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Foreword

This handbook, The ABC's of CABS, was made possible by a grant from the National Institute of
Corrections in Washington D.C. The grant was submitted by the Missouri Board of Probation and Parole
and was administered by the St. Louis Citizens Advisory Board. The grant was awarded on October 1,
1980.

The grant, entitled Project FIRM: Fostering Involvement in Rural Missouri, was designed to promote
citizen participation in Probation and Parole activities by establishing citizens advisory boards in rura
Missouri. St. Louis and Kansas City, the state's two metropolitan centers, have well-established CABs,
and their success sparked interest in developing new CABSs in other areas of the state.

The fina step of Project FIRM was the creation of a handbook to instruct interested communities and

districts in organizing and developing a citizens advisory board, as well as document the history of the
existing CABs.




Introduction

State and federal budget cuts have hit no socia ser-
vice harder than Probation and Parole. Tightened fiscal
belts and ever-mounting caseloads have forced many of-
fices to either cut valuable programs and services or to
seek out aternative solutions.

The Missouri Board of Probation and Parole has
found one such aternative way of maintaining quality
service without spending an extra cent. In severa areas
of the state, they have set up volunteer-comprised
boards, called citizens advisory boards (CABS), to es-
tablish and administer services that the probation and
parole office is no longer able to handle effectively. The
CABs were also established to involve the community in
the correctional process and to help coordinate new or
existing volunteer programs. Some were formed to set
up specia programs to fit the specific need of the area’s
probation and parole office.

Yet none of the CABs stopped with just one or two
established functions. Several of the older CABs have
gone on to create new, innovative programs that other-
wise could not have been offered to Probation and
Parole clients. Many CABs have raised money for client
assistance funds, as well as other programs.

As the CABs began to prosper, a new, vital function
of the CAB surfaced. As the CAB members grew more
enthusiastic about the success of their programs, and
this enthusiasm spread into the uninformed community,
Probation and Parole offices, usualy a target of bad
press and publicity, began to receive positive reinforce-
ment from the community. The CABs have recognized
their public relations function, and many have estab-

lished programs to educate citizens about probation and
parole activities.

The CABs are composed of volunteers from all seg-
ments of the community, including lawyers, educators,
bankers, doctors, businessmen, corporate executives,
homemakers and socia workers. Many members are in-
fluential community leaders. Many are private citizens
with spare time to devote to a good cause. All have al-
truistic interests in bettering their community.

This handbook will attempt to guide you, the pros-
pective CAB founder, in determining why and how to
establish a successful, working board. As no two Proba-
tion and Parole service areas and/or communities are
alike, and your CAB will be representative of your com-
munity, this handbook can not provide you with the
exact steps you need to follow. We hope, however, to
give you a thorough understanding of how a CAB can
be formed, what services have been and can be provid-
ed, and how others have set up successful CABs. Per-
haps some of our examples will aso work in your com-
munity.

Finaly, athough you will need to make no financia
investment to start a CAB, there is a definite need for a
significant investment of time and dedication. No suc-
cessful CAB dsarted overnight. All have experienced
periods of conflict and confusion. We hope to prepare
you for these, too, and hopefully show you how to
avoid them. CABSs require persistence, patience and per-
severance. Yet, as Missouri Probation and Parole staff
have discovered, the investment pays off well.



Part One;:
The Planning Stage



starting up

The idea of a citizens advisory board sounds good to
you. But before this idea can be made a redlity it must
first have staff and community support.

If the rest of the staff is receptive to the CAB idea
your job will be that much easier, for you will have their
help and input. It is important for everyone to know
that a CAB poses no threat to anyone's job. The CAB
will not cause changes in policy that will effect their
jobs. A citizens advisory board will eventualy enable
the staff to provide better services to Probation and
Parole clients.

After you have received support for your CAB from
your staff, seek out a reaction from the citizens in the
area to be served by the CAB. A good indicator is the
general attitude exhibited toward Probation and Parole
and the entire correctional process. You can measure
atitudes scientifically by surveying residents, but this
may be too timeconsuming or even unnecessary. You
can rely upon the knowledge you and your staff have
about your community and its residents. If you fed
overwhelming negative or hostile reactions from the
community, perhaps it is best to reconsider your alter-
natives. If it appears that your community would favor
the plan and support it, you are ready to proceed.

