcmua!ofmﬂmdsﬁvrmubummgsdmkmdm
Rockville, MD: Commission on Accreditation for Cormec-
tions, Inc., 1979, p. 98, 9482,

OPERATIONAL GUIDELINE #4:

The volunteer services manager must be
involved in planning and implementing the
organization’s public information and education
program. (See also Policy Guideline #12.)

Rationale and Discussion:

The volunteer services manager should participate in
developmgandmplemmungdmmgmnmﬂmsmbhcm—

formation and education system so he or she can suggest

ways for the community to become involved. The volun-
teer services manager is in a unique position to assess
(through volunteets) public impressions of the organiza-
tion, and therefore can be helpful in suggesting what
public information and education is needed. Also, he or
she can suggest how to more effectively involve volunteers
who are already an important source of public informa-
tion and education. Another benefit of good public infor-
mation and education is that it will help recruit members
of the community for volunteer services. (See also Opera-
tional Guideline #3.)

Methods for Implementing Guideline:
The volunteer services manager should:

- Make sure he or she is part of the organization’s
committee which plans and implements public in-
formation and education.

- Keep abreast of statements about the organization
which are released to the public so that these state-
ments can include ways for the community to
become involved.

- Provide information for speeches made by organiza-
tion staff so that these speeches can offer ways for
the community to become involved.

- Communicate accurate information about the
organization to volunteers (for example, through the
volunteer staff newsletter).

- Let volunteer staff know where they can find in-
formation about the organization.
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Resources:

Moore, L. Vblunteer Administration. Vancouver: The Volunteer Bureau
of Greater Vancouver, 1977,
Scheier, LH. & Berry, J.L. Guidelines and Standards for the Use of
Vblunteers in Correctional Programs (LEAA, US. Department of
Justice). Washington, D.C.: US. Govemnment Printing Office, 1972.
Jackson, KW. Telling Your Story. Washington, D.C.: National Center
for Voluntary Action, 1976.
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manudl of standards for adwlt probation and parole field services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 7, 3037; p. 13, 3068.
Manual of standards for adult correctional institusions. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 5, 4023; p. 19, 4099,
Manual of standands for adult local detention facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 4, 5019; p. 78, 5374.
Manwal of standands for achde commumity residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 11, 2055; p. 27, 2134; p. 33, 2165.
Manual of standards for juvenile community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 37, 6187.

Manual of suandads for juvenile probation and aftercare services.

Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 13, 7063; p. 21, 7105, 7109.

Manudl of standards for juvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 6, 8031; p. 22, 8112; p. 82, 8405.
Manual of standards for juvenile training schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 7, 9033; p. 24, 9119; p. 29, 9142.

OPERATIONAL GUIDELINE #5:

The volunteer services manager must
develop and use a screening and interviewing
process for prospective volunteer staff.

Rationale and Discussion:

Screening is necessary to select individuals qualified
who are to work in needed roles. Screening also aids in
the matching of organizational needs with the skills of
potential volunteer staff. (See also Operational Guideline
#1.) The screening process continues through the initial
training and role assignment in onder to ensure a good
“match-up’.

Although interviewing is not the only way of deter-

mining the suitability of a potential volunteer staff person,

it is a useful way of making an initial assessment. Other
screening techniques include application forms, reference
checks and preservice training.
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Methods for Implementing Guideline:
- Know the specific qualifications corresponding to
each volunteer staff ole.
- Supply information that clearly identifies volunteer
staff roles and requirements/qualifications to all
potential volunteer staff.
- Develop screening criteria based on specific require-
ments as well as the role qualifications. For example,
it might be necessary for a volunteer staff person to
provide his or her own transportation.
- Develop a series of questions to be asked during
the interviews which will provide information on
the applicant’s suitability. Include questions related
to why the person is intetested in volunteering,
prior relevant expetience, or skills. (Be aware of
current equal opportunity regulations.)
- Develop clear policy and procedures for the accep-
tance or non-acceptance of potential volunteer staff.
- (If a person is unsuitable for one job, assess his or
her suitability for other jobs.)
- Be well informed about volunteer staff needs of
other organizations so that you will be prepared to
refer applicants elsewhere if they are not suitable for
your criminal justice organization.

Resources:

*Wilson, M. The Effective Management of Volunteer Programs.
Boulder, CO: Volunteer Management Associates, 1976.
*Schwartz, LM., Jensen, DR., & Mahoney, M.J. Volunteers in Juvenile
Justice (NILE, LEAAQ. Washington, DC.: US. Government
Printing Office, 1977.
Scheier, LH. Winning with Staff, Boulder, CO: Volunteer Readership,
The National Center for Citizen Involvement, 1978,
Mclntyre, B.B, Skills for Impact (Institute of Government, University
of Georpia, The association of Junior Leagues, Inc), 1977.
Moore, L. Vohunteer Administration. Vancouver: The Volunteer Bureau
of Greater Vancouver, 1977.
Applicable standands published by the American Correctional
Association Commission on Accreditation are:
Manual of standands for adult correctional institutions.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 87, 4458.
Mwuulofmdmdsfaraduk lacaldz:ennonfaahues Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 78, 5377.
Manual of standards for adule community vesidential services.
Rockville, MD: Commission an Accreditation for Correc-
tions, Inc., 1977, p. 27, 2135.
Manual of standands for juvenile probation and aftercare services.,
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc, 1978, p. 11, 7058,




OPERATIONAL GUIDELINE #6:

The volunteer services manager must coor-
dinate the design and delivery of orientation and
training so that volunteer staff are prepared to
perform their jobs and that paid staff are prepared
to work with them. (See also Chapter Three.)

Rationale and Discussion:

Orientation is necessary so that volunteer staff have
an understanding of how the organization works, how
their jobs fit into the structure of the organization, and
how the organization fits into the criminal justice systern.
They also need training in approaches and skills which
will help to make them more effective in their specific
assignment. Through orientation and training volunteer
staff can further assess their own desire and aptitude for
their specific roles. (See also Opemtional Guideline #5.)
Orientation and early training sessions set the stage for
how they function within the organization.

Including paid staff in the orientation and training
will help them learn how to work more effectively with
volunteer staff. In-service training in this area should take
place on a regular basis, and should include development
of supervisory skills. (See also Opemational Guideline #8.)

Inservice and other training should be available for
volunteer and paid staff alike, which may mean involving
volunteer staff in training sessions for paid staff.

Methods for Implementing Guideline:

The volunteer services manager must:
- Involve paid and volunteer staff in planning for
the orientation and trining sessions.
- Plan an effective way to present the organization’s
philosophy, structure, objectives, and policies.
- Ensure that volunteer staff receive a realistic profile
of the clients/offenders being worked with by the
organization or institution.
- Provide all volunteer staff with a specific job
description which defines the responsibilities of the
job and includes information on the knowledge and
skills needed to perform the job, the number of hours

expected, length of service, reporting procedures and

other otganiztional requitements. (See also Opera-
tional Guideline #2.}

- Give volunteer staff a manual which defines their
legal and ethical obligations as well as the support
that they can expect from the organization in the
fulfillment of their mles.

- Artange for appropriate paid and volunteer staff as

well as other speakets to be involved in tmining,
Clients should be used wherever possible.
- Use a variety of training methods (such as lecture,
small group discussion, films, role-playing, video
tapes, field trips).
- Make the program flexible to allow for the expres-
sion of individuality by using volunteer staff talents
and skills to the fullest,
- Work wherever possible with a training officer
already established in the organization to integrate
volunteer staff training into the organizations train-
ing program,
Resources:
*Stenzel, AK. & Feeney, H.M. Vbhteer Training and Development:
A Manual. New York: The Seabury Press, 1976.
Jorgenson, J.D. & Scheier, 1.H. Volunteer Training for Courts and Cor-
rections. Metuchen, N.J.: The Scarecrow Press, Inc., 1973.
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
MD: Commission on Accreditation for Comections, Inc.,
1977, p. 17, 4090; p. 87, 4459.
Manual of standards for acdt probation and parole field services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 13, 3065.
Manuial of standands for aduls local detention facikies, Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 14, 5071; p. 79, 5378.

tions, Inc., 1977 p. 11, 2053; p.27 137,
Mmualofstmdmdsforpmukoonmwmymidaﬁalsaﬁc&
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 37, 6190,
Mmma!ofstcmdmdsﬁrmlﬂepmbaummdafmmzmm.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 12, 7059; p. 21, 7108.

Manudl of standards for juvenile detention fucilities and services.
Rockville, MD: Commission on Accreditation for Comec-
tions, Inc., 1979, p. 20, 8103; p. 21, 8105; p. 83, 8409,
Manugl of standands for juvenile tmaining schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 22, 9109,

OPERATIONAL GUIDELINE #7:

The volunteer services manager must arrange
for the appropriate assignment of volunteer staff,
(See also Operational Guideline #5.)

Rationale and Discussion:
The volunteer services manager must make certain
that volunteer staff are properly assigned to the tasks/roles




with both supervisors and vohunteer staff.

- In some cases it may be helpful for the volunteer
services manager to supervise volunteer staff in
order to demonstrate how paid staff can work with
wolunteers effectively.

- Encourage volunteer staff to meet with supervisots
for problem-solving and consultation.

Resources:

Nikkel, R. Volunteer Mobilization, Motivation, and Management. 1981,
Scheier, 1.H. Guidelines and Standards for the Use of Vohmueers in Cor
rectional Programs. 1US. Department of Justice, US, Law Enforcement
Assistance Administration, Washington, DC.: US. Government
Printing Office, 1972.
Office of Juvenile Justice and Delinquency Prevention, (LEAA, US,
Department of Justice)., Volhmeeer Services. Washington, DC.: US,
Government Printing Office, 1972.
*Schwartz, LM., Jensen, DR., & Mahoney, M.J. Volunteers in Juvende
Justice (NILE, LEAA}. Washington, D.C.: US. Government Printing
Office, 1977.
*Wilson, M. The Effective Management of Volunteer Programs.
Boulder, CO: Volunteer Management Associates, 1976.
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manuadl of standerds for adult commumity residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 27, 2135,
Manual of standards for adult corvectional institutions. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 81, 4456.
Manual of standards for adult local detention facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 13, 5069; p. 18, 5375; p. 79, 5376.
Manual of standards for juvenile commumity vesidential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 38, 6191
Manual of standards for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 21, 7109,
Manual of standards for fuvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 82, 8407.
Manual of standards for puvendle traiming schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 98, 9483.

OPERATTIONAL GUIDELINE #9:

The volunteer services manager must make
sure that volunteer staff have opportunities for
professional and personal development.

Rationale and Discussion:
Many volunteer staff will be more satisfied with their

work in the organization if thete are opportunities for pro-

fessional and personal development as well as opportunities
for advancement to positions of greater responsibility.
Such opportunities help the organization in recruiting and
retaining volunteer staff, enhancing the organization’s
community relations and building volunteer staff morale.
Providing opportunities for training and development also
demonstrates that the organization values and supports its
volunteer staff.

Methods for Implementing Guideline:
The volunteer manager should:

- Develop opportunities for the promotion of volun-
teer staff to positions of increased responsibility.
- Send volunteer staff to relevant conferences and
training sessions. This can often be done at little
cost by, for example, including them in existing
training sessions conducted for paid staff.
- Keep appropriate records documenting the work of
volunteer staff. (Many emplovers accept volunteer
work experience for job experience credit.)
- Provide letters of recommendation based on
volunteer job performance for employment or
education.
- Advise volunteer staff that they can obtain letters
of recommendation and reports of hours worked.
Encourage them to include their volunteer staff ex-
perience on their resumes.
- Provide volunteer staft with opportunities for in-
volvement in the decision-making processes related
to the programs in which they are involved.
- Develop written guidelines for providing oppor-
tunities given to volunteer staff on a fair, uniform,
- Advise volunteer staff that academic credit may be
available for their volunteer service. If none is
available it might be possible to arrange this with a
local college or educational institution.

Resources:

Managing Volunteers for Results (Institute for Fund Raising). 1978.
Jacobson, A. {ed.) Standards and Guidelines for the Field of
Volunteerism. Association of Volunteer Bureaus, Inc., 1978.
Moore, L. Volunteer Administration. Vancouver: The Volunteer Bureau
of Greater Vancouver, 1977,
*American Red Cross. I Can: Guidelines Volunteer
Workbook. American Red Cross, Washington, D.C., 1981.
Naylor, H. Career Ladder in Vbhenteering
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult corvectional institutions. Rocloville,
MD: Commission on Accreditation for Corrections, Inc.,
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1977, p. 6, 4026; p. 15, 4077; p. 88, 4460, 4463.

Manual of standards for adult local detension facilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 5, 5022; p. 12, 5061, 5065; p. 79, 3381,

Manual of standands for adult commumnity residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 12, 2063; p. 28, 2139; p. 35, 2171.
Manudl of standards for adukt probation and parole field services.
Rockville, MD: Commission on Accreditation for Cormec-
tions, Inc., 1977, p. 10, 3050.

Manudl of standards for juvenile commmity residential sevvices.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 38, 6192.

Manudl of standards for juvenile probation and aftercare seruices.
Rockville, MD: Commission on Accreditation for Comrec-
tions, Inc., 1978, p. 9, 7044; p. 22, 7110,

Manual of standards for juvenile detention facilities and services,
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 83, 8412; p. 84, 8413.

Manual of standards for juvenile trtining schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Ink, 1979, p. 20, 9100; p. 99, 4486,

OPERATIONAL GUIDELINE #10:
The volunteer services manager must be

responsible for seeing that volunteer services in-
formation is integrated into the organization’s
system of management information and decision
making. (See also Policy Guideline #10. For a
lengthier discussion of management information
in volunteer services see Chapter Four,)

Rationale and Discussion:

A management information system serves a variety of
purposes. It assists an otganization in planning, monitor-
ing progress, and establishing accountability.

Since volunteer services is an important part of the
agency’s services, the information related to services pro-
vided by volunteer staff should be a part of the organiza-
tion’s information collection and review processes. For
example, just as the number of probationers served by a
probation officer is reported, so should the number of pro-
bationers setved by volunteer staff be reported. (See
Chapter Four for other examples.) This communicates to
all staff that volunteer service is an integral component of
service delivety. Using management information on volun-
teer staff services gives the volunteer services manager the
means to monitor the level of volunteer staff contribution
in delivering the agency’s services. It also allows top
management to see which departments are including vol-
unteer staff in their programs.

Methods for Implementing Guideline:
The volunteer services manager should:
- Develop formal teports on volunteer staff activities
as part of the management information system.
- Use informal methods to collect information (such
as talking to staff and offenders or clients).
- Review, periodically, the kind of volunteer staff in-
formation being conducted.
- Be involved in deciding which information is o be
wsed by whom, and decide when it is to be collected.
- Decide whete volunteer staff reconds are to be kept
and who should receive and keep records.

Resources:

Jacobson, A. (ed.) Standards and Guadelines for the Field of Vohunseerism.
Association of Volunteer Buremus, Inc., 1978.

*Schwartz, 1L.M., Jensen, D.R., & Mahoney, M.J. Volunteers in Juvenie
Justice (NILE, LEAA). Washington, DC.: US. Government Printing
Office, 1977. (p. 40)

Schembena, .

OPERATIONAL GUIDELINE #11:
The volunteer services manager must develop
and use a system to evaluate the organization’s
volunteer services. (See also Policy Guideline #10
and Operational Guideline #10.)

Rationale and Discussion:

Evaluation is necessary to determine if volunteer ser-
vices is efficiently and effectively providing the services it
was designed to provide. Through an evaluation, manage-
ment determines whether the agency’s objectives are
being accomplished and if the structure and procedures
need to be modified for improvement. Within the con-
text of the organization’s normal evaluation processes, the
volunteer services manager must provide leadership to

have volunteer services evaluated.
Methods for Implementing Guideline:
The volunteer services manager should:

- Obtain training in how to conduct evaluations.
- Decide whether to have an intemal or external
evaluation.

a) If internal, select an evaluation team made
up of paid and volunteer staff, and possibly
offenders or clients.

b) If extemal, secure an evaluation team made
up of volunteer staff from the academic and

business commumity who are skilled in
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evaluation. [f funds are available, contract
with appropriate consultants.
- Following the evaluation, the volunteer services
manager should make sure that recommendations
from the evaluation are incorporated into the
planning process of the agency.

Resources:

*Wilson, M. The Effective Management of Vblunteer Programs.
Boulder, CO: Volunteer Management Associates, 1976, (p. 79)
Reigel, B. Basic Feedback System: A Self-Assessment Process for Volun-
teer Programs. Boulder, CO: National Information Center on
Volunteerism, 1977,

*Stoeckel, ]. Your Check-Up: Program Evaluation and Action Plan,
National Association on Volunteers in Criminal Justice, 1980.
Applicable standards published by the American Correctionat
Association Commission on Accreditation are:

Manugl of standads for adult correctional institutions. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
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1977, p. 15, 4075.

Menual of standuvds for adudt local detention fucilities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 11, 5060

Mzl of standavds for adult community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 10, 2051,

Manual of standards for juvenile communicy residential services.
Rockvilie, MD: Commission on Accreditation for Correc-
tions, Inc,, 1978, p. 11, 6052; p. 43, 6218.

Manual of standards for juvendle probation and aftercare sevvices.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 10, 7052.

Manual of standards for uvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 18, 8094; p. 25, 8124,

Manual of standards for juvenile eraming schools and services.
Rockville, MD: Commission on Accreditation for Cortec-
tions, Inc., 1979, p. 31, 9149.




CHAPTER THREE:

RAINING AND EDUCATION
FOR CRIMINAL JUSTICE

VOLUNTEER PE

Thaining, education, and professional development are
key components of effective volunteer staff involvement,
and, as such, need to be integrated into the organization’s
overall training plan. This integration requires that the
administrator assume overall responsibility for the training,
education, and professional development of criminal
justice volunteer personnel. The administrator may choose
to establish training policy and delegate the implementa-
tion responsibility to the volunteer services manager and/or
the organization’s training coordinator. There are four
general levels of training related to criminal justice
volunteetism:

1. training for agency administrators on citizen

participation.

2. training, education, and professional development

of the volunteer services manager.

3. training of supervisory and line staff on the

involvement of volunteer staff.

4, preservice and in-service training of volunteer

staff.

To cover all four levels of training is too vast an
enterprise for this chapter. Entire books have been written
solely on training of volunteer staff (Jorgensen and Scheier,
1973). Moreover, the need for the tmining of paid and
volunteer staff has been addressed in the previous chapter
on Guidelines (see Operational Guideline #6).

4
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1.  Why Training is Needed

Although training is primarily conducted to
prepare someone to do a job, it also serves various
other purposes. A good tmining program helps
trainees put into perspective the goals of their
organization and lets them see how their work and
the work of other staff contributes to the accomplish-
ment of those goals. It can help to give both
volunteer and paid staff a sense of reward for their
efforts. Relevant trining does this by promoting
personal growth and an increased sense of individual
effectiveness through skills development and per-
sonal enrichment. Tiaining also serves to promote
program continuity as experienced petsons intetact
with new persons coming into the program.

Training includes a range of activities including
orientation, pre-service training, skills training, on-
the—jobmaming,andmpewision;andofcmnse,it
involves personnel from various areas in a program
{administration, volunteer management, paid and
volunteer staff). In setting up a training program at
any level, or for any task, the process will be basically
the same. The pemon in charge of establishing a
training program should start with a very geneml
overview of his or her sk by looking at organiza-
tional goals—and by thinking through the reasons
for training, The process might go like this:
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1. Look at the organization’s goals and objec-
tives. Who are the offenders or clients being
served? What is the mission of the agency,
organization or institution? Why does it exist?