Once you have decided the need for a CAB exists in
your community, you again need to evauate the com-
munity. This time, you need to focus not on attitudes,
but on the members and structure of the community.
Seek out the people who represent the community and
its concerns. You will want to identify those who wield
power among the influential groups in the community
and would help in establishing the CAB and implement-
ing its programs.

It is a rare community these days where only one or
two people congtitute the entire sphere of influence.
Most “powerful” people are powerful in one specific
sector in the community. For instance, the minister of
the largest church in the community wields much power
due to his religious leadership. In most communities,
the power is focused in four main areas. political, eco-
nomic. socia and religious.

The obvious political leaders to contact are elected of-
ficials, such as your mayor. councilmen and assorted
congtituent-approved leaders. Political party leaders are
often more influential than the elected leaders and are
worth contacting, especially for the connections they
have. Poalitical campaigners have an established record

of committment and hard work in a volunteer capacity,
and they can be valuable to your CAB or volunteer pro-
gram. Although their influence may be limited. such
hard workers are as necessary to make a board work as
the people with big names.

Economic power is the ultimate power today, and
having an economically-influential person helping your
cause will be invaluable, especiadly when your board
takes on fundraising activities. Banker, industrial lead-
ers and powerful businessmen are people you need to
know. Although economic power sources tend to stay
out of the public eye more than social and politica lead-
ers, they are just as important.

Socia leaders vary from region to region. In academic
communities, for example, professors and academic ad-
ministrators carry community clout. Wives of impor-
tant men are socialy significant and often have the time
to devote to good causes. Retired men and women are
another source of socialy prominent individuals with
the time to devote to volunteer work.

Religious leaders, as we mentioned, are those people
who are involved in community activities of a religious
nature. Many religious leaders may only be members of
a church who are deeply committed and involved in its
programs.

By pinpointing the leaders of influentid circles, and
convincing them of the benefits of a CAB, you are lay-
ing the groundwork for establishing a community-ap-
proved organization. You are also making the contacts
necessary to locate the best-possible board members.

Now you know who has power and who has money.
Now look for the third and final building block of the
foundation of your CAB: community resources.
Various organizations have considerable manpower that
could be harnassed to establish your cause. Service or-
ganizations, church groups, halfway houses, and uni-
versities are filled with individuals willing to volunteer
their time to champion a cause they fed is worthy. By
introducing your plan to these groups, you might gain
support and insight for your plan. Many may be able to
suggest group projects that could help set your CAB in
motion and introduce it in a positive light to the com-
munity.

Rehabilitative community agencies have many goas
that might be similar to your CABs goals. Hard workers
and people with ideas that could benefit Probation and
Parole clients are associated with such agencies.

Service organizations vary greatly in cause. but they
are also a good place to locate manpower and ideas.

Church groups are more of the same. They are a good
place to locate active and influentia volunteers.

Courts are another community asset to be explored.
Retired judges and lawyers have had extensive experi-
ence with the correctional process. Many vauable pro-
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grams have been conceived by people who are familiar
with the criminal system.

Many of the programs that you might choose to es-
tablish involve the cooperation of the courts. It is an
important step to establish a good working relationship
with local court officias.

Universities and colleges are a tremendous source of
manpower. Many prolific ideas have aso come from
professors in fields dealing with criminal justice or so-
cia work. Various university departments offer intern-
ships to students who are prospective socia service
workers. Perhaps university officials can be persuaded
to consider offering additional internship hours to the
student volunteers in your CAB.

Media Publicity can be utilized in favor of Probation
and Parole. To achieve good working relationships with
the powers that be, involve a media-related person in
your CAB. The CAB will benefit from learning how to
gain in public recognition, advertise meetings and pro-
grams and educate the public to the role of probation
and parole in the community.

Looking for Mr. GoodCAB

After you have evaluated the power and support base
for your CAB service area, you can select individuals to
serve on your board. As you have introduced your CAB
plan to different community leaders and workers, you
should have been keeping a dossier or menta record of
their reactions, as well as the benefits they offer to the
board. Now you need to select those individuas that
you believe would work together to achieve the ends you
have set for the board. When selecting board members,
there are severa criteria to mest.

First of all, you need to remember that the board is
being established to reflect the needs and make-up of
the community, as well as to serve the needs of Proba-
tion and Parole. Therefore, a board composed entirely
of middle-aged male lawyersis hardly going to be repre-
sentative of a heterogeneous community. A good mix of
demographic characteristics will include a combination
of varying occupations, races, sexes and ages. Keep in
mind, though, that the CAB is a representative of your
community. So if your community is well-endowed with
a population of German Lithuanians, for example, you
should have that group represented on the board.

This mix should come naturaly. It is unlikely that a
CAB will ever be composed of only men, women, blacks
or middie-aged lawyers. However, this doesn't mean
YOU should earmark certain groups for the board. There
should be no written quotas. The most important quali-

fication is motivation and a willingness to work.

You should also seek out a variety of professiona
people who will bring to the CAB a certain amount of
expertise or specia skill in a field useful to the CAB'’s
goas. You will also want people who are trusted and
respected by the community, know the community, and
have good relations with various factions within the
community.

There are certain varieties of professionals that have
proved of value to Missouri CABs, and they might also
work well on your CAB. Doctors are usualy highly-
respected, prestigious, and well-educated individuals.
Lawyers are often familiar with the problems of a Pro-
bation and Parole offices and their legal expertise is in-
valuable to a CAB. Bankers have financia knowledge
and connections. University professors and teachers,
particularly those in applicable socia science areas such
as psychology and criminal justice, can be valuable for
their experience and knowledge, as well as their connec-
tions to college students (a good volunteer source). Reli-
gious leaders, ministers, rabbis, priests and nuns, as well
as parish workers. have valuable interpersona skills and
experience in community involvement and volunteer ex-
perience.

Other occupations to consider are social workers,
judges, and law enforcement officials. These people al-
ready have valuable education and experience in the
criminal process. Retired men and women who once
served in an occupational capacity we have suggested
also make good CAB members. Not only do they have
valuable expertise, but they have more time to devote to
such a cause.

Above dl, when selecting your CAB members, you
must consider the individual. He must have the right
attitudes toward the CAB plan. A CAB should not be
viewed as a vehicle for further punishment of Probation
and Parole clients. The CAB will be a service to the
present system, the clients, Probation and Parole staff,
and the community.

People with influence are desirable for the board. But
more important than a “name,” is the willingness of a
person to work hard for the CAB. It is much better to
have someone on the board who is a “doer” and be-
lieves strongly in the ideas and goals of the CAB plan,
than an influential pa-son who is indifferent to those
goas and ideals. The best CAB member is someone with
both qualities: influence and motivation. The best CAB
is composed of al three kinds of people: the influential.
but busy; the worker; and the influential worker.

All of the CAB members must have an interest in the
correctional process, and must be willing to volunteer
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their time, services and skills for the CAB.

Selecting board members is a uniquely personal
process. All CAB organizers will do it differently and
will pick different kinds of people. Follow your judg-
ment, but back up your judgement with observation,
recommendations and observations of fellow staff
members, community leaders and friends.

An ideal board consists of people of various ages,
sexes, races and occupational backgrounds, which
might encompass the educationa, lega, financial, in-
dustrial, media-related and professional fields, all of
whom are highly motivated and dedicated to the CAB
cause. They should be bound together with a common
outlook and philosophy. They should be willing to work
together with courtesy and deference to each other, for
you need people who can be both team players and cap-
tains.

You will be overseeing most or all of these selections.
It will be one of the most important phases of the CAB
process. It should be done carefully and thoroughly.

After deciding who you want on your CAB, you must
actively solicit their membership. This may take some
convincing, as many of the most desirable community
members are approached often to devote their time to
good causes. Taking them to lunch and using a little
friendly cagjoling is allowed. And rejection is a possibili-
ty. But the CAB idea has its own merit, and a good
saling job should keep your regjection rate relatively
low. Once you secure new members, solicit their advice
in further CAB choices. Perhaps they know of citizens
that would make excdlent board members who you
have overlooked. It is possible that the CAB service area
is severa communities and certain CAB members may
have a better idea of who to recruit than you do. They
may be more successful in convincing a potential
member to serve on the CAB than you might be. Once
the first few members have agreed to serve, the selection
process becomes significantly easier.

Solicit help from the rest of your staff. Have them
speak to potential members and have their circle of re-
cruits continue to recruit. Again, your field of candi-
dates increases, and you are continuing to involve the
rest of the staff as well.

Rehahilitative community agencies, service organiza
tions, church groups, other governmental agencies and
universities are good places to explore for possible re-
cruits. You might even place advertisements with the
local radio stations and newspapers.

Later, after the board is well-established and more so-
phisticated, you may elect to take applications to replace
retiring board members. You may also choose to set up
a speciad committee to administer a thorough and pre-
cise recruiting procedure.