2. Look at how the agency or facility is set up
to accomplish those goals and objectives.
Where are the staff roles placed within the
organizational structure?

3. Look at what each person does. What tasks
must be performed by the person in each
wole? (This should be specified in job
descriptions.)

4. Look at what each person has to know to
do the assigned job or to complete assigned
tasks, What knowledge and skills are needed
to accomplish those tasks?

5. Finally, look at how a person might acquire
the knowledge and skills to do the job.
What training is necessary to attain those
skills and acquire the knowledge.

Having logically arrived at the reasons for a

specific training program, the person in charge
should then proceed in an equally systematic
manner to set up a training program. There are a
number of effective training program designs, some
of which are suggested in the list of resources at the
end of this chapter. The following approach is
known as “Skill-Based Training”. It offers a logical
design which can be applied to any training
situation.

How To Design A Skill-Based
Training Program

A.

IDENTIFY THE TASK: List the tasks which
you expect the person to perform. Be complete
and specific — based on the job descriptions
which have been developed for the position, and
based on general expectations required to meet
the agency’s goals.

DETERMINE THE SKILLS AND KNOW-
LEDGE NEEDED: What knowledge or skills are
needed to perform each task identified?

ASSESS THE COMPETENCY OF THE
TRAINEE: In what areas is the person already
competent, and in what areas does the person
need specific training.

DESIGN A CURRICULUM: What needs to
be taught to whom, and how this will be taught?
The process used for curriculum design will vary
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with the task, but the following steps hold true
for training in any situation.

1. Establish learning objectives: What
should the training accomplish in each
area? These objectives must be observable
or measurable and the level of acceptable
performance must be specified. These
should be listed according to their priority.

2. Plan the content: What content must be
taught in order to accomplish the leaming
objectives listed? What materials or
resources are available?

3. Select training methods: What methods
will be used to deliver the knowledge or skills
needed? List all the possibilities such as lec-
ture; films; readings; discussions; individual/
group exercise; role playing; sociodramas;
field observations; demonstrations; talks from
offenders or clients, teachers, parents, police,
judges, staff, and other specialists. Use the
appropriate method for each leaming objec-
tive. Vary instructional tools in order to
maintain interest and involvement. It is
often helpful to provide participants with
handouts, books, reading lists, and other
materials.

4. Logistics: Make a list of all the materials
required for the session and make sure you
have all necessary support tools {e.g., meeting
space, projectors, screens, outlets, pencils,
flipcharts). Consider the length of time
needed for each exercise and allow for variety
in methods and active participation by the
trainee.

EXAMPLES

The following are examples of how the training
development technique described above might be adapted
for volunteers who will work in various types of criminal
justice programs. The examples include programs which
handle similar problems in different settings. This will
help to demonstrate the variety of ways in which a Skill-
Based Training approach can be applied to various kinds
of programs and training situations. In many cases, the
volunteer staff programs described here could easily be
“translated” into different settings, e.g. from adul proba-
tion to juvenile probation or adult parole. In each exam-
ple only one area of volunteer staff involvement is the
focus. Keep in mind that volunteer staff participation in




an organization will include more than only one type of
service role or position.

EXAMPLE ONE

A JUVENILE DIVERSION PROGRAM
WORKING WITH THE JUVENILE
AND HIS OR HER FAMILY

A. Identify the task: The whmnteer staff per-
son will be assigned to work with a juvenile and
the juvenile’s family following a diversionary
process from the court. The purpose of this in-
teraction will be t: (a) assure that court onders

ing community service and restitution are
followed, (b fulfill a service brokerage function by
which are needed and, {c} act as a positive, adult
role-model for the juvenile and be a friend and
confidant

B. Skills and knowledge needed: An
understanding of the court’s processes and orders.
It is important that the volunteer staff be familiar
with a range of alternatives available to judges in
handling the case and with the resources used to
implement judicial dispositions, For example, the
volunteer staff peson must be able to deal with
pesonnel who provide community service place-
ments and who facilitate restitution payments.

The volunteer staff person must be able to
assess the needs for certain services within a fami-
ly and should be aware of community service
agencies available to address those needs. o act
in a counseling role, the volunteer must have a
basic understanding of the developmental pattemns
of adolescence, the roles that peers play in adoles-
cent behavior, and something about the client’s
peet group. A basic understanding of family

ics is also i 3

mpetency level of trainee: It is
assumed that most of the volunteer staff will
come to the job with little or no tmining in the
criminal justice process. Also, it is believed that
they will not be experienced in social work prac-
tice or counseling techniques. However, they will
bring with them a variety of life experiences as
well as a sincere interest in helping young people
and their families.

propriate community

23Cam1tmdmednds."ﬁammgmllindude
lectures by members of the court’s paid staff,
Touss of the court facility will be conducted.
Speakess from other community agencies will
conduct additional presentations. Reading
material will be distributed and then discussed.
training will focus on talents which volunteer
staff already have, such as listening skills. The
purpose of trmining is not to make professional
staff out of vohmteer staff but to strengthen
their abilities in communicating with and
relating to juveniles. It will be emphasized in
the tmining that volunteer staff will be sup-

4. Logstics: Training will primarily be conducted
at the court’s training center. Visits to com-
munity agencies will be aranged by the vol-
unteer services coodinator. The coordinator
will secure the needed guest speakess, select
the training sites, be responsible for coor
dmamgdlemneﬁmnesofdmvarnsuanr
ing components, acquire
matenals,andbemponsbleﬁaromrhmng
an evaluation of the training program.

EXAMPLE TWO
INTERACTION WITH
JUVENILES IN A COURT
PROBATION PROGRAM

Here volunteer staff will be responsible to a probation

officer and will provide support and attention through in-
teraction with juvenile delinquents on probation.
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A. Identify the task: The volunteer staff per-
son will spend time weekly with a juvenile
delinquent to provide the opportunity for
interaction.

B. Skills or knowledge needed: (This ex-
ample presents only one of several items of
knowledge needed.) Understanding of adolescent
lifestyles and the conditions and circumstances
related to delinquent behavior.

C. Competency level of trainee: The
trinee is generally unfamiliar with the problems
related to delinquency.

D. Curriculum design: (The following is an
example of a curriculum which addresses the one
skill or knowledge identified above.)

1. Establish leaming objectives: Develop an under-
standing of the conditions and circumstances
related to delinquent behavior. Recognize
one’s own attitudes and value systems which
might affect a successful relationship with a
delinquent youth.

2. Plan content: The volunteer staff person at-
tends an informal lecture on understanding
toubled youth and/or the background of
juvenile delinquents; observes juvenile court;
and visits a juvenile correctional facility.

3. Select maining methods: Participation in a
discussion will help volunteer staff gain better
insight into who the delinquents really are.
It will also help them dispel some of the
fear they often have about confronting
juvenile delinquents. The session will in-
chude questions by the lecturer to assist
volunteer staff in assessing their own under-
standing and perception of why young
people break the law.

4. Logistics: Select a professional to lead the
discussion and lecture (chief court counselor,
social worker or staff, psychologist).

EXAMPLE THREE
INTERACTION WITH

JUVENILES ON PAROLE
Here volunteer staft will be responsible to a parole
officer and will provide support and attention through in-
tetaction with juveniles on parole. The involvement is
similar to that of the first example (probation) but the
training design is handled somewhat differently.
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A. Identify the task: The volunteer staff will
spend time on a regular basis with an assigned
juvenile parolee. The purpose will be to build a
supportive and helping relationship. This will
assist the parolee with interaction in the com-
munity and help with fulfilling of parole
conditions.

B. Skills or knowledge needed:

1. An undemstanding of the juvenile offender
and the juvenile justice system.

2. The ability to initiate and build a positive
helping relationship with the parolee.

C. Competency level of trainee: The
volunteer staff person is not knowledgeable about
the juvenile system and has had no previous ex-
perience relating to juvenile offenders.

D. Curriculum design: The following is an
example of a curriculum which addresses the
needed skills and knowledge identified above.

1. Establish learning objectives:

To establish a basic understanding of the
juvenile justice system and the functions
of aftercare/parole within that system.

To develop sensitivity towards and famil-
iarity with the needs and problems of
delinquent youth.

Io assist volunteer staff in developing
communication and helping skills neces-
sary to initiate and maintain a positive,
productive relationship with the parolee.
To inform the volunteer staff person as to
his or her responsibilities in relation to
the parolee and the parole department/
officer.

2. Plan content: Curriculum content would in-
clude information on the justice system as
well as material on understanding delin-
quency and the delinquent (causes, problems,
tesponses, dynamics). There would be direct
training in helping skills. {What skills are
necessary and what is the purpose of the
skills or attitude.) Practical information will
be given as to how to initiate and build a
relationship, what to do, and how to deal
with difficult situations.

3. Select training methods: Methods will include:
a visit to the juvenile court and a juvenile
institution; group discussion with experienced
volunteer staff about their experiences; lec-




tures and discussion on the juvenile justice
system and delinquency; workshops, in-
cluding exercise and role plays pertaining to
the development of communication and
helping skills,

4. Logistics: There will be an initial field trip to
the juvenile court and juvenile institution.
This will be followed by six weekly training
sessions conducted by the parole officer and
experienced volunteers. These sessions will
combine lecture, discussion, and workshop
format. Additional sessions may be planned
on the basis of volunteer needs.

EXAMPLE FOUR
ONE-ON-ONE VISITATION
VOLUNTEER STAFF IN ADULT

CORRECTIONAL INSTITUTIONS

The following is an example of how the training
development technique described previously might be ap-
plied for one-to-one visitation by volunteer staff in adult
correctional institutions. Volunteer staff will be responsible
to the volunteer coordinator or other person at the in-
stitution who has responsibility for coordination of
volunteer staff:

A. Identify the task: One-toone visitation:
volunteer staff will spend time on a regular basis
with a prisoner who has requested a relationship
with a concerned person from the outside. The
volunteer staﬁpetson has an initial commitrent
of one

the program.

B. Skills or knowledge needed:
Understanding how the institution works; under-
standing the criminal justice system and its process;
knowledge of the rulcs (“do’s and don't’s”") as they
pertain to the security of the institution, inmates
programming, etc., and relatlonshlp prmmples

C. Competency level of trainee: Most
trainees will not be familiar with the rules and
regulations of the institution, inmate problems
related to incarceration and the conditions of
confinement.

D. Curriculum design:

The following is an example of a curriculum
which addresses the skills and knowledge iden-
tified above.

1. Establish leeming objectives: Develop an
understanding of the conditions and cir-
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cumstances telated to criminal behavior.
Recognize one's own attitudes towards crime
and incarceration which might affect a suc-
cessful relationship. Encourage sensitivity in
the effects of incarceration.

2. Plan content: The trainee would visit a local
jail and prison; visit with men or women in
a halfway house; attend in-prison orienta-
tion for new staff; and meet with the prison
volunteer coordinator in order to be oriented
to prison expectations, rules and functioning,
The volunteer would also be given training

in relationship principles and interviewing
techniques

3. Select training methods: Use ole playing,
films, and discussion sessions with other
volunteer staff. Include both individual
research, reading, and group orientation
which would assess volunteer staff personal
attitudes and value systems which might
affect their relationship with a prisonet.

They will receive specific tmining in in-
stitutional procedures, security, rules and
tegulations. This training is conducted by
institutional staff and the volunteer services

manager.
4. Logistics: Amange for tours of a jail and
prison, a halfavay house and for a police

ride-along program. Develop a reading list
and job description so volunteers can
prepare before coming to an orientation ses-
sion. Arrange a meeting place for discussion
session. Secure a prison volunteer services
coordinator, chaplain, or social worker o
facilitate group discussion.
EXAMPLE FIVE
VOLUNTEER STAFF IN A
JUVENILE INSTITUTION

A. Identify the task: The volunteer staft

peson will meet weekly with the incarcerated
juvenile to provide instruction in order for the
juvenile to completedle General Equivalency
Diploma (GED,

B. Skills or knowiedge needed:

1. General orientation to the operations of the
institution inchuding rules and regulations

pertaining to volunteer involvement.




2. An undestanding of the academic level of
the student and what level the student
must attain to complete the GED,

3. Tutoring skills.

C. Competency level of trainee: The
trainee does have a basic knowledge of the
academic subjects needed to pass the GED but is
not familiar with the institution’s policies and
procedures or the rules and regulations governing
volunteer services.

D. Curriculum design: (The following is an
example of a curriculum which addresses the
skills or knowledge identified above.)

1. Establish learning objectives: Develop an under-
standing of the rules and regulations and
operations of the institution. Understand
the needs of the student(s) to be tutored.

2. Plan content: The trainee will:

a) attend orientation sessions (perhaps in-
dividual conferences with othets in
institution);

b) meet with appropriate school teachers
regarding GED requirements and have
them explain tutoring methods;

¢) meet with institutional personnel in
individual conferences;

d) review the student’s academic level
{(become familiar with his or her
strengths and weaknesses).

3. Select training methods:

a) Onientation

b) On-the-jobfinservice training with
school personnel.

4. Logistics:

a) Set schedule for volunteer orientation
session.

b} Set up meeting with school personnel.

EXAMPLE SIX
VOLUNTEER STAFF WORKING
IN AN ADULT PAROLE PROGRAM

Volunteer staff will provide support and attention
through interaction with offenders. The general outline
could also be applied to training for any aftercare program,
within or outside of parole, and can also be considered a
variation on the preceding program example.

A. Identify the task: Volunteer staff will assist

or support the adult parolee in developing his
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educational and/or employment goals in life.

B. Skills or knowledge needed: Under-
standing of the “discouraged worker” syndrome.
Familiarity with local adult education facilities/
programs. General knowledge of the local labor
market situation and specific knowledge of
available employment preparation.

C. Competency level of trainee: It is
assumed that the volunteer staff to be trained
have a basic interest and enthusiasm for the task;
that they are not intimidated by the employment
process; and that they are willing and able to
absorb the knowledge and skills needed to be
helpful to persons paroled to find employment or

D. Curriculum design:

1. Establish learning objectives: Develop an
understanding of the conditions and circum-
stances which contribute to the “discouraged
worker” syndrome. (this is defined in the
employment literature to indicate a worker
who, because of prolonged unemployment
ot underemployment, loses the motivation
to either find or maintain gainful employ-
ment.) Become familiar with the local
employment situation.

2. Plan content: The volunteer staff would:
meet and talk with state and local employ-
ment counselors who have extensive
experience in working with “discouraged
workers” andlor offenders; participate in a
series of classtoom lectures on the general
labor market, and labor market trends; visit
or become familiar with employment place-
ment services that are available to the general
public; visit local educational facilities to
become familiar with their adult continuing
education programs and services; and, in
group setting, discuss with parole officers and
parolees the expectations for volunteer staff
in this area. Include, in this discussion, ex-
offenders who have been through the

program,

3. Select training methods: The training will in-
clude: reading employment literature about
underemployment dynamics and general
labor market information for the local area;
having classroom presentations by employ-
ment and education specialists familiar with




the problems of the chronically unemployed;
field visits to employment offices/agencies,
colleges, and trade schools.

4) Logistics: Artange for employment/education
specialists to make special presentations to a
group of volunteers and parole officers. Coor-
dinate field trips so that volunteers have the
opportunity to visit facilities as well as ask
employees questions. Arrange for group dis-
cussions or presentations by parole officers
in which they explain the expectations for
volunteers.

Write to an employment service
research center for employment information
relevant to topics.

EXAMPLE SEVEN

VOLUNTEER STAFF WORKING

IN ADULT PROBATION

Volunteer staff will be responsible to a probation

officer and will provide support and attention through
interaction with adults on probation.

A. Identify the task: The volunteer staff per-
son will teach a three hour session once a week
(for eight weeks) to a group of (3 to 10) proba-
tioners, preparing them to pass their General
Equivalency Diploma {(GED) exams.

B. Skills or knowledge needed: The vol-
unteer staff will need a basic understanding of
how probation works; the court’s expectations of
offenders, and an idea of some of the problems
that may arise while teaching GED classes to
oftenders.

C. Competency level of trainee: The
volunteer staff person has teaching credentials
andlor experience to teach General Equivalency
Diploma (GED) classes.

D. Curriculum design:

1. Estblish learning objectives: The volunteer
staff will gain a basic understanding of how
the court and probation department work,
leamn about the problems that can arise in
conducting educational programs with adult
probationers and leam strategies to overcome
them. They will learn to make adjustments
to teaching style in order to accommodate
the differences in students and atmosphere.

2. Plan content: Work with other probation

staff to design course content. For example,
in order to meet the above objectives,
volunteers will:

a) Leam from other volunteer and paid
staff (in an orientation session) about
the department, mission, basics of pro-
bation (especially the conditions of
probation), and the past experiences
and current status of the program.

b) Learn about offenders’ perceptions of
pmbanmexpectanmn and educational

c)Vlsud'mecmntandptobaumdepart

ments.
d) Visit with a probation officer.
3. Select training methods:

a) Observation of the systems and dis-
cussion with people in those systems.

b} Participation in group orientation.

c) Listening to offenders—either in a train-
ing session or by visiting offenders with
a probation officer.

d) One-to-one work session with a proba-
tion staff person to plan GED course
content,

4. Logistics:

a) Plan training sessions (ask other volun-
teer and paid staff to assist).

b) Plan offender session.

¢) Arrange for supetvisor to work with
volunteer staff on course content.

d) Arrange visit to court and probation
department.

EXAMPLE EIGHT
VOLUNTEER STAFF TO WORK
IN THE EMPLOYMENT OF
ADULT PRISONERS IN JAIL
AND AFTER RELEASE

The volunteer staff tasks will focus on employment for
the ex-prisoner. The volunteer staff work under the super-
visionofanemploymmtspeuahstandvolmteersewm

an independent, non-profit agency.
f ldentlfv the task: The task has two major
components which overlap and are complemen-
tary. The first is to spend an agreed-upon amount

of time each week (maybe an hour and a half)

visiting the prisoner to define and shape his or




D. Curri

her thinking about employment after release.
This would involve identifying specific personal
strengths which would be assets for the prisoner
in certain types of employment, and discussing
the job and training options available to the

ner.

B. Skills or knowledge needed: At the

minimum, it is necessary to know the nules of

the institution pertaining to volunteer staff, to
have some conception of one’s role in relating
one-to-one with a prisoner, and to aspire the
skills necessary to assist the prisoner in identify-
ing possibilities for employment or training upon
release.

. Competency level of trainee: The

trainee has never been in jail, never worked with

a prisoner before, and has no special knowledge,

other than personal experience, of employment

ot training possibilities.

um design:

1. Establish leaming objectives: Leam about the
jail and its operations, including physical
layout of the jail, composition of the jail
population, standard admittance procedures
for visitors, formal and informal rules gover-
ning behavior with prisoners, areas of sen-
sitivity on the part of jail staff, and how the
institution utilizes volunteer activities. Learn
about who the prisoners are in general, the
many different paths through the criminal
justice system which can lead w incarcers-
tion, and the personal experience of being
incarcerated. Leam about employment and
training possibilities. Also learn about the
personal attributes and expetiences which
are helpful in preparing for employment.

2. Plan content: The volunteer staff will visit
the institution; talk with its administration
and staff; attend several hours of general
training focusing on one-to-one volunteer
work; attend a lecture on the justice system
given by the local judge; read the volunteer
manual; attend a workshop helping prisoners
t0 identify employment possibilities; partici-
pate in a jail simulation experience; talk
with ex-prisoners; and participate in a group
discussion on artitudes woward prisoners,
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jails, and the wle of ex-prisoners in the
community.