Though CABs have the potential for universal good,
don’t make your baliwick too large. Keep it small enough to
insure program success.

The Outer Limits of the CAB

The size of your CAB areawill serveis aso an impor-
tant consideration at this planning stage. Y ou may wish
to have the CAB serve the same area that your Proba
tion and Parole office serves. You undoubtedly have
one city or town that will be the CAB headquarters. It
may be the largest town in your Probation and Parole
service area or the town in which the Probation and
Parole office is located. More CAB members will prob-
ably be chosen from that town or city. However, if your
CAB sarves a larger area than just that town, such as a
multi-county district, then you should have CAB
members from the outlying regions of your district to
promote further input and representation.

It may take a few months, or a few years, to reach the
perfect geographic size in which your CAB will func-
tion. Some very productive CAB’s work well covering a
large area. and some have needed to continually pare
down their area. The West Plains, Missouri, Citizens
Advisory Board, for example, provides vauable ser-
vices to six counties, Howell, Oregon, Shannon, Ozark,
Douglas and Texas. There are a least two members
from each county, and once a month, some members
travel as far as 100 miles to attend a CAB meeting. The
Cape Girardeau Citizens Advisory Board was originaly
part of aregional board that covered 24 counties. After
paring down twice, they finaly settled on a three-county
board.

There are many disadvantages of a board that covers
too large an area. The distance to and from meeting
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places is too long to make meetings convenient for many
of the members. This is a severe concern in the times of
high-priced or limited gasoline.

A large CAB territory also makes membership cum-
bersome. Even two members from each county of a 24-
county board can congtitute a mob when they all meet in
one place.

Finally, with members representing such diverse
areas, the CAB has a hard time developing a common
identity and purpose. Members from a rural county on
the west side of the territory may have a different per-
spective than members from an eastern city.

Missouri coordinators have discovered that CABs can
be effective in a variety of sizes, but, at least at the ini-
tial stages, the smaller the CAB territory, the more man-
ageable the CAB will be. A CAB that establishes pro-
grams in a centralized area will receive more frequent
and focused attention than one that has programs scat-
tered around a large area.

How to Cope with Potential Problems
at this Stage

You will most likely encounter a problem with the
time commitment that is necessary to start a CAB. Most
Probation and Parole officers are already swamped
with work. Missouri CAB coordinators admittedly gave
up quite a bit of free time to establish their CAB. Then,
after it was initially organized, they spent the same
amount of free time, if not more, maintaining and guid-
ing the board through the initial stages of growth.

At first, a CAB may seem more like a sacrifice than
an investment. A sacrifice of your free time and hard
work without any concrete results. But it is an invest-
ment, and it will eventually pay off. After the initia
organization, a CAB starts developing its own course
and programs. As the CAB members become more fa
miliar with each other, they develop their common pur-
pose and start creating their own programs and proj-
ects. At thistime, it islikely that you will stop playing as
large and vital a role in the CAB. Your duties will di-
minish as the board gains independence. Eventualy,
you will become more of a reference source than a
worker. At these early stages, however, your efforts are
vital and must remain constant. If your enthusiasm
wanes, your members will too.

Another problem at this stage is the lack of volunteer,
staff and community interest in establishing a CAB. It is
conceiveable that some towns are ssimply not ready for a
CAB, or are unwilling to support a CAB. For a CAB to
survive, it must be supported by the community.

If the community and key members in the community
are educated to the benefits of a CAB, there should be
little resistance. In fact, most communities will welcome
a CAB. Many community members may not actualy
choose to take part in its formation, but will not do any-
thing to impede it. Every community, no matter how
small or apathetic, has people willing to donate their
time, energy and even money to helping the community.
If you take the proper steps to find these people and
convince them of the idea's benefits, then you are on
your way to establishing a CAB.

You are also dependent on your staff for the success
of the CAB. If the Probation and Parole staff is hostile
to the CAB idea, you have lost a primary source of con-
tacts, potential assistance and have established a block
that will most likely frustrate CAB members later.

Some staff members may believe that the CAB will
pose a potential threat to their jobs. They may believe
that volunteer programs will require some time involve-
ment in their already-overloaded schedule. Since the
CAB is technicaly another volunteer program, they
may carry over this negative bdief.

The best way to combat this negative fedling is for
you to meet with all of the staff. In this meeting, you
should explain the purpose of establishing a CAB, and
that if they support the CAB consistently, it will eventu-
ally make their jobs easier. Their jobs are not threat-
ened. The board will have no input into policy that
might affect their jobs. The board can only enhance
their jobs, for it will become another resource.