3. Select training methods: Training methods in-

clude: direct observation (e.g., of jail opera-
tion); experiential learning (e.g., through a
realistic simulation of being incarcerated in
jaily; didactic leaming (e.g., lecture by jail
staff on rules pertaining to visitor behavior,
or lecture by a judge on criminal justice
system); group discussion (e.g., of personal
attitudes toward prisoness); self-directed
learning {e.g., reading the volunteer manual);
and role playing (e.g., workshop rehearsal of
employment counseling with a prisoner).

4. Logistics: Arrange for a group visit to the in-

stitution, making sure time is available for
discussion with representatives of administra-
tion and staff. Call before leaving to con-
firm the schedule and the final number of
people coming. Armange a time and place
for the volunteer training and call the
volunteer staff prior to the first session to
remind them. Identify instructoss, facilita-
tors, and discussion leadess for vatious
segments of the training sessions. Discuss
areas to be covered. Make sure they under-
stand their responsibilities and are prepared.
Secure a judge and one or more ex-prisoners
to be present as resources for volunteer staff
training sessions. Arrange for a jail simula-
tion expetience through the state department
of corrections or other agency with access
to prisons or jail facilitics. Arrange a time
and location for the employment workshop.

IIl. Evaluating the Training Program

It is important to determine how effective the

training program has been so that improvements
can be made. Perhaps the simplest and easiest form
of evaluation is through questionnaires. These might
be given both before and after the training session.
Obtain specific responses to specific questions.
Always try to determine if the training objectives
were met. Allow trainees to suggest changes they
would like to see in the trining program and incor-
porate these into future training events.




SAMPLE

TRAINING EVALUATION FORM

Was the length of the trining
(Ioo short)  (Toolong)  (About right)?

The room, facility, temperature and other physical environment was
(Excellent) Good) (Fair)  (Poor)

Comments:

What was most useful to you in the training?

What was least useful?

Please rate the overall usefulness of the training by circling only one of the numbers below:
Poor Eair Good Excellent
12 34 5 6 78

What topics would you like to have covered mote, for future training sessions?

Any other comments you'd care to make would be appreciated:

Signature (optional)

2




IV. Training and Education Needs of the

Volunteer Services Manager.

The success of volunteer staff participation in an
agency depends heavily on the effectiveness of the
volunteer services managet. In addition to being
suitably qualified, the volunteer services managers
must be trained to assume various special responsibil-
ities. Training should involve the following subjects.

A. A complete understanding of the goals and structure
of the organization and system within which the

Training in how to work with volunteer staff

is not meaningful until the manager has the
proper perspective—that is, a grasp of the total
organization and the systems in which it func-
tions. The administrator must consider the need
for the volunteer services manager to have this
knowledge and not to limit the manager’s train-
ing to the isolated areas of dealing with volunteer
staff. The administrator is in the best position to
assess the general agency training needs of the
volunteer services manager and to see that these
are met.

Develgpnmmdmmagememofagencywhmteersuqff

participation.

In addition to general organizational understand-
ing, volunteer services managers need basic skills
and knowledge which specifically apply to hisher
unique job functions—developing and managing
volunteer staff participation in the agency, or in-
stinution. Much volunteer services management
training is available at local and state levels through
Volunteer Centers (VACs or state offices), via local
associations of volunteer directors or similar
organizations. Some of the training not available in
workshop or seminar form might be obtained
through meeting informally with experienced
volunteer services managers in the area. These
volunteer services managets need not necessarily be
involved in criminal justice programs, and can

usually be contacted via local or state associations of

volunteer directors.

The specific areas in which a volunteer services

manager needs skills and knowledge include:

1. How to plan. The volunteer services manager
must know how to plan for effective volun-
teer staff participation. This includes the
ability to conduct needs assessments, set
goals and objectives, and match the needs
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of the organization with the community
resources that are available.

. How to design jobs. The volunteer services

manager must be able to lead in the develop-
ment of volunteer staff jobs which will help
to fulfill agency objectives and meet identi-
fied needs. To accomplish this, the volunteer
services manager must be able to define and
develop clear, specific volunteer staff job
descriptions.

. How to recnuit. Training in how to recruit

volunteer staff is essential. The manager
must leamn to develop and implement an
effective approach to rectuiting the kinds of
volunteer staff needed.

. How to interview and screen. The volunteer

services manager must acquire effective
techniques for the selecting of prospective
volunteer staff, Interviewing skills are essen-
tial to the process.

. How to make effective placemenss. Clearly, an

important aspect in the success of volunteer
staff participation is placement. It is necessary
for the volunteer services manager to be
prepared to handle considerations that are
involved in matching volunteer staff skills
and interests with agency needs.

. How to tmain. The wvolunteer services

manager is usually the person responsible for
coordinating the training of volunteer staft
and also paid staff in relation to volunteer
staff participation. It is therefore, important
that the manager know how to design and
plan both the training of volunteer staff as
well as the training of paid staff who will be
working with them.

. How to supervise. Knowledge of effective

techniques of supervision is necessary so
that the volunteer services manager can
provide support and training to those who
will be supervising volunteer staff.

. How to provide motivational recognition. The

volunteer services manager needs skills in
developing appropriate kinds of recognition
for volunteer staff, staff and the paid staff
who work well with them.

. How to establish strong commumity relations.

Depending on the particular agency and its
organizational structure, the volunteer




services manager needs skills in community
relations. These might include such things
as preparing press releases, fund mising,
designing advertising, conducting public
relations functions, public speaking, and
working with advisory boards and/or boards
of directors. Team building skills are also
helpful in dealing with both paid and volun-
teer staff and also membess of the
community.

10. How to maintain appropriate veconds. Deter-
mining how files, records, and reports
should be maintained is another respon-
sibility of the volunteer services manager
Training in record keeping is necessary to
provide the organization with the appropriate
information to be incorporated into its
management information system.

11. How to evauate. Training in the evaluation
of personnel performance and programs ef
fectiveness is also necessary for a volunteer
services manager. Evaluations are used to
improve volunteer services by providing
feedback and support to volunteer staff, and
by examining the effectiveness of the collec-
tive volunteer staff participation in the

agency.

Other skills that might be needed by a
volunteer services manager include those
skills required to implement Operational
Guidelines 1-11 (see Chapter 2). But the
areas just described are the ones most
genenally needed. How these skills relate to
the actual responsibilities of the volunteer
services manager will depend on the size
and structure of the agency.

V. Basic Skills Needed by Agency
istrator, Paid Staff, and
Volunteer Staff
These are not meant to be exhaustive lists, but
should help to identify some of the knowledge and
skills that persons in various positions need in order
to do their job effectively. Such skills may then be
used as the basis on which a tmining program can
be designed.
A. What Agency Administrators, Organizational Execu-
tives or Institution Superintendents Need to Know:
1. The ways in which volunteer staff partici-

1.

pation can be effective in achieving agency
or institution goals.

The scope and divesity of services that can
be performed by volunteer staff.

How to delegate responsibility for the
management of volunteer staff in order to
maintain a high level of responsibility and
accountability.

How to lead the planning of volunteer staff
participation in the agency or organization.
Ways to express support and recognition for
those contributing to effective volunteer
staff participation. This will include volun-
teer staff, paid staff working with volunteers,
and volunteer services leadership.

How to make sure appropriate training is
being provided to volunteer staff and the
paid staff working with them,

How to work with a citizen advisory board.

B W.'umdSmffNeedtoKnmu

6.
7

1. Ways in which effective volunteer staff par-
ticipation can be valuable in achieving
agency or institution goals, and the mnge
and variety of services volunteer staff can

provide.

How to look at their own tasks and deter-
mine areas in which volunteer staff could be
involved.

How to supervise volunteer staff and pro-
vide supportive consultation when needed.
How to impart knowledge and skills to the
volunteer staff.

How to help volunteer staff in clarifying
their roles.

How to evaluate the performance of
volunteer staff.

How to achieve accountability with
volunteer staff.

C. What Vokmteers Need to Know:

1.
2.

3.

How the system (agency, program) functions.
Understanding the nature of the client or
offender population.

Knowing the specifics of the volunteer job.
(What are the expectations, responsibilities
and relationships.)

Specific job-related skills. (For example,
listening skills if the volunteer staff role in-
wolves interaction with the client.)




VL Readings. There are many training resoutces
developed for business and education application.
Many of the same principles can be applied to
training for criminal justice volunteer service prog-
rams, Some of the works which apply more
specifically to training related to volunteer services:

1. Bostic, L.A. Vblunseers in the criminal justice system:
Impact of the experiences on their attitudes and behavior.
{Doctoral Dissertation, Ohio State University, 1977.)

2. DBradley, T. Court systems in which all the people
have a part. Judicature, January 1975, 58, 270-275.

3. Chastain, ].D., & Scheier, A.K. Primer for trainers.
Washington, DC.: Women in Community Services,
Inc., and Yellowfire Press, Boulder, Colorado.

4. Community action training: A handbook for tramers.
Trenton: New Jersey Community Action Training
Institute, Inc., 1968,

5. Coaver, V., et al. Resowrce manual for a living revolu-
tion (Znd ed.}. Philadelphia, Movement for a New
Society Press, 1978.

6. Cull, JC.,, Hardy, R., & Thomas, C. Volunteerism—
an emerging profession.

7. Edlen, R]., & Adams, B. Vblunteer cowrts: A child’s
helping hand. Fulton (Missouri) Law Enforcement.

8. Evans, C. A guide for the development and management
of volunteer probation. programs. New Jersey: Ad-
ministrative Office of the Courts, 1977.

9. Footlick, J K. Will citizens change the judicial pro-
cess? Judicatre, August—September 1976, 60, 68.77.

10. Gates, V. (Ed.). Helping hands: The key w0 success, Of
fice of Training and Human Development, YMCA
of Metropolitan Chicago, 1979.

11. Gerhand, M. (Text ran off page) outcomes approach.
New York: Parker Publishing Co., Inc., 1971

12. Haines, M. Volunteers: How to find them . . . how to
keep them! Vancouver, BC.: Voluntary Action
Resources Center, 1977, and Yellowfire Press,
Boulder, Colorado.

13, (Ed.). Corrections volunteer information portfolio.
Boulder: National Center for Citizen Involvement,
1980.

14. Johnson, D. & Johnson, EP. Joining together:
Group theory and group skills. New Jersey: Prentice
Hall Publishers, 1975.

15. Jorgensen, J.D., & Scheier, L.H. Volunteer training for
cotrts and corrections. Metuchen, N.J.: The
Scarecrow Press, Inc., 1973.

16. Kibler, RJ., Baker, L.L., & Miles, DT, Behavioral ob-
Jectives and tnstructions. Boston: Alyn, and Bacon,
Inc., 1970.

17. Lynton R.P, & Pareek, U. Training for development.
Homewood, Illmms Richand D. [rwin, Inc., and the
Darcey Press, 1967.

18. Lynch, R. Planning for success: A strategy for com-
munity service programs, Washington, D.C., Boulder,
CO: VOLUNTEER, the National Center for
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Citizen Involvement, 1980,

19. Naylor, HH. Volunteers today: finding training and
working with them. Dryden, NY.: Dryden Associates,
1973.

20, Pell, A.R. Recruiting training and motivating volunteer
workers. New York: Pilot Books, 1972.

21. Prison People. A wraining guide for prison volunteers.

Prison Fellowship, Washington, DC. 1981.

22. \bhmteer Manual. J. McKinley, Proj. Dir., Memphis,
Tennessee, 1972,

23. Scheier, LH. Winning with staff. Boulder: Volunteer
Readership, 1978.

24. Scheier, LH. Volunteerism in comrections: A look to the
future. Canadian Jowrnal of Criminology and Corvec-
toms. 1977, 19, 134-147.

25. Scheier, 1 H., & Allen, L.H. Volunteer courts in
America, the new decade. Bouider: National Informa-
tion Center on Volunteers in Courts, 1971,

26. Scheier, LH., & Berry, J.L. (US. Department of
Justice Law Enforcement Assistance Administration,
Technical Assistance Division.) Guadelines and
standards for the use of volunteers i correctional
programs, Boulder: National Information Center on
Vohinteers in Courts, 1973,

27. Schwartz, LM. Voluntzers m juvenile justice. National
Institute of Law Enforcement and Criminal Justice,
Law Enforcement Assistance Administration, US.
Department of Justice, 1977.

Assistance Council, 1971.

28. Simon, S., Howe, L., & Kischehaum. Wiues
dmﬁcallan A handbook of practical strategies for
teachers and students. New York: Hart Publishers,
1972.

29. Stenzel, A K., & Feeney, HM. Volunteer tmzining and

: A manual. New York: The Seabury
Press, 1976.

30, Sueeff, T. Missouri profile: Vohenteer program develop-
ment and structure. Chicago: American Bar Associa-
tion, 1975.

31. Wilson, M. The effective management of volunteer
programs. Boulder: Vohmnteer Management
Associates, 1976.

B. National Organizations
Many organizations provide information or
other resources of use in volunteer program
training. Some organizations on the national
level which might be helpful are listed below:

ACTION American Correctional Assoc.

Washington, DC. 20626 4321 Hartwick Road, Ste. L-208
College Park, MD 20740

Association for Volunteer Association of Vohmtary

Administration (AVA) Action Scholars

PO. Box 4584 1785 Massachusetts Ave., NW

Boulder, Colorado 80306 Washington, DC. 20036




Connecticut Prison Association ~ The National Association on
340 Capitol Avenve Vohmteers in Criminal Justice
Hartford, Connecticut 06106 PO. Box 786

Milwaukee, Wisconsin 53201
John Howard Association National Organization of Victim
67 East Madison Street Assistance, Inc.
Chicago, Tlinois 61613 Southem Station

Bax 9227

Hartiesbug Mississippi 39401
National Criminal Justice Prison Fellowship
Refetence Setvice PO, Bax 17500
Bz 6000 Washington, DC. 20016
Rockville, MD 20850
Offender Aid & Restomtion/USA
918 F Street NW.
Washington, DC. 20004

A handy reference for organization and other
resources of assistance is Sue Vineyand’s Finding
Your Way Through the Maze of Vblunteer Manage-
ment, 1981, Vineyard Associates, also available
from Yellowfire Press, Boulder, Colorado. As of
early 1985, a national tegistry of consultants and
ainets in the volunteer management field is
being prepared by Ivan Scheier, Yellowfire Press,
1705 14th St., Suite 199, Boulder, CO 80302.

C. Locdl, State or P'rwnmal Onganigations

On a more local level, valuable help in
trajningmnofnenbeobtajnedﬂomtheloml
associations of Volunteer Action Centers. On the
state level, there are state criminal justice offices.

A Volunteer Center can usually be located
in the telephone directory under “volunteer”,
“voluntary”, “United Way” or in local govemn-

ment. A Volunteer Center will in turn usually be
able to connect you with the local association of
volunteer coordinators, sometimes called DOV or
DOVIA for “Directors of Volunteers in Agencies”,
A national directory of local, state and regional
DOVIAs was published in 1984 and 1985 by [an
Scheier, Yellowfire Press, PO. Box 5434, Santa
Fe, New Mexico 87502.

State or Provincial offices of volunteerism
can also be very helpful and exist in many states
or provinces. Such an office, if it exists is usually
located in the state or provincial capital.

. Colleges and Universities

The college and univesities listed below

responded affirmatively to a 1981 Guidelines

Project letter asking if they had a volunteer
management course or curriculum related to
volunteer services managers. We are sure that
many other colleges and universities offer such
courses. Probably the best strategy is to check
with local DOVIAs, Volunteer Centers, or state
offices (see section C), to ask about nearby
colleges offering relevant instruction.

Some college programs offering management
development for the criminal justice field are:

The University of Alabama
Criminal Justice Department
PO. Box 6365

University, AL 35486

Univemsity of Cincinnati
Cincinnati, OH 45221

Delaware Technical and
Community College
Criminal Justice Department
Stanton Campus

Newark, Delaware 19702

The Florida State University
School of Criminology

161 Bellamy Building
Tallahassee, FL 32306

Ohio State University
Columbus, OH 43210

Center for Legal Studies
Sangamon State University
Springfield, [L 62708

DeAnza College
21250 Stevens Creek Blvd.
Cupertino, CA 95014

Rutgers University

Continuing Ed. Pgm.

Grad. School of Social Work
Tillet Hall, Livingston Campus
New Brunswick, NJ 08903

Ohio Dominican College
Sunbury Road
Columbus, OH 43219

University of South Carlina
College of Criminal Justice
Columbia, SC. 29208

Many colleges and universities, including the
following, offer volunteer management develop-
ment training relevant to the criminal justice field:

Adelphi University, Center
on Volunteers

Broadway and Johnson Place
Woodmere, NY 11598

The Univemity of Connecticut

Continuing Ed. Department
Storrs, Connecticut

Guilford College
Friendly Avenue
Greensboro, NC 27410

The Pennsylvania State Univ.

Continuing Education
209 J. Orvis Keller Bldg.
University Park, PA 16802

University of California
PO. Box 109
La Jolla, CA 92037

University of Delaware
Div. of Continuing Ed.
John M. Clayton Hall
Newark, Delaware 19711

Metropolitan Community College
1501 Hennepin Avenue
Minneapolis, MN 55403

Volunteer Management Pgm,
University of Colorado
Division of Continuing Ed.
970 Awrora Avenue

Boulder, CO 80302




CHAPTER FOUR:

\TION FOR

AGENCY MANAGEMENT

For effective decision-making, administrators and
managers need comprehensive information on all aspects
of the organization’s operations. Since services provided by
volunteer staff are an integral part of an agency's service
delivery system, information on volunteer services must
be integrated into the system of collecting and using
information.

This chapter discusses how information can help ad-
ministrators accomplish their management responsibilities.
These responsibilities include program planning, program
modification, budget management and the evaluation of
agency operations. This chapter also presents basic prin-
ciples related to the use of information in management.
Included are program planning, gathering information,
interpreting information, applying information, and
following-up on decisions. This chapter also discusses how
an agency administrator can establish procedures to obtain
the information needed for effective decision-making.

THE IMPORTANCE OF
INFORMATION IN
MANAGEMENT DECISION-MAKING

Information is necessary for effective decision-making
which leads towards accomplishing organizational objec-

tives. The more relevant and comprehensive the informa-
tion available, the more likely both administrators and
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staff will be to make sound decisions.

Due to limited resources in most agencies, there is a
high demand for efficiency and accountability. Funders,
legislative and administrative bodies, as well as the public
demand evidence of agency effectiveness. Information
should not be used only to justify an agency’s existence or
to report its activity, but should be used as the basis for
planning and development. Good information helps the
agency administrator fine-tune program objectives and ad-
just directions if necessary. Information is also essential for
the preparation of budgets and for justifying the various
budget allocations.

BASIC MANAGEMENT PROCESS:

Well defined information procedures are essential to
effective agency or institution management. How the
information processes are applied in the agency has
significant implications to the interaction of volunteer
staff involvement in the agency's overall operations. If the
work of volunteer staff is managed in isolation from the
work of paid staff, a dual service delivery system which is
inefficient and possibly redundant is created. This is
evidenced by volunteer programs which have separate
planning, reporting, and evaluation systems.

The following four processes must integrate paid staff
and volunteer staff involvement in the agency’s operations.

1. Planning: The planning process begins by




defining the goals and objectives of the
or volunteer staff) is responsible for each
objective and how the objective will be
reached. This includes determining the
length of time needed to accomplish each
step, the talgetedcompletlon date, and the
tesources needed

Using established overall agency objec-
tives, those responsible for planning can
determine what should be accomplished at
the end of each time period (e.g. usually a
month or a quarter). At these time intervals,
the progress towards meeting stated objec-
tives can be measured. There are several
approaches to planning such as Manage-
ment-by-Objective (MBO), Planning-
Program Budgeting-Systems (PPBS), and
Program Evaluation Review Technique
(PERT). Extensive literature is available on
these and other planning methods.

As part of this planning process the
agency administrator should apply the
guidelines in Chapter Two in order to in-
tegrate volunteer services into the agency's
total operations. Each guideline statement
suggests a goal, and each “Method for Im-
plementing” section provides several possible
objectives for accomplishing the goal.

. Gathering information: The process of gather-
ing information is closely linked to the
planning process.

The information being gathered should
reflect the steps that are necessary to meet
the agency’s established goals and objectives,
including the information required by
funding agencies, and governing bodies.
The methods used to gather the information
is determined by the nature of the informa-
tion needed, who can supply the informa-
tion, and who will compile the data. (For a
more thorough discussion of information
gathering see RESEARCH Methods in Social
Services, (1980)

Some considerations in developing
information-gathering processes will include:

a. Determine whether information gather-
ing instruments will be developed by
staff or external sources.

b. Avoid duplication by not gathering in-

formation that already exists, and by not
collecting as raw data information
which can be arrived at by other means,

¢. Make sure that data is gathered by the
most appropriate person(s). For example,
the volunteer staff member may report
contact hours with the offender (client,
etc.} to the appropriate supervisor, who
may be a paid staff member (probation
or parole officet, chaplain, court officer,
or other official) or another volunteer
data on direct service provided to the
offenders (or clients, etc.) which incor
potates both paid and volunteer staff
contributions. As a result, compiled
data should reflect the total number of
offender (or client) contact hours pro-
vided by both paid and volunteer staff.

d. Make sure that specific assignments for
information collection are made in each
area of the agency’s operation.

e. Provide training in the information
gathering process used by the agency.

f. Assign the responsibility for compiling
data into the most useful form to an
appropriate person.

g. Provide for the bringing together of in-
formation gathered in various parts of
theagmcyanda]soforcompdmgdm
information into an integrated format,

h. Determine how information is to be
compiled and presented in the most use-
ful form for analysis and interpretation.

3. Interpreting: The administrator must see that

the compiled data are analyzed and inter-
preted in relationship to the agency’s goals
In interpreting data, the following
questions should be asked: What does the
information reflect about progress toward
reaching goals or objectives! Are expecta-
tions being met? Does the information
indicate why or why not? Is additional in-
formation needed? Is the information valid?
(If there is not enough information or if it is
biased, adjustments must be made in the

mformanongathermgpmces)

4. Applying What is Learmned From Data Analysis:

The agency administrator must require




that the persons in charge of data analyses
present information and findings in a clear,
concise form that is convenient for decision-
making purposes.

The administrator must ensure that
what is leamned from data and information
is applied at the appropriate levels of the
agency or organization. Decision-makers at
various levels of the organization must take
appropriate action based on these findings.
Decisions may ultimately have to be made
about:

—Resource allocation.
—Revision of plans including objective,
time frames, and other aspects of

planning.
—Paid and volunteer staffing.
—Revision of the information gathering

process.
—Further study and research on identified
problems.

In all cases, the processes of gathering
and using information are cyclical and inter-
related. Often what is leamed requires
revision of one of the earier information
processes. For example, if information ob-
tained is inadequate, the information
gathering process must be revised to collect
the data which are needed.

Examples of Useful Information
About Agency Operations:

—Measuring paid and volunteer staff involvement with
offenders or clients (includes caseload size, direct con-
tact time, successful completion of case assignment).

—Planning and implementation accountability: Are
the agency’s operations proceeding according to plan?
How well are goals and objectives being met?

—Evaluating program effectiveness: What is being done?
Are volunteers, paid staff, and offenders satisfied with
the services being provided?

—Indication of public interest: Is the community in-
terested in the services of the agency?

—Needs within the agency’s operations; What are the
agency's paid and volunteer staff recruitment require-
ments! What are the agency’s trining needs? What
are the budget needs? Other needs?
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How to Im;{lxt}':ment Information Processes
ithin an- Agency:

The agency administrator must:

—Allocate sufficient funding to implement and main-
tain the information processes. In a large agency or
institution this may involve sophisticated systems
such as computer data collection and analysis. In a
smaller agency, this may involve less formal methods
of collecting, interpreting, and applying information,
which do not involve a large expenditure of funds,
but nevertheless, provide the information needed to
effectively manage the agency’s operations.

—Require all staff to provide data needed in the various
information process.

—Insist on timely feedback to paid and volunteer staff
who are furnishing data.

—Require that the information be used to make deci-
sions concerning the agency’s operations.

In agencies, where information on volunteer services
is presently not included in the information processes of
the agency information about volunteer services must
become an integral part of the information available to
the agency decision-makers in order to make management
decision-making more complete and effective. The agency
administrmtor must work with the volunteer services
management to integrate volunteer services data into each
of the agency’s information processes. This may involve
completely rethinking how the setvices of volunteer staff
are included in the agency’s opemations.
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Chapter Five

EXAMPLES OF
VOLUNTEER INVOLVEMENT
IN CRIMINAL JUSTICE

This chapter describes examples of how volunteer staff
might be involved in the criminal justice system. The ex-
amples presented are based on fact, but are not necessarily
actual programs. They are rather, a description of out-
ing instances of volunteer involvement in a way
which at least exemplify the guidelines in Chapter Two.
It is not intended that the agency administrator, ex-
ecutive, or superintendent exactly replicate any of the
models described in this chapter. Rather, the administrator
should work with staff to determine the ways in which
volunteer staff efforts could best serve their particular
agency. These models and examples mainly serve to sug-
gest ways of including vohmteer staff in achieving specific
organization or agency setvice goals. Models are numbered
1 through 20 in the following kinds of groupings:
A. By AGE OF TARGET GROUP
- Programs for Adults, Models 1-13
- Programs for Juveniles or Children,
Models 14-20
Please note, however, that many adult programs
are adaptable for juveniles and vice vema.
B. BY STAGE IN THE CRIMINAL JUSTICE
SYSTEM
- Alternative, Diversion, Deferred Prosecu-
tion, etc., Models 4, 5, 6, 14, 15, 16
- Probation or other Court-related, Models
1,2,3,7, 20

-Institution or other Residential, Models 8,
10, 12, 13, and adaptation of 9
- Parole, Aftercare, Release, Ex-offender,
Models 9, 10, 11, 17, 18, 19
Once again, many programs are translatable be-
tween one phase of the criminal justice system
and another, especially between probation and
parole,
BY TYPE OF PROGRAM
- Advocacy, Model 20
- Community Service, Models 4, 6, 12
- Employment, Models 7, 17
- Legal Assistance, Model 9
- Life Skills and Related Education, Model 13
- Mediation, Model 5
- Monitoring, Model 1, 2, 3, 16
- One40One, Models 14, 18, 19, 20
- Recreation, Models 8, 13, 15
- Religiously Oriented, Model 12
- Substance Abuse, Model 11
- Women, Model 13
The following descriptions of model programs
only rarely refer back specifically to earlier parts
of this manual. To be sure, these models generally
demonstrate awareness of the importance of train-
ing and education (Chapter 3) and Management
Information (Chapter 4). Beyond that, the Chap-




ter 2 guidelines most frequently and explicitly ap-
plied in these model appear to be
Policy Guidelines 3, 4, 5, 10, 17, and 19, and
Openational Guidelines 3, 5, 6, 7, and 11.

The guidelines which are not as explicit in

the model descriptions are Policy Guidelines 1, 2,

6,7, 13, 16, 18, and Operational Guidelines 4
and 9. Presumably the model programs do ex-
plicitly demonstrate these guidelines because of
either their implied application or cbvious
nature. However, it is also possible that the lack
of explicit prominence those guidelines received
indicates that more attention to those areas of
volunteer inclusion is required.
Note: Examples of each model can be obtained by
writing to NAVC] National Office, Univessity of
Wisconsin-Milwaukee, Criminal Justice Institute,
PO. Box 786, Milwaukee, Wisconsin 53201 for
additional information.
MODEL 1:
SUPERVISION OF

ADULT PROBATIONERS
BY VOLUNTEER STAFF

L. Description of Model: Setves probationers

in an adult felony court setting, though it can also be
adapted 0 2 municipal court setting. Not all states use
the term municipal court, pethaps misdemeanor would
work betterparticularly since the word felony is used.

Godls:

—m supplement and complement services to

probationers

—to intensify and add to the services provided

by the paid probation staff

—o aid in the collection of court costs, fines,

and restitution payments

—t0 maintain quality probation services within

a restricted departmental budget

— involve the commumity in the criminal

justice system for education and exposure to it.

Each vohmteer staff person accepts responsibility
for supervising four or more probationers for a one-
year period. The relationship can terminate at the
end of a year's commitment.

Need Addressed: The dlient’s needs and the
department’s ability to meet these needs and to pro-
tect the community far exceed availability resources of
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Pfog!mnﬁnmonswderﬂlephllosophyt}mdleadult
probation department’s mission cannot be fully
acamphshedmdmnlydw.ewedpmdstaﬁ’ Needed
services can be expanded and intensified by using in-
dividuals fiom the community as volunteer staff.

III. How it operates:

Administration: Can be organized and operated by a
private organization or the probation department itself.
If organized by a private agency, a working relationship
must be created with the court for gaining admission
to and cooperation of the probation depertment.
Management: A full or part-time management position
is required to propetly oversee the program. This deter-
minate depends on the size of the projected number
of volunteer staff, and the number of individuals on
probation. The manager should be knowledgeable in
the area of volunteer services management.
Recnitment: Requeests for volunteer staff are initiated
when a supervising probation officer submits a job
description to the volunteer services manager. Volun-
teers are then recruited for the specific wles outlined
in the job descriptions, and come into the depart-
ment to be screened and tmined.

Attempts are made to recruit volunteer staff who
represent the entire community, Specific recruitrent
efforts may be directed at identifiable community
groups ot persons with particular characteristics or ex-
petience which are relevant to the roles in which they
will be placed. Therefore, targeted recruitment is used
extensively. Nevertheless, the “shotgun’ approach o
recruitment, in addition to attracting a wide range of
potential volunteer staff also provides for a method of
public relations and community education.

Longterm and short-term recruitment methods
both have advantages in providing a group of in-
dividuals from which to select. Longterm consists of
forming relationships with universities, voluntary action
centets, and the motivation of volunteess to recruit
others. Short-term consists of public service announce-
ments, newspaper articles, and group presentations.
Selection Process: The selection process really begins
during recruitment efforts, (ie., the target individuals
who possess the desired knowledge and skills necessary)
for performance of the desired task.

Formal screening procedure begins when poten-
tial volunteer staff complete an application which is




V.

reviewed by the volunteer services manager, If the ap-
plication meets minimum qualifications required of all
volunteer staff and the geneml criteria outlined in the
job description, the applicant is asked to attend a
screening interview which lasts one or two hours.
An applicant assessed as capable of performing
the task described in the job description is then in-
terviewed by the supervising probation officer (SPO)
to whom he or she will be assigned. It is the SPO’s
responsibility to ascertain whether the applicant
meets the requitements of the particular job descrip-
tion. Should the SPO decide not to work with an
applicant, reasons for the decision must be filed in
writing with the volunteer services program. An
effort will then be made to reassign the applicant.
Applicants who are selected and assigned to a SPO
are invited to attend orientation.
Training: All volunteer staff are required to complete
a pre-service otientation program during which they
are introduced to the court system, the wles of paid
and volunteer staff, supervision technique, and com-
munity services.
Supervision: Probation officers directly supetvise
volunteer staff performance, usually in a supervisory
meeting which takes place at least once a month.
During the meeting, both have a chance to review
and discuss the volunteer’s progress. The probation
officer also monitots volunteer staff work and the
progress of the probationer, through the notes
recorded by the volunteer staff peson in his or her
client’s file.
Eualuagion: Supervising probation officers are en-
couraged to informally review with the volunteer
probation officer the progress which he or she is
making. At these times the SPO may discuss with
the volunteer probation officer such things as quality,
cooperation, attitude, attendance, and other matters
pertaining to the performance of assigned tasks.

How the Service is Delivered: Once
accepted, the applicant is sworn in as a volunteer
probation officer by a judge. The volunteer probation
officer works with the probation officer and other
volunteer probation officets as a group addressing the
needs of the medium/high risk probationers. Each
volunteer probation officer is assigned a minimum
of four clients. A commitment of at least five (5)
hours weekly for a year is required to provide their
probationers at least two significant personal con-

tacts a month, and meet monthly with their super-
visors, The volunteer probation officer is also
responsible for completing all paper work related to
his or her particular cases. A volunteer probation
officer engages in a variety of tasks with his or her
probationess including one-to-one supervision,
monitoring, education, and assisting the probation
officer in the update of pre-sentence investigations.
From time to time, there may be differences of opi-
nion which may result in complaints or grievances.
It is good to get these problems out in the open
and resolved as quickly as possible. Any problem
arising between volunteer and paid staff should be
addressed by the SPO. If satisfaction cannot be
obtained at this level, either party may request an
appeal to the SPO's supervisor. The supervisor may
request the assistance of the volunteer services
manager and the department executive director in
bringing the conflict t final resolution.

MODEL 2:
VOLUNTEER STAFF IN
COURT PROGRAM
Description of Model:  This model operates
in state criminal courts, under the direction of the
Office of Adult Probation, though it could also be

operated by a private agency.
Goals:

—to assist the probation officer in the timely
processing of clients placed on probation by the
court. In some courts, volunteers have assumed
court monitoring and in-processing completely
—to allow the probation officer to maximize
his or her time on primary duties, (ie., case
supervision andfor investigation)

—to provide to the officer assigned to the case
for supervision andor investigation, a com-
pleted file to include fact sheet, conditions of
probation, signed medical releases and other
required documents

—to increase public awareness of the com-
plicated court process through the involve-
ment of concerned citizens from local
communities in the courttoom setting.

. Need Addressed: Prior to the implementa-

tion of this program, probation officers were required

by the presiding judge to personally cover courts on
a daily basis in order to process the thousands of




probation cases each year. As caseloads and in-
vestigations increased in volume, it became difficult,
or impossible in some locations, for officers to spend
the required time in court. Volunteer staff have been
able, in most courts, to assist the officer in this
function, thus allowing the professional to concen-
trate on primary duties.

III. How it Operates:

Administration: This service can be organized by a state
judicial department or a local probation department.
: The volunteer services manager works
closely with field office chief probation officers and
court personnel, supervises the volunteer staff prog-
ram, and is responsible for all aspects of volunteer
staff management to include recruitment, screening,
training, placement, and supervision of volunteers
in this program.
Recruitment: Volunteer staff recruitment includes
media appeals, agency referal, and referral from
volunteers already in the program. College interns
are also frequently used. Intemns are students who
receive academic credit from their participation in
the program.
Selection Process: All prospective volunteer staff are
required to complete a volunteer application which
is thoroughly screened by the volunteer services
managet. Character references are checked and a
cnrmnal record check is conducted. Volunteer staff
are pesonally interviewed by the volunteer services
manager and, if selected, immediately begin training,
Training: “On the job tmining” is closely monitored
by an experienced volunteer staff person and the
volunteer services manager. A volunteer staff hand-
book is a key training tool used during training
since it contains all forms and stipulates all policies
for this program. The volunteer staff must be totally
familiar with the contents of the handbook and
comfortable with the court process before being
allowed to work individually and independently.
Supervision: Supervision is a continual process. The
volunteer services manager monitors the perfor-
mance of volunteer staff by reviewing attendance
and the quality of the work performed. Supervision
is enhanced by the involvement of experienced
vohmteer staff already in the program who report
frequently to the volunteer services manager, as well
as to the chief probation officer, on the operation of
each court program.
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IV.

V.

Evaluation: Evaluation keys on the level of individual
performance, ie., ability of volunteer staff to inter-

view a variety of different clients, accuracy in filling
out necessary paperwork, and the ability to relate to
court personnel. Attendance is also closely monitored.

How the Service is Delivered: In most
courts, several volunteer staff will be assigned each
day One will cover the court session, monitoring
the docket and referring probationers directly to in-
take, which is completed by another person in an
office located in the court building, The intake
volunteer staff do intake and refer the clients o the
office for assignment immediately. The client’s com-
pleted file is then forwarded to the chief probation
officer who in turn assigns the case to a probation
officer. The entire process runs smoothly with volun-
teer staff playing the key role in processing new
probation cases.

Special Considerations:
~Job descriptions must be available for new
volunteer staff to inspect so that they have a
clear understanding of court expectations.
—Reimbursement of volunteer staff expenses
may assist in the retention of volunteers in
this program.

MODEL 3:

VOLUNTEER CASE MANAGERS

FOR ADULT OFFENDERS
MISDEMEANANTFELONY

Description of Model:  This model serves
courts and probation officer with trained volunteers
to help monitor postsentencing cases.
Godls:
—to provide consistent monitoring of adult
probationers, using volunteers.
—handles a large volume of “low risk/low pro-
blem” cases, often overlooked on busy caseloads.
—allows paid staff to have time to address the
supervision responsibilities of more serious
offenders.

Trained volunteer staff are assigned specific office
days each week to make probationer and collateral
contacts (through use of phone, mail, and, some-
times, in-office interviews) under the direction of
one paid probation officer who is assigned most of




the “low risk/low problem” cases.

II. Need Addressed: Two chronic, but different
problems facing probation officers are addressed:

1. time-consuming attention is often given to all
cases, regardless of severity; consequently, the more
serious cases get less attention than they need;

2. litde or no case attention is given to the less
serious cases due to workload demands on more
serious cases.

Dramatically increasing caseloads in adult
courts create inordinate demands on probation
officers. Undestandably, courts place a higher
priority for probation staff to conduct pre-sentence
investigations and give primary supervision atten-
tion to the more serious offenders. Involving
trained volunteer staff not only frees paid staff to
concentrate on more pressing demands, but pro-
vides follow-up on a large volume of cases not
otherwise possible.

III. How it Operates:
Administation: This program works best when the
probation department’s overall volumteer services is
integrated with professional staff service. The volunteer
and paid probation officer should work closely together.
Management: It is essential to have a full or part-time
supervisor assigned to manage this program and
coordinate paid staff. The supervisor of volunteer
services is responsible for volunteer staff recruitment,
selection, training, and assigning volunteers to paid
line staff. The supervisor also must collaborate with
the department’s management in assessing staff
needs for volunteer services, preparing job descrip-
tions, developing operational procedures, and
engaging in problem-solving activities.
Recruitment: Volunteer staff are recruited by the pro-
gram supervisot, from the community at large and
should at least approximate the demographic
characteristics of the offender population served.
Volunteer staff should be expected to make a com-
mitment to at least a certain number of hours per
week and a definite length of service.
Selection Process: Selection of volunteer staff needs
to include the following criteria: personal maturity,
effective speaking voice, previous related paid and
unpaid wotk experience, willingness to work in an
office with only occasional direct client contact,
and ability to assess and handle early developing
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IV.

problems involving offender adjustment. Former of
fenders can be considered after having been released
from all jurisdiction for a minimum of three years.
Volunteer staff applicants who have successfully
completed chemical dependency treatment should
have a minimum of one year of sobriety and positive
personal adjustment before selection.
Training: Training of volunteer staff, conducted by paid
staff and experienced volunteer staff, should include
at least the following areas (in a minimum of hours):
~Orientation, with information about how
criminal justice processes work (purpose,
philosophy, function, procedures)
—Knowledge of relevant federal and state laws
and local ordinances
—Basic knowledge of criminal behavior
—Development of beginning interviewing skills
—Knowledge of community resources and
CcoNtact persons
—Ohbservation of a probation officer’s duties
in conducting pre-sentence investigations and
providing probation supervision
—Ttaining related to specific tasks.
Supersision: Line probation staff should be a part of
the training process and must be satisfied that, at
least, a minimally adequate training has been com-
pleted before accepting the volunteer staff for super-
vision. Paid staff, with full participation of volunteer
staff and volunteer services supervisor, need to estab-
lish the work hoursidays to be covered and make
assignments accordingly. Supervision, expectations,
and work performance of volunteer staff will be the
same as for paid staff with compamble duties.
Evduation: Each volunteer service program should
develop and use an appropriate management infor-
mation system, including basic statistics (monthly,
quarterly, annual reports) and measures of effective-
ness. Also it is important to establish methods of
problem identification, trends, and ways of coping
with changing workload volume and assignments.
The goal of this progmm is twofold: effective
monitoring of a large volume of probationers and
support the work of professional staff time spent on
these cases. Outcome measures used need to reflect
both these purposes.