Communication is the best way to head off negative
or incorrect bdiefs. If you communicate and educate
your fellow workers, you should be able to deter any
hogtility and produce support for your CAB.

Again, the problem of CAB service area size should
be mentioned. Many attempts to develop CABs failed in
Missouri because they tried to encompass too much ter-
ritory. The optimum for a CAB to cover is three to five
counties. If your Probation and Parole didtrict is that
size, then your district should be the geographic limits
for your CAB. This is ill a large territory to cover,
especialy for a new board. Problems arise the larger
your area.

It is best to establish your CAB in a centrally-located
city, or one where your Probation and Parole office is
located, as CAB members usually fare better if they
have a common meeting point. If this meeting point is
not conveniently located, or the attendance of distant
members begins to wane, you might vary the meseting
place. This is especially advisable if you have many
members from outlying regions, or if there is more than
one metropolitan center in your district. Although a
common meeting place is desirable, it is far more impor-
tant to be accessible to al the members, so that consis-
tent attendance can be maintained.

10



Plan the meetings around distant members schedule
as much as possible. Finding a mutually convenient time
for al your members to meet will be difficult, if not
impossible. Yet if you can pay extra attention to the de-
mands of the out-of-town members, you may help alle-
viate the geographical problems. For example, let us as-
sume your CAB has ten members and two of them live
out of the city. After talking to those two members, you
find that one comes in occasionaly for business pur-
poses on Thursdays. The other never comes to the city,
except to shop with her family. After speaking with the
other CAB members, you arrange to meet Thursday
evenings after work. This way, the one member can
come to the meseting after his business is taken care of,
and the other can meset with her family after the meseting
to go shopping, for the stores in your community are
open late Thursday nights. Many rural-Missouri CABs
meet for dinner, which makes the sometimes lengthy
trip to the meeting more bearable. Metropolitan CABs
have found that dinner meetings sometimes takes too
much time out of members hectic schedules. Arranging
to have the meetings fit into everyone's schedules is dif-
ficult, but the more members you accommodate, the
better your attendance will be.

In rural areas, there often surfaces a measure of jea
lousy between the larger towns. Many times, programs
will be administered in one town, and the members of
the other towns might wish to have a similar program
established in their town. Sometimes jealousy can occur
between rural and urban members, for the rural
members wish that more was being done in their area.
The best way to aleviate this problem is, again, to ad-
dress it before it occurs. You should emphasize to the
new members that the CAB is for the entire Probation
and Parole service area and consideration will be given
in serving the entire area. The largest city, however, by
virtue of its superior population size, will undoubtedly
have more offenders in need of help. Therefore, serving
that area should receive primary consideration. If the
problem persists, compromises could be reached by set-
ting up programs in various parts of the district.

You could capitalize on community competition by
using competition between other organizations. For ex-
ample, one community’s lion’s club could attempt to
surpass the funds raised for the CAB by a neighboring
community’s lion's club. The problem of jealousy is not
common, especialy not to the degree that it threatens
the efficiency of the CAB. You should be aware of and
prepare for the potential problem. your CAB. The most
obvious solution to a meeting place problem is to hold
the meetings at the Probation and Parole office. If the
office is too small. inconveniently located, or the office
does not offer a relaxed atmosphere, then you must
meet elsawhere. Reserving a room at a restaurant and

holding a dinner meeting (the CAB members divide the
cost) has worked well for many Missouri CABs. Meet-
ings can be held in private homes. Sometimes churches,
libraries or schools will donate the use of a meeting
room. If locating a place to mest is a problem, discuss it
with your CAB members. They may know of a place
that you had not thought of, or may be in a better posi-
tion to secure a room for permanent use.

Although the problems we have just mentioned are
the most-common. there may be additional problems
that we have not encountered. The best and only advice
for other problems that occur is to use your best judg-
ment. Try to recognize a potential problem and correct
it before it threatens your CAB continuity. Good com-
munication is- the best problem-solver.
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Part Two:
The CAB In Operation



The Working Citizens Advisory Board

You have brought together motivated, intelligent,
concerned people who are interested in corrections and
are willing to donate their time, services and skills in
assisting the Probation and Parole agency in helping of-
fenders. In your recruitment of these members, you
have probably discussed the purpose of the board as you
see it. Now you need to clarify your purpose of the
board, and the purpose as it is seen by the rest of your
staff.

For this mutual understanding to occur, your board
needs to understand, and share, the ideas set by the
Probation and Parole staff. The CAB members cannot
assist the agency if they don't understand or agree with
the agency’s purpose. Therefore, you will need to have
this purpose, or “mission statement,” agreed upon by
your staff, documented and distributed to the CAB
members.

You will also need to explain that you wish the CAB
to function eventualy in an independent, assistant ca-
pacity to Probation and Parole. Although now you will
initially lead the board, you hope someday to be relied
on only for resource information and as a liason to the
Probation and Parole office.

Distinguish and document for their benefit the impor-
tant relationship between the Probation and Parole of-
fice and the CAB. Emphasize the need to share goals,
ideals and ideas, but also the need for distance and in-
depdence. If a board becomes too involved with serving
the needs of the Probation and Parole office, it no
longer represents the community, and may lose credibil-
ity as a citizens board in the eyes of the community. If
the board becomes too independent, they may stray
from their original goals and purpose. They may begin
developing programs and ideas that are intangible to the
Probation and Parole office and the CAB’s origina
purpose.

Priority-sharing Phase

Establish and discuss the objectives the CAB
members have individually set. Without discussing what
the members hope to accomplish, there can be no agreed
purpose for the whole group. Once you have established
a common purpose. then group dynamics can work.
This learning and discussion process may take consider-

able time. It is time well-spent, however, for a statement
of purpose that comprises the feelings of al of the
board members is likely to endure far longer, and stands
a better chance of being redlized, than a statement of
purpose that is designed by a few members or dictated
by the Probation and Parole staff.

Having the members discuss their philosophies and
beliefs with one another serves a variety of purposes.
They gain a common identity: they know who they are
and why they are. They know what they want to do and
have gained motivation toward that goa. They have
gained insight into each other. They have aso gained
insight into how to communicate effectively with each
other.

Initially, devote meeting time entirely to establishing
the philosophy and goals of the CAB. Planning actual
programs comes a little later. Right now, it is essential
that all members contribute to and share a crystal clear
definition of the board. Having established that defini-
tion will aleviate any fedings of futility and senseless-
ness for the CAB’s existence. You need that solid foun-
dation on which to build your concrete programs. These
goals should be in harmony with the philosophy of your
staff.

All of this will take time, and may make your more
energetic, motivated members restless. The members
should be aware that the discussion is important to keep
things rolling later on and is a necessary, valuable ex-
change of ideas.

Training and Orientation

After a common philosophy is established the CAB
members need to be oriented to the Probation and
Parole system. The members need to know the proce-
dures and organization of Probation and Parole in
order to work effectively within the system. Some
members may have an accurate understanding of this
system; others may not. Everyone would benefit from
an orientation course, whether it be a first look at the
system, or a refresher course.

If your office aready has a training course for volun-
teers, you might suggest they attend a session. Y ou may
choose to train the CAB members yourself, or use the
training course to supplement your training. You may
wish to include a visit to a state prison in their training.
This first-hand experience would broaden their under-
standing of the pena system, and might offer insight
into an offender's attitudes. Such a visit would also
bring them closer to the atmosphere surrounding Proba-
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tion and Parole. Y ou might wish to set up meetings with
law enforcement and Probation and Parole officids.
You might have a veteran Probation and Parole volun-
teer speak to the group. Since you know your town,
CAB members and resources best, you are the best
judge as to what is available to train and prepare your
CAB members.

Election of Officers

The next step towards practical implementation of the
board is the eection of officers. The officers will afford
the CAB a sense of structure and will further CAB unity
and sense of purpose.

Most CABs €elect the usual officers. president, vice
president, secretary and treasurer. Later, when the CAB
becomes more sophisticated, they may create new of-
fices, such as chairmen for different committees and
subcommittees related to the programs they imple-
ment.

During or before the meeting in which they elect of-
ficers, board members should agree on the role and term
of each of the officers. One CAB coordinator wrote a
brief biographical sketch of each of the CAB members
and then sent this list to each of the members before the
meeting. This gave the CAB members a chance to know
more about the other members before they voted. As
you or another staff member may unintentionally effect
the outcome of many €elections and decisions, voting
should be restricted to CAB members only.