How the Service is Delivered: After
the probation officer assesses the case as to level of
supervision needed (through formal classification




system or other objective method), the case is
transferred to one probation officer assigned to
supervise the volunteer services. Preferably, it should
be a line staff probation officet. Each volunteer staff
person agrees to a fixed day of the week to be in
the office. Each is given a number or a percentage
of the total cases to monitor with a contact of once
or twice per month, depending on the case plan
established by the probation officer. As each contact
is initiated, it should be recorded in the case file or
case log sheet, with the following information:

—date of contact

—method of contact (phone, mail, in person)

—personfagency contacted

—response of person contacted

—relevancy of the response to the court order

—comments as to the time of the next con-

tact, nature of areas to cover and problem

areas to closely track

—indicate if the probation officer needs tw be

involved.

Because of the large volume of cases handled, it
is essential that all contacts and information be
recorded immediately. This also documents the file
for future court progress reports and violation

proceedings.

V. Special Considerations: As with all
volunteer staff, any out-of-pocket expenses incurred
by reason of their assignment may be reimbursed by
the agency. Mainly these should include mileage o
and from the office, on-the-job driving, bus fare,
parking fees, and baby-sitting expenses. Generally,
meals do not require reimbursement as the cost is

too variable.

MODEL 4:

ADULT DEFERRED PROSECUTION
PROGRAM—SUPERVISING
COMMUNITY SERVICE FOR
FIRST OFFENDERS

Description of Model:  This model serves
adults who ate first offenders and who, under super-
vision of a private agency, are assigned to perform a
certain number of community service hours while
sentencing is deferred. This program could also be

operated by a state or local probation department
and may be designed to service most adult offenders.
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Godls:
—to expand and intensify the rehabilitative
services of the court
—to effect the reform of the offender by im-
parting a sense of accountability for anti-social
behavior
—to provide non-profit agencies and organiza-
tions with volunteer services by off
—to provide governmental agencies {county,
state and federal) with volunteer services by
offenders
—to enhance public awareness of the criminal
justice system through the involvement of
concerned citizens as volunteers to the court.

II. Need Addressed: Although monetary

restitution might be ordered as a condition of proba-
tion, some probationers are not able to make timely
restitution payments. In addition, probationers not
guilty of victim-related offenses would not be
ordered to make restitution although they might be
required to pay fines ot court costs. Implementation
of this particular community service program offers
an additional sentencing alternative to the courts
and a “second chance” to fisst time offenders. It
also provides a beneficial psychological effect on
oftenders and public confidence in the criminal
justice system. In some instances this program could
be a cost-effective alternative to incarceration.

III. How it Operates:

Administration: This service can be organized by a
private agency governed by a board of directors or
by a govemmental department. If coordinated by a
private agency, a good working relationship between
the private agency, the court officials, and the pro-
bation department must be established. In all
instances a good working relationship must be
established with community agencies and govem-
mental agencies for the purpose of obtaining com-
munity service placements.

Management: Depending on the volume of place-
ments projected, a full or part-time supervisory posi-
tion is required. The supetvisor is responsible for all
aspects of management of this service, including
recruitment, screening, training, placement of
volunteer staff as well as overseeing the selection of
placements and service by offenders.

Recruitment: Volunteer staff are recruited from the
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community through media appeals, public speaking
engagements, and word of mouth.

Selection Process: All prospective volunteer staff com-
plete an application which is reviewed by the super-
visor. Character references are checked and a
criminal record check is conducted.

Training: All volunteer staff complete a pre-service
orientation program during which they leamn about
the court system and receive information on super-
vision of offenders and development of working
relationships with agencies providing the community
service work placements.

Supervision: Paid staff is responsible for regular
monitoring of the performance of each volunteer

person.
Evaluation: The staff regularly evaluates the program.
Records include number of offenders referred and
accepted, number of hours of community service
performed, and number of offenders completing the
program (successful and unsuccessful completion
rate}. Records are also kept on number of volunteers
who participate in the program, and number of vol-
unteer staff hours given. Estimated cost of services
(if wages were paid or fees charged) for cost-benefit
analysis are also recorded. At the completion of the
deferral period, defendants voluntarily participate in
the evaluation process. They provide input as to the
services provided by both volunteer and paid staff
and the benefits received from performing

community service work.

How the Service is Delivered: The
following outlines the delivery of this service in a
sentence-deferred program. This model can be
modified to provide service also to adult proba-
tioners. Volunteer staff are recruited to supervise
adult first offenders who are assigned a specific
number of community service hours. The offender
is given the opportunity by the judge and the
district attorney to voluntarily participate in the

program.
When the offender is placed in the program,
no plea has been entered in court, and the case is
deferred for a period of twelve months. During these
twelve months, the offender must follow certain
conditions including: cooperating with a volunteer,
remaining employed or in school, and maintaining
regular contact. The offender cannot be arrested,
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tried and convicted of a second offense during the
period of deferral. If so, he or she is automatically
taken out of the program and is remanded to
ordinary criminal justice processing.

At the conclusion of the twelve-month period,
the first offender retumns to court along with his or
her volunteer. At that time, the volunteer staff
pemson reports to the judge how the offender has
done and what progress has been made. If the
offender has complied with the conditions of the
program and has done well, the judge will make a
finding of fact accordingly. The district attomey’s
office will take a voluntary dismissal in the case,
and the offense will not have a criminal conviction.

Special Considerations: Volunteer staff
may also develop the sites used in the community
service assignments.

MODEL 5:
MEDIATION CENTERS OR
NEIGI{BORHOOD JUSTICE CENTERS
Description of Model:  This model pro-
vides a forum whereby persons can resolve disputes
between each other outside of the normal court
process. The two or more persons involved in a

dispute are given an opportunity, through the ser-
vices of a volunteer mediator, to resolve a dispute

through mutual agreement.
Godls:

—to offer citizens a non-adjudicatory alter-
native to resolve minor disputes among
themselves

—to instill a sense of justice among citizens
seeking mediation services

—to alleviate an already overburdened court
system by taking minor disputes between
citizens out of the formal court process.

Each volunteer must make a personal commit-
ment to resolving conflict and to assist othets in
doing so. Volunteer mediators do niot have the
power to compel a resolution, but must rely upon
the mutual agreement of the disputants. The rela-
tionship can end either with a written mediation
agreement or else after a reasonable follow-up period
to determine whether the disputing parties are
conforming to the mediation agreement.
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Need Addressed:  Every society develops
alternatives through which major and minor
disputes can be settled. Traditionally, the resolution
of serious cases has been within the purview of the
court system. In more recent times, there has
developed an equivalent concern that we assist
persons who want to resolve minor disputes out of
court. Some examples of cases which might be
solved by mediation services are disputes involving:
landlord and tenant, neighbors, consumer com-
plaints, destruction of property, domestic problems,
animals, petty larceny, loitering, improper telephone
calls, trespassing, and assault.

How it Operates:

Administration: Mediation services can be organized
through a private non-profit organization, city or
county government agency, or university, Cooperative
relationships must be maintained between project
staff and referral sources. Referrals come from, but
not necessarily limited to, police agencies, criminal
and civil courts, prosecutor’s office, social services
agencies, city and village attorneys and other com-
ANty SOUICES.

Management: The composition and size of the
management team is largely dependent upon the
number of mediation referrals received. A project
director, coordinator, or project manager is essential
to oversee project operations. Additional personnel
including project intake workers, fiscal officers, social
workers, and clerical personnel, can be added to the
management team. The scope of mediation ser-
vices, number of referrals, and number of locations
in the community where mediation is offered will
tend to dictate the management-staff configuration.
Recrtment: The backbone of any mediation center
or neighborhood justice center is its volunteer staff.
Volunteer staff can be drawn from diverse groups
within the community or flom specific groups (e.g.,
law students or volunteer attomeys). Before volun-
teer staff are recruited, a plan should be developed
to determine how many prospective volunteer
mediators the project will need for its next year.
Selection Process: Screening of prospective volunteer
mediators is conducted by project staff who attempt
to assess whether the applicant has a vested interest
in the welfare of the community; a personal com-
mitment in working with others to resolve conflict;
and a personal commitment to work as a mediator
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for a specified time period following training.
Training: After volunteer staff are accepted into the
program they are required to attend formal training
sessions which are designed to prepare them for
their roles as mediators. Volunteer staff are provided
information about the criminal and civil justice
systems, types of cases appropriate for mediation,
and the law {for example, confidentiality and the
effect of agreements). A substantial portion of this
training is given to communication and to practic-
ing mediation skills.

Evdluation: An evaluation plan to test the model
should be developed prior to the project start-up
date. The type of information wanted or questions
being asked about mediation services will dictate
the type of evaluation design ultimately used. At
minimum, staff should monitor project operations to
determine whether project resources ate appropriate
for the mediation services being offered. Maintain-
ing records on case flow and case costs is essential
in giving the manager information necessary to
accomplish project goals and objectives.

Several other types of evaluation could become
part of the evaluation plan. Thus, follow-up at-
titudinal surveys involving disputants, volunteers,
and members of the criminal justice community
{e.g., referral sources) could be conducted to assess

the impact of mediation services.

How the Service is Delivered: When
the referral source feels that mediation is an appro-
priate method for tesolving a dispute, a staff member
explains the purpose of mediation to the complain-
tant and the respondent. If both parties agree to
mediation, a mediation session is scheduled.

Mediation sessions are convened by the volun-
teer mediator or a panel of volunteer mediators. Each
session typically lasts two hours. When the volunteer
mediator is ready to begin, both disputants are
brought into the room and the mediator explains the
purposes of mediation. It is stressed that a mediation
hearing is not a court and that if an agreement is
reached during the session, it will be reached
through the efforts of the disputants themselves.
Further, the expectation is emphasized that each
party will abide by any agreement reached, after the
mediation session is over. All verbal agreements are
written by the volunteer mediator or panel, signed
by both parties, and witnessed by the mediator.




MODEL 6:
COMMUNITY SERVICE
ALTERNATIVE SENTENCING

PROGRAMS FOR ADULTS

L

II. Need Addressed:

Description of Model: This model serves
adults who, as an alternative to incarceration or
fine, are assigned a specific number of community
service hours to be performed under the supervision
of a local notor-profit organization. This allows
those defendants to receive punishment while also
giving them rehabilitation opportunities.
Godls:
—to provide an altemnative to incarceration for
defendants for whom incarceration is
inappropriate
—to offer an altemative to the payment of
fines where the fine would create a financial
hardship on the defendant
—to create a way that defendants who have
violated society’s rules can, in some measure,
make restitution
—to provide a positive learning/working/
socializing experience for those defendants
who are not in the contributing mainstream
of society
—to reduce the population pressures on the
prison system
—to make available a flexible system that
allows the defendant’s record to be cleared, at
the judge’s discretion, upon satisfactory com-
pletion of the assigned hours
—to increase the available pool of volunteer
labor for notforprofit organizations and, in
effect, permit defendants to voluntarily help
themselves.

Certain defendants would
not benefit from incarceration, nor would society
benefit by incurring the expense of locking up these
individuals who pose only a minimal threat. For in-
stance, a 65+year-old fitst offender shoplifter would
be greatly traumatized by a jail sentence that could
benefit from a positive socialization experience to
help him/her rebuild self-esteem through community
service.

Large segments of the population cannot afford
to pay fines or suffer financial loss by missing work
while in jail, but do have time available to “work
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off” those fines through community service. Further-
more, community service, as a condition of proba-
tion may lead to a transition from an unsatisfactory
lifestyle to a more positive outlook and role in society.
Meanwhile, notfor-profit organizations such as
charities and govemmental agencies, can use the
skills and talents of defendants to deliver service to

the community in a more economical and humane
way.

How it Operates:

Administration: A judge or probation officer screens
and selects defendants who are suitable for the
Community Service Alternative Sentencing Prog-
ram. These individuals are referred to a volunteer
services clearinghouse which handles recruitment
and placement. Most often this is a vohmteer
center, voluntary action center, or volunteer bureau
that serves the area where the defendant lives or
works. This center maintains a list of what volunteer
staff assistance is needed in local notforprofit
olganizations,

The volunteer center interviews the client-
defendant to determine the number of hours to be
served and the required completion date. Other in-
formation gathered is which hoursidays the client is
available for service, transportation available,
previous volunteer or paid experience, and what
type of assignment the client is interested in. The
volunteer center arranges with a not{forprofit
organization to accept this client and supervise
his’her hours of service.

Management: Within the volunteer center, one or
more full or part-time employees, depending upon
anticipated caseload, are assigned to manage the
court-referred clients. This individual should be
famniliar with notfor-profit agencies within the com-
munity and traditional volunteer needs of those
organizations. Paid staff may be supplemented by
volunteer staff, including appropriate court-referred
clients. The program should be supervised and ad-
ministered by the executive director of the volunteer
center ot other individual with expertise in volun-
teer management.

A coopeative, working relationship is developed
between the courts/probation officers and the volun-
teer center, and between the volunteer center and
not-for-profit organizations.

Recruitment: Since defendant-clients are referred by
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courts or probation departments, it is necessary to
provide orientation for judges (particularly municipal
court presiding judges) and probation officers. This
helps to gain support and undemstanding of the

program,

NotAor-profit organizations also need to be
educated about benefits and conditions of the pro-
gram in order to develop approptiate and sufficient
placements for the client.

Selection Process: Where statutes permit, judges may
select appropriate defendants for the Community
Service Alternative Sentencing Program. These
defendants will give community service as part or
all of a sentence or as a condition of probation. It is
suggested that defendants chosen for the program be:
—first offenders,
—involved in only noniolent crimes,
—facing financial hardship,
—posing little or no threat to society,
—involved in cases where non-monetary
restitution is an appropriate punishment, and
—capable of accepting the responsibility for
completion of the program.

Private attomeys, public defenders, and
unrepresented defendants are free to request com-
munity service as an alternative sentence.

Volunteer centers do not select clients but
attempt to serve all who are referred. Certain clients
may choose not to serve or may be unwilling to
complete service. In these cases the client is returned
to the referring soutce. Experience indicates an
80-90% completion rate can be anticipated.
Training: Training of volunteer center staff who will
place clients in not£or-profit organizations is provided
by volunteer center management. Training of clients
placed in notforprofits to provide community
service is the responsibility of that notfor-profit
organization.

Supervision: The court/probation officer is responsible
for the initial completion of community service
forms and instructions to the defendant regarding
his or her responsibility to seek a community service
placement from the volunteer center.

The volunteer center is responsible for main-
taining a file on each client. This includes copies of
the original referral form, results and date of inter-
view, name of organization(s) where referred, hours
completed, due date, and comments by the notdor-
profit organization. Based upon information provided
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by the notforprofit organization, the volunteer
center will validate the hours completed, and send
this information to the court on the appropriate
forms.

The not-for-profit organization is responsible for
keeping records of client hours served, providing
orientation for the client, integrating the individual
into the volunteer program, and supervision of the
client while on assignment.

The client is responsible for making and keeping
his or her appointment with the volunteer center,
completing the required number of service hours by
the assigned due date, requesting a new placement
if the first placement does not provide sufficient
hours, reporting completed hours to the volunteer
center, and returning to the court or probation
office on the date specified.

Evaluation: To determine level of participation, a
simple count is made of the number of cases handled
by the volunteer center. A sense of the effectiveness
of the program can be ascertained by determining
the percent of clients who complete or surpass the
required hous of service. In addition, clients may be
asked to complete an evaluation form which includes
their opinion of the program and their willingness
to accept additional volunteer assignments. This
form also permits a degree of feedback about the
agency’s treatment of the client.

Cost: The volunteer centers in some counties are
subcontracting units. It has been determined that
the volunteer centers can administer the program at
less cost than if the program were managed by pro-
bation officers, though the program costs could
reasonably appear in the budgets of the courts or
the sheriff’s department. Sometimes the volumnteer
center or other subcontractor collects a fee from
clients referred to the program. Fees are reduced for
clients unable to pay.

What the Client Does: Clients have been assigned a
wide variety of tasks, with a significant effort made
to match the client’s abilities, interests, and time
available with the needs of notforprofit organiza-
tions. Placements have ranged from public beach
clean-up to the creation of puppets and a puppet
show for a hospital pediatric ward.

Professionals referred to the program have used their
skills in free clinics, legal aid services, establishing
computer bookkeeping systems, and entertaining.
Other assignments include medical recordkeeping,




preschool aide, maintenance, clerical, thrift shop
sales, tutor, and recreation leadership. Clients are not
assigned in religious proselytizing roles, political
campaigns, or to benefit private individuals.

MODEL 7:
ADULT PROBATIONER
JOB PROGRAM
Description of Model:  The Offender Job
Program is designed to operate using volunteer staff
within a field office to assist adult offenders in need

of employment. Most volunteer staff work three
days a week in the probation office.

Need Addressed: Offenders are frequently
in need of jobs and need special assistance to com-
pensate for personal shortcomings in finding jobs,
also some assistance in overcoming the stigma of
having a criminal record. The probation officer is
limited in the time available for personally assisting
each offender in finding a suitable job.

How it Operates:

Admnistration: The department of comrection’s policy
and procedures clearly provide for the use of
volunteers.

Management: The Probation Circuit Administrator
appoints one staff member as a volunteer services
coordinator for local ptograms. A probation officer is
appointed to manage the model program described
here. There is no additional remuneration or addi-
tional incentives to staff {such as a reduced workload)
although extra considerations could be helpful o
prevent burnout. Approximately 25 additional hours
per month of professional time is required to perform
these duties.

Recruitment: Most volunteer staff are recruited from
students at the local junior college and university.
Ideally, this would be balanced with retirees for
stabilization and balance.

Selection Process: Staff recruit new volunteer staff
mainly by making presentations to interested groups.
Applications are taken and a check for prior
criminal record is conducted. The circuit court
administration reviews the applications and the
recommendation of the volunteer services coot-

dinator and makes final approval. Volunteers must
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sign an agreement which includes seven rules to do
such things as preserve confidentiality and maintain
professionalism. An LD. cmdlsgwmmdl
volunteer.

Traming: A minimum of five hours of individual
oﬁmmtionispmvidedmwlmteerstaﬂ’."[heyare
then placed in a position of a veteran
volunteer in action for several days. This is followed
by an experienced volunteer staff person observing
the new person until proficiency is achieved.
Management Information/Recordkeeping: On a daily
log, documentation is kept and all offender referrals
are recorded.

Evaluation: During the first six months of this prog-
ram, each offender receiving services was given a
questionnaite evaluation form and anonymously
questioned as to the usefulness of the program. This
helps determine whether ot not the offender thinks
the volunteer staff person was courteous and showed
genuine interest in him or her.

Costs: No costs are involved above normal staff costs.