After the CAB has advanced and taken on a variety
of functions, you may establish committees and select
chairmen for them, such as a ways and means commit-
tee for budgeting purposes. Committees could also be
established to be responsible for the administration of
new programs. It has not been uncommon procedure
for a CAB to fill a retiring member’s vacancy on the
board with a specific program in mind. For example,
your CAB is thinking of implementing a program to aid
drug-dependent clients. The CAB might consider filling
the board vacancy with a person with experience in
drug-related programs.

Attendance Requirements

Ideally, everyone on the CAB will be so excited and
motivated about the CAB plans that no one would want
to miss a meeting. However, the people on your board
are busy people. Sometimes a board member is truly in-
terested in the CAB cause, but has just too many de-
mands on his or her time. When their dependability can
be questioned, it is best to fill their position with some-
one who can make the meetings regularly. If the
member is truly interested in helping the CAB, but just
cannot cope with additiona demands on his or her
schedule, then perhaps they can serve in an honorary or
advisory capacity. Perhaps they can return to active
duty later. Whatever the causes for member turnover,
there is a need to set attendance requirements. In order

One of the first things a new CAB should do is to talk about their purpose. Let all members air their views. express their
hopes and concerns, and share their ideas, knowledge and objectives with other members.
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for a CAB to be effective, the members must attend
meetings regularly. You should aso establish quorum,
or the percentage or number of CAB members that need
to be present to vote on issues.

When you and your CAB are establishing the atten-
dance requirements, stress the importance of “being
there’ to the survival of the CAB. When the require-
ments are defined, determine how many mestings a
member is alowed to miss annually. Also define how
many meetings in succession a member is alowed to
miss.

By-laws

The CAB will need to document the roles of officers,
attendance requirements and other administrative de-
tailsin your by-laws. Y ou may need the help of an attor-
ney, for well-written by-laws are essential item if you
decide to incorporate. Besides being an essential compo-
nent for incorporation, by-laws also afford your group
an official flavor. Your by-laws are your guidelines, and
are an excellent toal in orienting a new board member to
your CAB’s purpose and structure.

Here are some of the items that have been outlined in
various Missouri CABS' by-laws:

1. The establishment of a proper and legal name.

2. The purpose of the Citizens Advisory Board.

3. Membership and attendance requirements, includ-
ing the maximum number of members allowed,
how many members are alowed from each area,
membership qualifications (i.e. interest in Proba-
tion and Parole activities), appointment proce-
dures, term limits for members, and a code of con-
duct.

4. The titles of officers, their terms and their
duties.

5. Mesting procedures, such as a fixed meeting time,
the manner in which the meetings will be conduct-
ed and the definition of quorum.

6. The establishment of standing committees and
how special committees may be established.

7. Amendment procedures.

A copy of the Kansas City by-laws are included in

appendix one.

I ncorporation

You may decide to set up a fundraising program. If
You choose to get involved in such fundraising as con-

tribution or grant soliciting, then you will need to incor-
porate the CAB. It may not become necessary to incor-
porate for months, possibly years.

Once the CAB is incorporated, it is officialy recog-
nized as a non-profit institution. The non-profit status
will make it easier to secure funds from corporations
and the private sector. Once incorporated, your CAB
will also be dligible to obtain federal tax exemption
status, which will mean more money for programs and
services.

The steps for incorporation are coated with red tape.
They also vary from state to state. Again, an attorney
can be invaluable for the incorporation process. If you
wish to attempt it yourself, call your Secretary of State's
office and they will tell you the proper procedures to
follow for your state.

CAB Programs

After establishing a common philosophy, the best
way to create a sense of purpose at the early organiza
tional stages of your CAB is to have a purpose. Give
your newly-organized CAB members a program to work
on immediately. A program gives the group something
to rally around, helps avoid a sense of futility and wards
off impatience and boredom. A program affords the
CAB . sense of urgency and usefullness. Their energy
and resources are quickly tapped.

Before active involvement begins, however, the pro-
gram, and aternatives, should be discussed. You want
to get the board going, but not rush it into confusion. If
you suggest a program or programs, and gently direct
attention to the needs of your office, clients and com-
munity, the members should accept an idea without res-
ervations. In fact, they should welcome a project, espe-
ciadly if they have a well-defined purpose and adequate
training behind them.

As each community has its special needs, so will each
CAB need to establish programs that are congruent to
those needs. You may find some of the programs we
have documented would suit your community. Or you
may wish to tailor or create a program to suit your indi-
vidual needs. Some of the larger and more sophisticated
Missouri boards, like the St. Louis CAB, have several
programs. Others, like the Cape Girardeau CAB, have
focused their energies on the one major project. Many
younger, smaller CABs develop new programs as they
mature.

The programs we have recorded can be placed in three
general categories. Programs that aid clients, or client.
assistant programs; programs to improve the relation-
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ship between the community and Probation and Parole,
or public relations* programs; and finally, fundraising
programs to make the first two groups possible.

CAB can also stand for
Client Assistance Board

The largest category of programs deals directly with
Probation and Parole clients. These services and pro-
grams are developed with the aid of the local Probation
and Parole office. They are designed to be administered
through a Probation and Parole officer for his client.

Establishing a Client Assistance Emergency Fund is a
way to meet the unusua financial needs of Probation
and Parole clients.

Money is kept in an emergency fund. When a client
needs emergency cash, i.e. bus fare to get to his new job,
or for food, he cals his situation to the attention of his
parole/probation officer. The officer relays the request
to the CAB through you. Usually the decision of
whether the money should be provided lies with you and
the CAB treasurer, since you know the situation be<t,
and since there is a definite time factor involved. Even-
tualy, perhaps the lion's share of the responsibility for
the administration of the fund could lie with the treasur-
er or another appointed CAB member. Sometimes the
funds are granted outright to clients, sometimes they are
loaned. Although efforts are made to collect monies
loaned, there is no forced repayment.

Former offenders occasionally face financial emer-
gencies. The client assistance emergency fund allows the
probation/parole officer a chance to offer something
other than moral support to a strapped client.

Bad check writers have been an increasing burden to
overloaded court dockets and local businesses. Repeat
offenders are not uncommon, and occasionally the
crime occurred because of an error in math. The Finan-
cial Management Course is a program designed to teach
bad-check writers how to manage their money instead
of fining them or sending them to jail.

The course requires the cooperation of local judges
and prosecuting attorneys, as it is an alternative to sen-
tencing, and can only be effective when administered
through the courts.

The Probation and Parole agency recognizes that
many bad check writers do not willingly commit a
crime. Offenders may be irresponsible in balancing their
accounts, or simply forget how much money they have.
Some may know that they have insufficient funds to
cover the check, but plan on covering it before the check
is processed.

Yet whether they write the checks out of negligence,
procrastination, or intentionally, bad-check writers
need to be taught how to manage their finances careful-
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ly. The course teaches them how to be responsible with
their money, and acquaints them with, banking proce-
dures.

The program has been successful in many CABs in
Missouri. The Probation office in Union, a small town
near St. Louis, conceived the financial management
course and has reported general success. CABs in other
areas have started the course and are also having success
with it.

As noted earlier, the financia management course re-
quires the assistance of the courts. CAB members
should contact judges and lawyers in their district and
explain the need for such a program. Once they have
secured cooperation, the CAB can work out the details
of the agreement.

Usually the judge will sentence those people charged
with writing bad checks to the financia management
course rather than fine them directly or send them to
jail. The judge imposes a fee of $25 on the client. The
client attends the class, which in West Plains, for ex-
ample, meet for 2 1/2 hours on Monday nights for three
weeks. Upon completion of the course, he is free to re-
turn to his daily routine, equipped with a new under-
standing of his financial responsibilities.

Failure to complete the course brings the offender
back to the courts, where he usually receives a more tra-
ditional punishment.

The $25 fee is used to pay for material and resource
costs absorbed by the CAB. These include the cost of
the workbooks, renting the classroom and paying the
teacher. Some CABs have received use of the classroom
and/or the teacher as a donation. Further profits se-
cured from this fee, and there often are profits after the
overhead, are used by the CAB for other programs.

The financia management course not only benefits
the clients, courts and CAB, but aso reaches into the
community and helps local businesses. Many business-
men are hesitant to turn over bad checks for prosecution
for a variety of reasons. If you and your CAB contact
some of these businessmen and explain the program to
them, you are more likely to secure their support and
reinforce the program. This reinforcement will mean
more merchants turning over bad checks, more commu-
nity members supporting your program, more clients as-
signed to the course, and more money for your CAB to
use for additional programs.

Another program with a similar focus but a different
audience is the First Offender D.W.I. Course. Likethe
financial management coursg, it is administered through
the courts and requires the assistance of judges and law-
yers. It is also an aternative-to-sentencing program that
provides a valuable service and can eventually provide
funds for more programs.

The procedure for the DWI course is similar to the
financial management course. People charged with first
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