How the Service is Delivered:

Offenders are refetred by a probation officer to the
volunteer staff person. The job bank records are
reviewed for sources of appropriate job opening refer-
rals. This includes copies of computer printouts with
job listings which are reviewed by the offender with
the assistance of the volunteer. Also, city, state, and
federal government job opening listings, and some
private employer listings are made on a referral card
listing the position numbers to avoid duplicate work
having to be done by counselors offices. Referral
cases are returned to the probation office with
results. Volunteer staff also work to verify employ-
ment claimed on the offender’s written monthly
reports. This service is also helpful to busy probation
officers.

Special Considerations: Special con-
siderations include the need for recruiting volunteers
who can relate effectively to the business community
and convey to them the benefits of hiring offenders.

Extra credit may be given to students through
the university system.




MODEL 8:
PROGRAM TO ENRICH
RECREATIONAL ACTIVITIES AT
AN ADULT INSTITUTION

Description of Model:  An institution
housing 200 inmates whose sentences ranged from
90 days to two years wished to expand leisure time
and recreational activities. The staff of the institu-
tion included one full-time recreational director.
There is 2 gymnasium with a well-equipped stage
and gymnastic equipment. The floor of the gym
was marked out for basketball and other activities.
Six small program rooms included a library, class-
rooms, and two well-equipped workshops, including
kilns for ceramics.

II. Needs Addressed: This program serves to:

—reduce the amount of dead time during
which inmates are unoccupied,

—ptovide opportunities to inmates for the
development of new interests in leisure pur-
suits in which they could participate after
release, and

—give inmates opportunities to meet with and
interact with “square Johns off the street”

III. How it Operates:
1. The recreational staff member works with other

staff to determine ideas for possible program
activities. These include a) a little theatre group,
b) teaching inmates how to umpire and referee a
variety of games, ¢) hobby crafts, such as fumniture
repair and home maintenance with a minimum
of simple tools, and d) creative writing.

. The recreational director discussed these ideas

with inmates. Inmate responses paralleled staff

but added a) a request for a community dance, b)
visits by a rock group, ¢) a bridge club, d) a chess
club, e) more weight lifting, and f) boxing training.

. The ideas of both staff and inmates were evaluated

by the recreational director and by the director of
the local YMCA who had an awareness of
resources in the community and the feasibility of
implementing the ideas advanced. With this in-
formation on hand, the recreational director met
with senior institution management and a joint
decision was made:

a) The program would take place on Monday,
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Wednesday, Thursday, and Friday evenings
between the hours of 7 pm. and 9 pm.

b) Three staff members who had offered their

help would assist the recreational director
with the project; the duty rosters at the
institution would be arranged in such a
way that staff were available to provide

the necessary escorting and security to the

program.
¢} Feasible projects are:

—the production of two one-act plays
which would be presented to other in-
mates, with one performance for the
public

—a course in umpiring basketball. To
enable practical experience in this project
an in-house institutional basketball league
would be put in place leading to the
selection of an institutional team which
would play teams from the local YMCA
and some local schools.

—talent. Some inmates volunteered to be
stage hands, electricians, etc.
—Basketball: The local YMCA provided
a coach for an institutional team while
the local umpire association undertook to
give instruction in umpiring. Again,
screening and security training wete con-
ducted within the institution. The YMCA
also arranged games with civilian teams.
All games were played within the institu-
tion. Visiting teams were all briefly
instructed in institutional do's and don'’t’s
on artival for their games and wamed
about some of the problems which can
arise when a civilian team plays against
inmates.

—Chess and bridge: Volunteer staff in-
terested in this activity were recruited by
the institutional chaplain from local
churches. The chaplain of the institution
agreed to take full responsibility for this
program together with the recruitment,
screening, and training of volunteer staff.
It was agreed that volunteer staff could be
of either sex. Churches donated chess sets
and also playing cards. It was agreed that
this activity would take place one evening

a week.
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—Home repairs and Carpentry: An ap-
proach was made to local trade unions
and through this resource instructors were
found in simple home maintenance and
carpentry using only hammer, screwdriver,
saw, plane, and drill, tools which any in-
mate might be able to afford on the street.
The unions wete informed about the
policies of acceptance as a volunteer and
were allowed to conduct their own recruit-
ment of volunteers in keeping with in-
stitutional policy concerning criminal
records and other tequirements. The vol-
unteer staff was trained within the institu-
tion in security and do’s and don't’s. The
trade union movement donated tools,
wood, and other supplies. Overall respon-
sibility for the program was assumed by the
three correctional officers who volunteered
to give their services one evening each
week.
Evaluation: The program and its effectiveness was
reviewed and evaluated on a regular basis to enable
corrective action before major problems developed
and to maintain flexibility.

Evaluative components included the atten-
dance and interest shown by inmates, and also
volunteers’ perception of the program. Some con-
siderations were: From the institutional petspective
did participation by inmates in fact reduce tension
and security difficulties in the evenings? Was the
value of the program to the institution commen-
surate with the extra staff time involved?

The success of the program resulted in adding
the cemmics program and current affairs program
with the assistance of local art college students and
the Women's University Club, respectively.

Special Consideration: The program was
well planned and inmates liked it. The recreational
director, while accepting overall responsibility for
the supervision of the program, delegated to others
a responsibility for many details of implementation.

The program, although designed by the institu-
tion, was largely “owned” by the community {the
church, the local theatre group, the trade unions,
the YMCA).

Security training was provided by the institu-
tional staff.
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MODEL 9:
LEGAL ASSISTANCE TO ADULT

PAROLEES AND EX-OFFENDERS

ON CIVIL MATTERS

Description of Model:  This model setves
adult parolees and other ex-offenders in a variety of
community settings, though it can be adapted to in-
stitutional settings if desired or necessary (via parole
étczzkcation for example).

—to provide legal counsel on civil matters for
persons who cannot afford a private attorney
—involve practicing lawyers in a structured,
“pro bono publica” setvice

—increase public awareness of the criminal
justice system among lawyers, many of whom
go on to serve as legislators and judges
—reduce tension among parolees by timely
tesolution of problems which might otherwise
go unresolved and generate other pressures
and, possibly more crime.

Each volunteer attomey agrees to take one ot
more cases per year and assumes responsibility
for client representation including all court
appearances. The relationship can end at the
completion of any given case.

Need Addressed: Civil legal assistance for
pamolees serves to meet a very specific need with
professional help. Such problems are met only on a
very limited basis, if at all, by existing neighborhood
legal setvices. There is a need for legal counsel
regarding such matters as divorce, child custody,
visitation rights, patemity suits, immigration/depor-
tation problems, bankruptcy, and other creditor ac-
tions, parole revocation hearings (when counsel is
permitted), replevin, torts, wills, trusts, and estate
questions, and other legal issues that can arise in
the community or in institutions.

I1L HO\'PV' it Operates:

Administration: This service can be organized by a
private agency, a department of comections, a bar
association, or some combination of the three. A
working relationship must be set up with the agency
handling parole services {usually a department of
cottections) and with community agencies to gain
referrals,
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Management: A full or part-time supervisory position
(determined by the volume of cases projected) is
required to properly oversee the service. The service
can provide excellent field work placements for law
students who can work for credit, salary, or both.
The service should be directed by an attomey;
otherwise, the manager/coordinator should be super-
vised by a committee of attomeys set up to help
screen referrals.

Recruitment: Volunteer attorneys can be drawn from
large law firms as well as independent practitioners.
Pro bono publico work has always been offered by
many attorneys, a tradition which makes recruit-
ment acceptable and relatively simple. Bar associa-
tion matling lists, committees, and even phone
listings can provide prospective names, although
personal invitation remains the single most effective
rectuitment device.

Selection Process: Parolees need to be screened to
determine 1) that they are ex-inmates, 2) that they
meet income criteria, and 3) that they have a valid
legal problem of a civil nature. Such screening is
done by the program coordinator. Attomeys are
assumed to be screened by means of Bar examinations.
‘aining: Since the work contributed is purely
technical and professional, little or no additional
training is usually required—unless there is a desire
to educate the attorneys about the criminal justice
system.

Supervision: The manager or coordinator bears
responsibility to monitor completion of these cases
assigned. This can ordinarily be done by phone if
paperwork is not returned by a volunteer attomey
within a reasonable time period.

Evaluation: This should be done tegularly by the
program coordinator. Records include number of
cases referred, types of cases, estimated cost of such
services (if fees were charged for cost benefit analysis),
number of attorneys involved, hours donated, and
number of assignments completed. Whether cases
are won or lost should not be considered when
assessing program success. Compulsory feedback
from attorneys or parolees on case outcome can
prove counter-productive. The essential need is to
have the parolee’s legal problems referred to a profes-

sional for resolution in an expeditious manner.

How the Service is Delivered: Once
the prospective cases are referred to the program by
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various sources or are brought by the parolees
themselves, all the background work is done by the
coordinator or law students, including preliminary
interviewing, data collection, and screening for
eligibility. Following tentative acceptance by phone,
the prepared material is sent to the volunteer at-
torney as a basis for further interviewing. Once
referred to a volunteer attorney, the parolee is respon-
sible for either setting up an appointment or keep-
ing appointments made by the program coordinator.
Volunteer attomneys should be free to refuse parolees
who do not comply with this requirement.

Special Considerations: Attorneys agree
to work on a no-fee basis. Parolees usually pay court
costs, if any (hormally a nominal sum).

MODEL 10:
VOLUNTEERS IN AN ADULT
HALFWAY HOUSE SETTING

Description of Model:  This model may
be used to serve parolees and work release clients in
residential halfway house facilities. Volunteer staft
assist paid staff through a one-to-one supportive rela-
tionship with a residential client. Volunteer staff
provide technical assistance in such areas as remedial
education, GED preparation, AA counseling, stress
management, decisionmaking, vocational and
career planning, etc. Other volunteer staff could be
trained to work with residents as treatment aides.
Goals:
—to assist paid staff in providing personal sup-
port and technical assistance in areas critical to
successful community adjustment for residents
—to encourage community concern and sup-
port for the treatment objectives of the half-
way house
—to afford residents support which can best
be enriched by volunteers.

Need Addressed: The volunteer staff offer
the pamlee specialized skills that paid staff might
not possess ot have time to develop. For example,
helping parolees through tutoring, religious studies,
or alcoholic rehabilitation can greatly assist them
with their pessonal and social adjustment. Addi-
tionally, volunteers can act as confidants and friends
of the resident client.




IIL How it Operates:

Administration: This service can be operated by the
halfway house itself or through a contractual
arrangemment with local volunteer service organiza-
tions such as voluntary action centers. A paid staff
person, usually the program director, should be
designated as coordinator of volunteer services for
the halfway house.

Management: As most halfway houses have been ten
and twenty beds, the volunteer management com-
ponent would probably only require the services of a
part-time coordinator or no more than 30 to 50%
of the program director’s time. Care should be taken
to avoid supplanting paid staff or duplicating services.
Focus should be directed toward those needs of
administration and residents which can be best
handled by volunteer staff.

Recritment: Volunteer staff should be recruited from
the local community so as to develop a base of
community acceptance and support.

Selection Process: Residents who are properly moti-
vated are identified by paid staff for involvement
with the programs. Volunteer staff selection is based
on needs of staff and residents as well as the volun-
teers’ own personal motivation and expectations.
Volunteer staff who represent national groups such
as AA, Red Cross, or RSVP provide a ready source
of specialized skills. Student interns who are major-
ing in education or behavioral sciences are also a
valuable resource.

Supervision: The resident volunteer service coor-
dinator or program director has the responsibility to
organize and supervise all volunteer staff working
with the halfway house residents. This can be done
by having periodic contact with the volunteer or by
delegating supervision duties to other paid staff who
are involved with volunteer staff on a day-to-day basis.
Training: Start with initial orientation to philosophy,
aims, and procedutes of the halfway house. Regular
inservice training is important for those volunteer
staff who may be acting as general support figures
within the treatment process. Such trining can
best be offered by resident staff. Volunteer staff
should also be encouraged to attend local workshops
and conferences which offer information on subject
aress related to their particular assignments. For the
most part, persons who already possess a special skill
require little training from resident staff. However,
such individuals could be valuable resources for staff
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training by providing technical assistance that would
enhance professional skills of paid staff.

Evdluation: This should be done regularly by the
volunteer services coordinator. Records should be
kept on number of volunteers, volunteer staff hours,
number of service units, types of services, cost-
benefit statistics. Volunteer and paid staff, as well as
resident clients should be given information which
will help determine the overall effectiveness of

volunteer services.

How Service is Delivered: Once halfway
house staff has completed a general needs assess-
ment of the administration and the resident clients,
volunteer staff are recruited in accordance with
tequired skills and services. Volunteer staff may work
with parolees on either a one-to-one or group basis

depending on the type of service provided.

Special Considerations: Care should be
taken to see that volunteer staff do not supplant
paid professional staff in the performance of their
duties. All persons who may be affected by volunteer
services should be allowed to participate in the
decision-making process to determine the nature
and scope of volunteer services as well as specific
roles of each volunteer staff person.

MODEL 11:

VOLUNTEER STAFF WORKING

WITH ADULT SUBSTANCE
ABUSE OFFENDERS

Description of Model: This model pro-
vides the department of correction, parole division,
with aftercare counseling and specimen analysis for
those parolees identified as previous alcohol andlor
drug abuse offenders. Volunteer staff assist paid staff,
usually through the parole officer, in a oneto-one
supportive relationship with the parolee. In addition
to acting as a sounding board, confidant, and positive
tole reference, volunteer staff can also be helpful in
finding opportunities for employment, housing,
transportation, recteation, and religious involvement.
Godls:

—to help parolees adjust to community life

without resorting to drugs or alcohol

—to offer additional counseling services to the

parolee in critical areas for successful adjust-



ment in the community after release from
incarcetation

—to provide independent feedback to the
parolee on his or her progress toward suc-
cessful re-entry into the community.

IL. Need Addressed: Volunteer staff in super
party link that greatly aids the pamlee in making a
successful adjustment to community life. The
volunteer encoutages conformity to parole stipula-
tions but is also a safe sounding board for the
parolee allowing more open expression of thoughts
and feelings. Volunteer staff also represent the
pamolee’s interest, thus providing the system with an
alternative to the “cop-counselor” duality so com-
mon among paid parole staff.

III. How it Operates:
Administration: This service can be organized and
operated by a private agency ot the department of
corrections. Best results seem to occur when volun-
teer staff are referred from a private agency under
contract with the department of corrections. Such
an armngement or partnership assures ongoing
bureauctatic support for local program efforts, while
at the same time facilitating non-partisan, private
agency involvement in community comrections.
Management: A single: private agency can be con-
tracted to provide supervisory leadership of volun-
teer staff in local aftercare programs. In large states
which operate under a county system, private agency
networking may be more desirable—with each
agency accountable to a central office administra-
tion or county administrator. The service should be
directed by someone who is not only adept at
methods and procedures of volunteer management,
but who is also aware of the specific needs and
behaviors of the drug-dependent personality.
Recruitment: Volunteer staff can be recruited from
the general public. In some cases, reformed
aleoholics or former drug addicts can be quite effec-
tive in offering meaningful support to a substance-
abuse offender, Careful selection should be made in
order to recruit persons who are old enough to
telate to issues such as pain and conflict in a mature
and positive way. Individuals who have previous
drug experience are most effective when associated
with a formal omganization or program such as AA
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or a drug-concept facility (e.g., Daytop, Empathy
House). Student interns can also setve as trained
volunteer staff, especially when their field of studies
include work with the addictive personality. Persons
with professional experience in counseling may also
be available in the community.

Training: Crientation to the department of correc-
tion and community parole is critical for all volun-
teer staff entering the system. Specialized training is
also important to help them gain better insight and
understanding as a helping agent for the drug abuse
client. Paid parole staff can serve as trainers in
educating volunteer staff.

Supervision: The program coordinator of each private
agency under contract is ultimately responsible for
the supervision of all volunteer staff. Such super-
vision may be shared, whete appropriate, with local
staff who make the initial referrals. Paid staff may
need to communicate with volunteer staff from time
to time to learn about the parolee’s progress,
Eualuation: Evaluation is carried out by the program
coordinator in conjunction with the paid parole
staff, thus offering a feedback system on the perfor-
mance of volunteer staff assigned to work with
parolees. Monthly reporting instruments and personal

~ contacts with each volunteer staff person are neces-

sary to maintain quality service.

How Service is Delivered: Each parolee
is referred to the supervising agency. The supetvising
agency interviews both the parolee and the prospec-
tive volunteer staff person to determine the appro-
priateness of the assignment. A monthly reporting
and supervision system is employed which provides
information to parole staff, the volunteer services
coondinator, and a central office of corrections.
Volunteer staff are expected to make personal con-
tact with their parolee at least once a month. The
assignment can last as long as the offender is on
parole or until such time as the volunteer staff
person, parolee, parole staff, or the coordinating
agency determines assighment is inapptopriate.

Special Considerations: Parolees with a
long dependency background can be especially
manipulative because of their previous life-style. It is
imperative, therefore, that volunteer staff have both
training and supervision that will enable them to
deal realistically with such offenders without losing




the humane quality which they bring to the
program.

MODEL 12;
INMATE COMMUNITY SERVICE
FORLOUGHED PROJECT

Description of Model: Qualified non-
violent federal and state prisoners are furloughed to
this privately sponsored pmgram for two weeks to
work on homes of impoverished residents of inner
city communities. The inmates are housed and fed
by people from churches in the target city. Project
funding, volunteer mobilization, project coordina-
tion, transportation, trining and on-site work super-
vision are provided by the program. The purpose of
the project is to train churches to assist and monitor
inmates as the inmates provide needed social ser-
vices in the inner city. The ultimate goal of the
project is to develop a nationwide network of
churches to monitor inmates in city community
service projects and to equip churches to accept
responsibility for developing community restitution
projects in lieu of incarcemtion for nonviolent

1. Need Addressed:

A. NEEDS IN THE CITY

1. The deserving poor—many elderly people,
especially widows and physically handicapped
individuals, live on fixed incomes that allow
little margin for home or apartment upkeep.
Home weatherization, maintenance or re-
modeling can be provided by inmates at no
expense to the govemment through the in-
mate community setvice furlough project.

2. Churches~The church has responsibility for
ministry to the poor.

B. NEEDS OF THE CRIMINAL JUSTICE

SYSTEM

1. Inmate community service furlough project
will help reduce prison overcrowding by
training churches to accept responsibility for
developing restitution projects for non-
violent offenders, remanded to their super-
vision by the judicial system. In addition,
prison overcrowding will be reduced as
churches are trained to develop post release
follow-up support for ex-convicts. The

inmate community setvice furlough project
equips congregations to accept both of these
responsibilities.

2. Inmates—the greatest felt need of inmates is
to get out and stay out of prison. Two con-
ditions must occur before that need is met:
1) Inmates must repay a debt they owe
society and 2) once released, they must find
a way to avoid criminal activity that will
lead to a return to prison. Restitution is a
way for non-violent property offenders to
repay their debt to society. Through services
rendered, the inmate community service
project allows inmmates to make restitution
for their crime. The key to combatting
recidivism is post-release follow-up thar leads
the ex-convict to find a community and a
way of life that avoids criminal activity. The
relationship developed between criminals
and churches through the inmate com-
munity service futdough project opens the
door to a supportive environment and rela-
tionships for prisoners upon their release.

IIl. How it Operates: All onsite project train-

ing, administration and management responsibilities
are fulfilled by trained and experienced project staff
of the sponsoring private organization. The prison
authorities are responsible for determining the in-
mate security classification with final selection of
inmates approved by the prison. The budget is the
tesponsibility of this privately-sponsored program.

IV. How Service is Delivered:

A. ROLE OF VOLUNTEER—volunteers are
mobilized from host churches in the target city.
Each of the inmates involved in a typical project
is housed by a host family. In selecting host
families, emphasis is given to stability, experience
and emotional maturity. Volunteer tmining con-
sists of two phases. The first phase is an overview
ofptojectpmposeandgoalsdehvemdbyapm]-
ect staff person to the entire host congregation.
The purpose of this church training session is to
encourage the entire church to participate in the
project through opening the doors of all con-
gregational activities to the inmates for the durs-
tion of the project. The second phase of training
concentrates on host families. Each family is




given a manual with clear instructions outlining
all project expectations including a selection
dealing with anticipated questions or problems
that might arise during the inmates’ stay. The
host family training concludes with a project
orientation and review session prior to the in-
mates arrival. Any questions or misunderstandings
are addressed at this time by a program staff
person. From the time these inmates arrive in
the target city until their retum to prison, the
host families and congregational volunteers are
involved in building personal relationships.
Whether at the work site with clients being
served, at services with the congregation, or at
homes of the host families, all the inmates are
surrounded by loving, concemed people commit-
ted to realizing the goals of the inmate com-
munity service furlough project.

V. Special Considerations: In addition to
the tmining necessary to acquaint the volunteer
with the purpose and goals of the project, special
consideration must be given to the key host family
volunteers. These volunteers need close on-going
access and support from a larger group of volunteers
consisting of key leaders from the host family’s con-
gregation and program staff pesonnel. This close
on-going access and rapport is necessary because of
the tendency of the host family to feel isolated by
the responsibility of providing hospitality and
guidance to the inmates staying in their home. To
insure this support from the church w the host
family, the project staff enlists commitment from
congregation leadership to a long-range relationship
whereby the project initiates a three-phased training
process for the congregation. This process begins
with an inmate community service furlough project
and ends with a congregation accepting criminal
justice offenders for long-term restitution programs
as an alternative to incarceration. The church’s
commitment to this long-tange training process
ensures that the host family will not be isolated
from the congregation but will be supported as the
congregation strives to fulfill long-range
commitments.
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MODEL 13:
FILLING DEAD TIME
FOR UNSENTENCED WOMEN
IN JAIL
Description of Model:  This is a program
for women not vet sentenced but in a local jail. The
project provides a program on one evening of each
week which will help reduce the amount of dead
time in such a situation. It also offers an opportunity
for the agency to inform inmates of the services the
agency is able to provide, and makes available different
types of progmms in a tepeating fouraveek cycle.
Week 1 Entertainment—bingo ot live entertain-
ment (alternative weeks) and informal
discussion with volunteers over refresh-
ments provided by volunteers
Week 2 A Life Skills Program—bringing in
speakers from the community concern-
ing services which are available to meet
the needs of women such as birth con-
trol and VD clinics, legal information
related to domestic problems, care and
custody of children
Week 3 Films of an educational nature which
will also lead o discussion
Week 4 Dancercize program

Need Addressed:  An opportunity for
inmates to spend time with members of the com-
munity at large providing an informal setting in
which the agency is able to establish contact with
women in conflict with the law. Unsentenced
women are in a situation of high anxiety and the
program helps provide an outlet to express fears and
concerns. This provides an opportunity for the
agency to interpret the assistance it can provide:

(1) On release

(2) Dealing with personal matters related to

family, etc., on behalf of the inmate

(3) In providing residential programs upon release

(4) Enabling the agency to link women with

the agency social wotker either during
sentencing or upon release.

The provision of technical information on
specific topics identified by inmates or staff as being
helpful such as legal information conceming
children, venereal disease, birth control, pregnancy,

budget counseling.




OI. How it Operates:

IV.

Administration: A private sponsoring agency negoti-
ated with the senior management and volunteer
coondinator of the institution and established that
the program could take place and was congruent
with the needs of female inmates and institutional
policy. The agency takes responsibility for the

management of the program which includes inform-

ing the institution two days before each evening that
the program will take place, the program subject for
that evening, the names of agency staff and volun-
teers who will participate, and any special require-
ment such as the provision of audiovisual equip-
ment, etc. The institution informs inmates of the
program and inmates are asked to sign up for par-
ticipation on the basis of first-come, firstserved with
a maximum allowable capacity of 35. (This is
governed by toom size and security considerations.)
Management: The agency has a volunteer services
coordinator on staff who recruits, screens, and trains
volunteer staff for the program. The institutional
volunteer setvices coordinator and administration
have approved the tecruiting, screening, and train-
ing standards for the agency. The institution staff
provide trining to the volunteer staff in addition w
the training provided by the agency in security con-
siderations, do's and don’t’s, and what to do in crisis
situations. The agency provides all information to
the institution concerning proposed program and
any other information required by the institution
conceming the program.,

Recruitment: By the agency. In addition to agency vol-
unteer staff, special resource persons such as lawyers,
doctors, service agency representatives, are recruited
to deal with specialized topics such as hygiene, etc.

Special Considerations: Volunteer staff
are cleared for entry into the institution by the
agency with the concurrence of the institutional
volunteer coordinator. The same is true of the
special resource persons. Meetings are held between
the agency and institutional administration quarterly
to evaluate progress and any modification which
may be requited in the program’s structure.
Expenses for volunteer staff to travel to the in-
stitution are ptovided from the institutional budget.
Volunteer staff from the agency while delivering a
service to the institution and while in transit to and
from the institution, are covered by an insurance
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policy which protects all volunteer staff working
with the department of corrections.

MODEL 14:
DIVERSION—
ONETO-ONE VOLUNTEERS

Description of Model:  This model serves
juvenile offenders who have had at least one con-
tact with the juvenile court. The program can be
openated by the juvenile court or adapted to youth
service agencies outside the court.
Goals:
—to make the juvenile offendess aware that
theit own community is interested in helping
them, not just punishing them
—to provide juveniles with attention from
pemsons who have learned to cope adequately
with life and its problems
—to offer a vehicle through which the
juvenile can leamn to adequately cope with his
problems
—to bring an awareness to private citizens of the
community that they are a vital tool in helping
with the problems of juvenile delinquency.
Volunteer staff agree to work with juveniles who
have been placed on 90-day informal court super-
vision. Volunteer staff are accountable to the court
for that time (which may extend beyond 90 days).

Need Addressed: Many of the juvenile of
fenders who are referred to the court need positive
attention, Probation offenders are not normally in a
position to provide the friendship that these
juveniles desire and need.

III. How it Operates:

Administration: This service can be provided by a
private organization, a department of correction, a
local public agency, or a court. Regardless of who
administers the program, there must be cooperation
between the referral source {the court) and the com-
munity. Policies of the court should be kept in mind.
Management: A professional in human services with
a background in probation and counseling is required
to properly oversee the operation. Each staff member
should carry no more than a maximum of 60 volun-
teer staff assignments. Staff members should also
have background in counseling and probation work.
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The volunteer program needs to have a contractual
relationship with its referral source to clarify operations.
In the case of a court-sponsored diversion program
{in which staff members are employees of the court),
inter-departmental understandings need to be reached
concemning the policies and of the program.
Recruitment: Volunteer staff are drawn from the
population of the area served by the court. They
may be recruited through volunteer bureaus,
churches, businesses, or civic organizations. The use
of mass media — TV and radio spots, newspaper
articles and ads—will help in recruiting. Volunteer
and court staff are an excellent referral source for
additional volunteer staff. Undergraduate college
students on practicum assignments or students ex-
ploring probation work as a career can give short-
term, intensive service. An attractive brochure, a
description of program operations, posters, and
visual materials are helpful. A specific appeal may
need to be made to ethnic and cultural groups.
Recruiting with a specific child/client in mind can
be effective.

Selection Process: Applicants complete an applica-
tion form which requests factual information,
opinions and references. References from an
employer and others along with a police check are
seriously considered. The existence of a police
record does not eliminate a person from the pro-
gram. Applicants are individually interviewed to
determine their appropriateness to the program and
for specific assignments. They are also evaluated as
to maturity, judgment, empathy, reliability, motiva-
tion, and interests basis. An annual report is sub-
mitted to the court administration and volunteer
staff. At the beginning of the year, goals and objec-
tives are established for the program. Upon
completion of the year, success in achieving the
goals is measured and documented statistically.

How the Service is Delivered: Once
prospective clients are referred to the program through
a request form, they are evaluated as to their appro-
priateness for volunteer service. The volunteer staff
person, volunteer coordinator, court representative,
and client draw up a contract for the specific period
in consideration. All parties understand that viola-
tion of the agreement is grounds for returning the
case to the juvenile court. (In some juvenile diver-
sion programs, participation on the part of the

juvenile is strictly voluntary. Consequently, the
juvenile may drop out of the program at any time.)
The volunteer is introduced to the juvenile and the
juvenile's family by the court representative. Volun-
teer staff then arrange to visit their assigned juvenile
and family separately. The volunteer staff person and
the client have weekly visits at their convenience.
Progress is reported on a monthly basis. Failures on
the part of the client are reported immediately.

Cost: Staffing and activities are the main costs of
the program. If the program is housed separately
from the court building, office space, telephone,
paper, stamps, printing and other expenses of
operating an office are additional expenses. Staff
should be paid at a level competitive with other
social service agencies, and which attracts ex-
perienced and qualified people. It also confers status
on the program. Travel expenses are an additional
necessary expense. Funds for volunteer staff activities
and volunteer staff reimbursement also need to be
available; this is especially important in attracting
lower and middle income people.

MODEL 15:

JUVENILE DIVERSION
STRESS RECREATION PROGRAM

L. Description of Model: This model serves
juveniles referred from a variety of sources such as
courts, schools, private youth-serving agencies, and
individual families. The juveniles are involved in
recreational activities such as rock climbing, river
rafting, canoeing, backpacking, winter mountaineer-
ing, and obstacle courses.

Need Addressed: Recreation has been used
for years in working with youth to expand their skills,
improve working rapport with professionals or volun-
teers, and o offer positive experiences for youngsters
who may be leaming how to just have fun. But there
is more than fun and games with this recreation
program. A distinct philosophy of behavioral
development can be implemented if programs and
projects are serious about capitalizing upon
opportunities.

Recreation can offer a microcosm of experiences
similar to the experiences and challenges youngsters
may face in their lives. Experiences can be a good
teacher. Recreation programs offer youngsters an
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opportunity to test and refine their skills. Many
youngsters in the criminal justice system have had
limited exposure and are often afraid of new and
challenging experience. The program builds their
confidence to tackle challenges similar to those that
they will have to face in education, work, or at
home. Also, recreation programs can capitalize upon
the many skills of volunteers in the community.
These volunteer staff persons have the competence
necessary to onganize activities for the benefit of the
program and, if they are good at working with
youth, they can share the sheer enjoyment that
many of these activities have to offer. There is a
considerble distance between the “streets,” the fast
food or convenience store, and a stress recreation
program. These projects can take many forms in the
city or town, or in the wild. Stress recreation requires
much attention to detail to assure safety and coor-
dinate behavioral outcomes.

IIl. How it Operates: A recreation project must

be coordinated and consistent with the goals and
objectives of the overall agency. Sporadic recreation
efforts will not produce the desired results.
Management: Responsibility for recreation programs
can be handled either by paid or volunteer staff.
Perhaps a local univessity has a recreation or out-
door education program that could sponsor activities
for criminal justice agencies. In either case, persons
responsible for management of a recreational pro-
gram should have four basic skills.

1. They must be competent or be able to
identify competent people to oversee specific
recreational activities. It is essential that
people coordinating or sponsoring these ac-
tivities have proper credentials. For example,
people working with water-related sports
should have credentials, such as proper Red
Cross Advanced First Aid Water Safety In-
structor or Safety Instructor or Emergency
Medical Technician Certification. For
white-water sports, they should be properly
licensed and have significant experience.

2. They must possess good organizational
abilities. Good logistic support for recreation
requires solid administration with attention
to such details as timing, purchasing, equip-
ment repairs, and transportation. Each trip
requires parental permission, medical
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records, knowledge of special medical and
emergency facilities enroute or on location,
communication backup, and emergency

procedure,

3. The coordinators must be skilled at working
with people. They must be sensitive to
developing the behavioral potential of
recreational outings, especially when stress
or physical challenge is involved.

4. They must possess common sense. Perhaps
the key ingredient in any successful program
is knowing when not to attempt something,
There is an element of risk involved both
physically and emotionally. Experiences can
be thrilling without being dangerous. A
good coordinator knows when to draw the
line — even if the group desires a bigger
challenge.

Recruitment: It is best to determine specific recrea-
tional opportunities for your locale and style of pro-
gram, then seek out people who have stong in-
terests in that type of recreation. The best places to
look for volunteers are universities, experiential
education centers, other programs which have
recreational outings, professional recreational centers
(e.g., Outward Bound), or clubs and associations.
Selection Process: The selection process must fit the
requirements of the recreation project. A specific
time coramitment (e.g., six weekends, five hours a
week) must be enforced. The logistical requirements
for a stress recreation program cannot handle rapid
tumnover. Volunteer staff who are involved in help-
ing to support the recreation effort should follow
tween the overall program and the recreation coor
dinator. Recreation volunteer staff should participate
in regular volunteer staff training opportunities so
that they fully understand the philosophy and ob-
jectives of the overall program.

Training: In addition to general program orientation,
specific project training should be required. It
should emphasize safety, logistics, behavioral goals,
coordination, and other pertinent information.
Training for certification in a particular form of
recreation is often necessary.

Evaluation: Management information necessary for
evaluation can be collected from people who par-
ticipate (juveniles and volunteers) and through
general observation about their participation. Other
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areas which might need evaluation are: Did the
juvenile improve his or her communication skills
and problem-solving abilities? What were the
recidivism rates? What rate of school attendance
took place? Evaluations before and after the program
can be conducted. Sometimes a student working on
a thesis or dissertation is interested in coordinating a
research project in this area.

Cost: Cost varies dramatically from one style of proj-
ect to another. Shared operations or cooperative in-
terests can reduce costs substantially. One cost that
is worthy of specific attention is additional liability
ot medical insurance that may be required. These
expenses can either be paid by the participant
directly or through special fund-raising efforts, such

as car washes or auctions.

What the Volunteer Does:  Volunteers
can be responsible for promotion, coordination, and
general assistance.

MODEL 16:
VOLUNTEER STAFF
HELPING JUVENILES COMPLY

WITH CONDITIONS OF

DIVERSION PROGRAM
Description Program: This progtam takes
some of the caseload burden off a juvenile court by
having volunteer staff help resolve juvenile cases
which are not legally complex or concerned with
serious delinquency. The population targeted for
diversion are those offenders who do not show
evidence of a continuing pattern of delinquent
behavior. The volunteer services program is set up
as a division of the court, and volunteer staff work
with juveniles to help them comply with conditions
set by the judge as an alternative to sentencing.
Some of these conditions might include making
restitution, attending counseling, or doing com-
munity service work.

Role of Volunteers: The court must be
sure that juveniles comply with conditions set by
the judge or diversion hearing officer, but it is dif-
ficult to have the time to follow every case. Here is
where volunteers come in. Volunteer staff fulfill two
important functions: they sce that juveniles are con-
nected with services they need, and they provide
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verification to the court that the juveniles have
complied with the conditions set by the diversion
hearing officer.

III. How it Operates:

Administration: \blmteerstaﬁamapanofthedwer-
sion unit of the court. Their supervision is
by the supervisor of the unit who may have other
responsibilities such as hearing diversion cases and
supervising paid staff
Recruitment: Recruitment is conducted by a coor-
dinator of volunteer services; however, recruitment
could also be done by the diversion unit supervisor.
Adults of all ages, educational backgrounds, and
work experiences can be qualified applicants for vol-
unteering; thus, recruitment is relatively easy. The
program offers an excellent fieldwork experience for
social service students. Students make a commitment
for one school semester and gain the experience of
carrying their own caseload of clients.
Selection, Process: Volunteer staff complete an applica-
tion form and then interview individually with a
coordinator of volunteer services and the diversion
unit supervisor. Applicants are accepted if they
demonstrate an ability to do the following:

—communicate effectively both orally and in

writing,

—respect confidentiality of client and court

information,

—listen effectively and be empathetic,

—deal with hostility, anger, and other emo-

tional attitudes in a constructive fashion, and

—relate effectively to people from diverse

socioeconomic backgrounds.
Training: Volunteer staff are required to attend a six-
hour orientation session conducted by a coordinator
of volunteer services on general court policies and
procedures. Since the job does not require a great
deal of skill other than the life experience the
volunteer brings with him or her, little additional
training is necessary. The diversion unit supervisor
provides some training on how to interview and
work with juveniles. In addition, volunteer staff par-
ticipate in role plays of telephone interviews and
observe several diversion hearings before receiving a
caseload to monitor.
Management: Minimal record keeping is required to
manage the program. A card is kept on each active
case with the name of the volunteer assigned to the
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case. A follow-p form is completed by the volunteer
documenting the volunteer’s activity on the case up
until the time the case is closed. A record of the
total number of hours worked by volunteer staff and
names of the cases handled are kept for purposes of
evaluating the program,

Supervision: Volunteer staff do not require close super-
vision in order to perform job duties. The diversion
unit supervisor bears responsibility for assigning
cases and being available to assist with cases upon
request. Most supervision is carried out informally
in group fashion when the diversion unit supervisor
meets with volunteer staff between hearing cases or
over lunch. Additional supervision, ff needed, can
be provided over the telephone.

Evaluation: Evaluation of the program consists of
reviewing the diversion unit’s records to make sure
each defendant has had a volunteer assigned, and
that upon case termination, a follow-up has been
completed on the defendant by the volunteer staff
person. Whether or not the follow-up provided by
volunteer staff deters defendants from further law
violations is not a relevant factor for assessing pro-
gram success. This, however, could be determined
from the statistics kept on the program. Volunteer
staff receive a petiodic performance evaluation from
the diversion unit supervisor for purposes of identi-
fying their strengths and weaknesses, documenting
professional growth, and identifying changes needed
in the program and in style of supervision.

How the Service is Delivered: Volun-
teer staff receive cases to monitor from the diversion
unit supervisor. In each case the defendant has
already appeared before the diversion hearing officer
and agreed to comply with certin conditions
within a designated period of time. It is the respon-
sibility of volunteer staff to contact all relevant in-
dividuals and agencies during the conditional period
to determine whether the defendant is complying
with the conditions of diversion. Examples of
typical follow-up activities are as follows:

—call defendant and/or defendant’s parents

—review defendant’s letter of apology to victim

—refer defendant to another agency

—review defendant’s essay on the negative

consequences of his or her behavior

—call school to check defendant’s attendance

~—phone call to victim to make sure restitu-
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tion has been made.

At the end of the conditional period, volunteer
staff complete a follow-up form which describes all
his or her follow-up activities and states whether or
not the defendant has complied with the conditions
set by the court. The report is submitted to the
diversion unit supervisor and the volunteer’s respon-
stbility for the case is terminated.

MODEL 17:
EMPLOYMENT
TRAINING ASSISTANCE
FOR JUVENILE EX-OFFENDERS

Description of Model:  This model serves
juvenile ex-offendets in the community through pre-
employment training and assistance in job placement.
Godls:

—tp assist older juvenile ex-offenders in
acquiring basic skills related o obtaining and
keeping employment

—to assist in matching and placing juvenile ex-
offenders with jobs for which they are suited
—to involve employers from the community
in helping the ex-offender make the adjust-
ment to job requirements

—to provide a stable influence and gainful in-
volvement for ex-offenders in order to keep
them from further delinquent activity,

Each employer agrees o make one or more
positions available and to provide a supervisor who
will assist the ex-offender in leaming job skills and
coping with the demands of employment.

Need Addressed: Employment tmining and
assistance for ex-offenders serves to meet several basic
needs. The primary need, frequently, is the difficulty
that the juvenile ex-offender has in obtaining gain-
ful employment. Usually due to the factors of age,
lack of work experience, and delinquent record, the
ex-offender has great difficulty in finding employment.
Secondly, many juvenile offenders haven't developed
marketable skills or the coping skills related to
dealing with the demands of regular employment.

III. How it Operates:

AcbmmsmumThlssemcecmbeOtganwedbya

private community agency, a department of correc-
tions, or a combination of the two, A working




or part-titme supetvisory position is required to coor
dinate the service. The nature of this position
depends on the number of ex-offenders involved
and the number of volunteering employers. The
service should be directed by someone who both
understands the juvenile justice system, including its
clients, and who is knowledgeable in the area of
employment. A committee of employers can be
used to screen and place referrals.

Recruitment: Volunteer employers can be recruited
from the mnks of industrial and service businesses as
well as smaller trade establishments. A basic criteria
for involvement is the employer’s ability to provide
job placement and appropriate supetvision and

training.

Selection Process: Juvenile ex-offenders will be ac-
cepted into the program based on referral from the
parole or aftercare agent and upon meeting basic
criteria, such as: a) that they are of employable age,
b) that they are not able to find suitable employ-
ment, and ¢) that they are medically or psychologi-
cally able to be engaged in work.

"Training: Since the involvement of the volunteer
employer is largely technical, the only training
required is to familiarize the employer with the
juvenile justice system (particularly parole) and to
provide basic training in understanding and dealing
with the needs of the youths involved.

Supervision: The program manager or coordinator is
responsible for supervising the ex-offender—volunteer
employer placements. This can consist of on-site
observation and phone contact with both the
employer and the ex-offender.

Evaluation: This should be conducted regularly by
the program coordinator. Information should in-
clude the number of youths referred, the placements
they were matched with, the length of involvement,
and the outcomes. Program assessment will consider
the successful completion of the employment place-
ment and the continuation of gainful employment
if the ex-offender leaves the placement.

How the Service is Delivered: Ex-
offenders are referred to the program by their juvenile
parole or aftercare officer. These referrals are then
screened by a committee for eligibility for the pro-
gram and for placement matching, Following this,
the parolee is introduced to the volunteer employer
and the place of employment. The expectations of
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the employer and the ex-offender are clarified and
mutually agreed upon in contractual form. The pro-
gram manager makes sure that the relationships are
monitored and that both parties have access to sup-
portive assistance in handling any problems that
may arise.

V1. Special Considerations: Volunteer
employers pay the ex-offender no less than the ap-
plicable minimum wage for the time that they are
employed. Additional components may be added to
the program to include such things as formal pre-
employment training {coaching) and life skills

MODEL 18:

VOLUNTEER PAROLE AGENT

I.  Description of Model: This department
of comections program serves juvenile parolees and
their families with volunteers working under the
supervision of state parole agents. Volunteers provide
friendship, counseling, and brokerage to other com-
munity services. They also assist the department of
corrections in adding much-needed community input.

II. Need Addressed: One of the major pro-
blems parole services face is the ever-increasing case
loads and the fact that parole agents have very little
time to spend with individual parolees. Volunteer
staff appropriately involved can meet this need. This
model provides intensive supervision and assistance
in addressing the needs of clients while freeing the
state agent to spend mote time with other parolees.

IIl. How it Operates:
Administration: This model is organized and directed
by the department of comections, or by local parole
or probation authorities. Agency approval, commit-
ment, and clear lines of authority and responsibility
are necessary. Budget is provided for staff manage-
ment and program operation.
Management: A full- or part-time supervisory position
is required to provide necessary coordination, program
planning, and evaluation. This volunteer services
supervisor assigns qualified volunteer staff to parole
agents, depending on their caseload needs. A volun-
teer services coordinator’s work is monitored by an
agency director who assures the integration of volun-
teer services in the overall service parole operation.




V.

Recruitment: Volunteer parole agents are drawn from
all segments of society with recruitment emphasis in
colleges, community service organizations, young
lawyers, and the retired sector. Occasionally, a needs
assessment or planning session points out a need for
special qualifications (e.g., tutor or vocational
counselor), and a more selective recruitment strategy
is employed. Normal recruitment techniques used
are: word of mouth, talks, lectures, mailings, and
media promotional materials.

Selection Process: Volunteer staff are initially screened
through an application, intetview, and orientation
session. Screening in an ongoing process. Major
screening criteria include: a one4ear commitment,
time of availability, mobility or dependability, ability
to relate to troubled youth, amenability to working
within the juvenile justice system, and ability to ab-
Training: Orientation and training are required. This
will include: job description, role expectations,
selected readings, how to use existing community
services, and case studies. Discussions and observa-
tions are conducted in both a classroom and field
phase, Emphasis is placed on providing a general
framework from which to work, knowledge of what
a parole agent does, a set of “do’s and don't’s”,

a basic ability to solve problems and get questions
answered when they arise.

Management Information/Evaluation: Regular statistics
are kept on all volunteer staff activities. Program and
cost evaluations are done at least every two years.
Program evaluation includes a survey of clients, as
well as volunteer and paid staff.

Supervision: Supervision is maintained by paid parole
agents. This usually includes weekly meetings and

annual reviews.

How the Service is Delivered: This
model provides an increased service to juvenile
parolees through the use of appropriately recruited,
screened, trained, and supetvised volunteer staff
serving on a one-to-one basis with juveniles and
their families. Volunteer staff are supervised by
juvenile pamle agents working as a team. As a
result of this model, there is more attention given to
juvenile parolees, and the commumity as a whole
becomes more knowledgeable about the problems
associated with juvenile crime and incarceration.
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V. Special Considerations: The use of vol-

unteers in a professional role is dependent upon: 1)
a sound philosophy on how volunteers can be in-
volved to increase the quantity and quality of
service; and 2) how well the volunteer services pro-
gram is managed.

MODEL 19:

RELEASE AFTERCARE PROGRAM
I. Description of Model: This model serves

juveniles released to the community following their
being in institutions. It is a community based
progmm.
Godls:
—to provide relationships and activities to
youth returning to the community
—to assist youth in re-entry through practical
services and referals
—to create-a stabilizing influence for youths
tetuming from the institution who are at risk
in terms of recidivism due to family, peer, and
community influence
—to match juvenile releases with mature adult
volunteer staff,
Each volunteer staff petson is matched with a
releasee on the basis of compatibility of interests,
skills, and other relevant skills,

Need Addressed: Many youth being released
to the community following institutionalization face
difficulty in adjusting to the less structured com-
munity environment. In instances where parole or
aftercare services are provided, the level of service
may not provide sufficient support to enable suc-
cessful readjustment. There are also instances in
which pamles or aftercare services are not available
at all, thereby leaving the releasee without any sup-
port, This program attempts to address that need
through community volunteers providing supportive

IIL How it Operates:

Advministration: This service can be ompanized by a
private agency, a juvenile institution, or a juvenile
parole and agency. When a private seeks to
provide the service, a working relationship must be
set up with the institution and/or aftercare agency
for the purpose of gaining referrals.
Management: A full- or part-time supervisoty posi-




ition is required to properly ovemsee the service
depending upon the number of juvenile releasees
involved. The program should fit into the existing
service system.

Recruitment: Volunteer staff can be recruited from
the community at large and, where necessary,
volunteets with specific skills can be recruited to
meet the specific needs of the releasee involved. A
basic criterion for the involvement of the volunteer
is his or her time availability and personal suitability
for work with juvenile releasees based on established

Criteria.

Selection Process: Releasees will be accepted into the
program based on referral by the juvenile institution
or an aftercare agent. Involvement by the releasee
will be voluntary rather than mandated, and each
releasee will be screened to determine if they are
suitable for participation in the releasee aftercare

program.

Training: Since many of the volunteer staff may not
have previous experience in working with juvenile
offenders, and may also have a limited knowledge of
the juvenile justice system, basic training will be
required. The training should be designed on a skill-
based format {see Chapter 3) which could include
the following ingredients: a) understanding the
juvenile justice system, b) helping relationship skills,
¢) communication and listening skills, and d) under-
standing client {releasee) needs. Both paid staff and
experienced volunteer staff should participate in
doing the training for new volunteers. Additional
training may be developed to meet the needs ex-
pressed by the volunteer staff.

Supervision: The program manager bears responsibility
to ensure that volunteer staff are supervised. This
should consist of a combination of personal visits
and telephone calls on a regularly scheduled basis.
Both paid and volunteer staff who are qualified
could fulfill the supervisory roles. A basic reporting
system can also be instituted to ttack volunteer in-
volvement with their case.

Evdluation: Volunteer staff should be evaluated
regularly on the basis of their performance, and
should receive constructive feedback from their
supervisors. In addition, the entire program should
be evaluated on the basis of volunteer and releasee
involvement, the number of case assignments com-
pleted, as well as feedback from clients, volunteers,
and the agencies involved.

IV. How the Service is Delivered: Releasees
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are referred to the releasee aftercare progtam by the
juvenile institution or an aftercare agent. Each refer-
ral is screened for suitability in the program and for
matching with a volunteer staff person. Once the
releasee has been accepted for involvement, he or
she is introduced to the person to whom they have
been assigned. For best results, this introduction
may take place in a “non-threatening” situation
mather than a formal office visit. In some situations
it may even be possible to arrange for the volunteer
staff person to begin meeting with the releasee prior
to actual release from the institution. The involve-
ment of the releasee in the program is designed to
provide him or her with a supportive relationship
and with practical help in the community. The role
of volunteer staff is to become involved with the
releasee on a weekly basis and to arrange for or pro-
vide the specific kind of assistance that the releasee
needs. This may involve tutoring, employment,
counseling, medical/ldental care, housing, etc.

Special Considerations: This program
may involve a one-to-one matching format, a small
group format, or a combination of the two.

MODEL 20:

COURTAPPOINTED SPECIAL

ADVOCATE PROGRAM [CASA]
Description of Model: The Court-
Appointed Special Advocate (CASA) Program is an
innovative volunteer staff program which has received
national recognition because of its successful ad-
vocacy efforts for children.

Volunteer staff are recruited, trained, and
appointed to serve as advocates for abused and
neglected children coming before the juvenile court,
as well as for some delinquent and pre-delincuent
youth.

Need Addressed: In the past, such children
have had no consistent person who stayed with them
and remained committed to representing only their
interests in court. The judge, who must make deci-
sions affecting these childrens’ lives, often hears con-
flicting assertions and recommendations, with lirde
agreement on the best course of action for the child.
This model addresses the need for increased




acoountability on the part of the adults in the
child’s life (family and agency personnel) because of
the presence of an independent third party asking
questions and bringing information to the Court’s
attention.

Further, this model penmits better communica-
tion and understanding between the government
and the private sector at a time when cynicism and
distrust of government have led many people to
believe that they lack an effective voice in public
concems that affect them. The program fosters in-
creased community awareness and involvement in

serious issues affecting children and families.

III. How it Operates:

Administration: The CASA program operates as one
of two programs within the volunteer services unit
at the court. CASAs are appointed by the judge on
particularly sensitive cases where an independent
judgment can be of benefit, working in the best in-
terest of the child. Parents, teachers, caseworkers,
probation officers, and other interested persons all
can recommend to the judge the appointment of a
CASA.

Management: The CASA program is overseen by a
program coordinator and a program supervisor. The
coordinator is accountable to the deputy director of
the agency, conducts the initial intake interviews on
all prospective CASAs, and presents a mandatory,
six-hour orientation training session.

The program supervisor is responsible for the
day-to-day CASA program operation. Case assign-
ment, case assistance, court report editing, and inter-
agency facilitations are among the supervisor’s duties.
Recruitment: Responsible people from as broad a
spectrum of the community as possible are needed
to represent the diverse children who come through

‘the court, special education and expertise are not
required, although any special skills or ability that
CASAs possess are beneficial and are matched, to
the extent possible, with special needs of children.
What is crucial is a commitment to stay with the
child until his or her needs for a secure, permanent
home are met, also a sense of tesponsibility about
the setiousness of the assignment.

A recruitment committee, comprised of CASAs
with an interest in the program as well as individual
children, can be formed to assist in tecruiting addi-
tional volunteers to the program.
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Selection Process: The selection process for involve-
ment in the CASA program is, as follows:

1. Completion of the volunteer staff application;

2. Completion of the security background
check conducted by the police liaison officer;

3. Receipt of favorable reference letters;

4. Completion of an in-depth intake interview
which assesses the potential CASAs
strengths, biases, interests, motivation, and
maturity;

5. Participation in a mandatory, sixhour train-
ing session;,

6. Provision of resource material, including
CASA manuals, prior to the volunteers first
assignment;

7. Matching of CASA preferences with the
needs of the child; and

8. Involvement in the swearing-in ceremony,
making CASAs officers of the court.

Training: Training is a crucial aspect of the CASA
program. In order to enhance the varying degrees of
expertise of the volunteers, ongoing training is pro-
vided. A training committee, again comprised of
CASA;s interested in contributing in this way, assist
in topic and presenter selection, as well as scheduling.
Mangagement: A manual, along with a newly-devel-
oped computer recordkeeping system, is helpful.
Matching of CASA and cases is facilitated with the
use of an on-line minicomputer. Plans to build both
CASA and case profiles can be developed.
Supervision: After prospective CASAs have com-
pleted their orientation and training, these volunteers
report to and are supervised by the CASA program
supervisot, who presently supervises all volunteers.
Cost: It is difficult to assess costs because different
salary structures and levels of donated services have
such a great impact on program costs and vary
widely between communities. Program needs include:
Personnel: At least one full-time experienced
professional, plus at least one 2/3-time ex-
perienced secretary.
Equipment: Office space for two persons, with
some provision for privacy for interviewing;
normal office furniture, plus at least 2-3 com-
fortable chairs are also needed.
Operations: Normal opetating budget for a
two-person office, with provision for some ex-
tra funds for:
a. Printing and Copying—There will be




considerable copying of court reconds,
resource handouts, and mass mailings.
b. Travel and Training—Because of the
newness and uniqueness of this type of
volunteer child advocacy wotk, it is
stongly recommended that funds be
allocated to allow training and on-site
visits to other programs.

¢. Professional Services—If the program
cannot locate donated services in this
area, then funds will be necessary to
purchase legal services, psychological or
psychiatric consultation, and training
expertise. '

IV. How Service is Delivered: The Court-

Appointed Special Advocate makes a commitment
to remain with the child or children until the case
is out of the court system, and to perform the
following activities:

1. Conducts an impartial investigation of the
facts;

2. ldentifies the child’s individual needs which
must be considered in planning for his or
her ﬂlture;

3. Monitors the efforts and progress of all par-
ties, including parents and agencies;

4. Arrives at an independent assessment of the
situation;

5. Reports these findings along with concrete
recommendations directly to the juvenile
judge; and

6. Advocates for the child’s interests both in
and out of court until the child is assured of
a secure and loving placement.

The volunteer allows for greater opportunity for
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the utilization of input from the community into
juvenile matters, a perspective badly needed, which
often does not have an organized way of coming to
the attention of public officials who could use such
input.

Ewaluation: CASAs evaluate their involvement in
their case at the close of court involvement by use
of an evaluation tool attached to their case file.

A CASA office operations and ongoing evalua-
tion committee has been formed to increase feed-
back between CASAs and program staff. A needs
assessment survey was recently sent to CASAs.

Special Considerations: One of the most
significant features about this volunteer program is
the myths which it dispels. One frequently hears that
volunteer staff are undependable, unaccountable,
primarily white, middleclass women, and often
more touble than they are worth; in short, a poor
substitute for paid staff. However, the CASA pro-
gram uses trained volunteer staff in a highly respon-
sible role, calling for considerable independence,
judgment, initiative, and a long-term (ie., multi-year)
commitment. In the child advocacy area, volunteers
can also offer something that our paid staff cannot:
time (because the CASA has one case, not a large
caseload), a fresh perspective (because the CASA
doesn't see the matter as “routine” due to working
with similar cases forty hours a week), and in-
dependence (because the CASA does not need o
fear job-related repercussions from exposing system
shortcomings or criticizing policies).

Note: Examples of existing programs related to any
of the aforementioned models can be obtained by
writing to NAVC], PO. Box 786, Milwaukee,
Wisconsin 53201.




OPERATIONAL GUIDELINE #8:

The volunteer services manager must develop
a system and method for the effective supervision
of all volunteer staff.

Rationale and Discussion:

While on-site supervision of volunteers is not always
necessary, some form of monitoring the performance of
assignments is important. When supervising volunteer
staff, it can be determined not only whether the task is
being accomplished, but also whether or not there is a
good match between the person and the assignment.
Supervision should help to improve the skills of the staft
(volunteer and paid) and help to improve the effectiveness
of volunteer services. Supervision provides guidance and
direction. It is a means of assuring and encouraging con-
tinued good performance and promoting professional
growth. Performance evaluations provide tangible
evidence of the strengths and limitations of a volunteer
staff persion’s ability to do the job. (See also Policy
Guideline #10.) Those responsible for volunteer staff
supervision must have appropriate training. (See also
Operational Guideline #6.)

Methods for Implementing Guideline:
The volunteer services manager should:

- Determine the levels of supervision required.

- Provide special training for supervisors in such

areas as team building, creative problem solving,

leadership effectiveness, listening skills and other
helpful skills for managing people.

- Monitor volunteer services to be sure that proper
supervision is taking place. Some ways of doing this
are:

a) Using spervisory report forms.

b) Reviewing supervisory process by discussion

with both supervisors and volunteer staff.

~ In some cases it may be helpful for the volunteer
services manager to supetvise volunteer staff in
order to demonstrate how paid staff can work with
volunteers effectively.
- Encourage volunteer staff to meet with supervisors
for problem-solving and consultation.

Resources:

Nikkel, R. Volunteer Mobilization, Motivation, and Management. 1981.
Scheier, LH. Guidelines and Standerds for the Use of Volunteers in Cor-
rectional Programs. US, Department of Justice, US. Law Enforcement
Assistance Administration, Washington, DC.: US. Government
Printing Office, 1972.

Office of Juvenile Justice and Delinquency Prevention, (LEAA, US.
Department of Justice). Yolunzeer Services. Washington, DC.: US.
Government Printing Office, 1972.
*Schwartz, 1M., Jensen, DR., & Mahoney, M.]. Vblunteers in Juvenile
Justice (NILE, LEAA}. Washington, DC.: US. Government Printing
Office, 1977.
*Wilson, M. The Effective Management of Volunteer Programs.
Boulder, CO: Volunteer Management Associates, 1976.
Applicable standards published by the American Correctional
Association Commission on Accreditation are:
Manual of standards for adult community residential services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1977, p. 27, 2135.
Muarnual of standards for adult correctional institutions. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 87, 4456.
Manual of standards for adult local detention faclities. Rockville,
MD: Commission on Accreditation for Corrections, Inc.,
1977, p. 13, 5069; p. T8, 5375, p. 79, 5376.
Manual of standards for juvenile commumity vesidential services.
Rockville, MD: Commission on Accreditation for Cotrec-
tions, Inc., 1978, p. 38, 6191.
Manual of standards for juvenile probation and aftercare services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1978, p. 21, 7109,
Manual of stendards for juvenile detention facilities and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 82, 8407, '
Manual of standards for juvenile training schools and services.
Rockville, MD: Commission on Accreditation for Correc-
tions, Inc., 1979, p. 98, 9483,




