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� Why Evidence-Based Practices in Travis 
County?

� Overview of Travis Community Impact 
Supervision Model (TCIS)

� What Have We Done and Where Are We 
Going? 

� Lessons Learned

� What Have We Gained?



Why Evidence-Based Practices in 
Travis County ?
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Challenges Facing Probation in Texas

Demand for probation systems to become more effecti ve 
in reducing recidivism and divert offenders from pr ison 

while protecting public safety

Growing county population

Jail and prison overcrowding

Stiffer competition for resources to pay 
for incarceration at state and local level

Shift in philosophy from solely monitoring complian ce 
with conditions to actively working with probationers 

to reduce recidivism for the long term
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Some Texas Statistics

� State Prison Beds:  If no change in policy – 168,166  by 
2012, with shortfall of 17,332 beds

� 2nd highest incarceration rate in nation w/ 206% increa se 
in incarceration since 1980

� Probation population is 400,000+
� Probation Revocation Represent 1/3 of Prison 

Admissions with about ½ of those for technical viola tions
� The technical violations in FY06 (12,440) will cost  the 

state about $757M in incarceration costs
� Counties that received new funding to reduce caselo ads 

and to provide treatment to offenders last biennium  
(2006-07) showed 1,155 fewer revocations in FY2006 and 
about $67M in cost avoidance

� Texas Legislature significantly invested in probati on for 
treatment alternatives to incarceration.
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Texas Legislature 
Three Recommendations

� Reduce caseload size

� Provide more treatment options

� Develop progressive sanctions to 
address technical violations 
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· 1,500 new Substance Abuse Felony Punishment 
treatment beds ($63.1 million increase)

�

· 1,400 new Intermediate Sanction Facility (ISF) beds 
($28.8 million increase; shared with Parole)

�

· 800 new Community Corrections Facility (CCF) beds 
($32.3 million increase)

�

· $10 million increase for Outpatient Substance Abuse 
Treatment

�

· $10 million increase for Mental Health treatment 
through the Texas Correctional Office on Offenders 
with Medical or Mental Impairments 

�

Provided thru

CSCDs TDCJ

The 80th Texas Legislature greatly expanded 
choices available to judges, prosecutors, and 

community supervision officers as alternatives to 
incarceration:
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Developments in the Field

How can a locality implement 
EBP in a systematic and 

cohesive way that maintains 
fidelity to the model? 

Evidence Based Practices (EBP) model as a strategy to 
enhance the effectiveness of probation.  

EBP:  Similar to evidence-based medicine.  The goal  is to improve 
the CJ system by implementing programs and policies  that 

produce results, in this case a reduction in recidi vism. 

Sound Organizational Practices

Effective Programs

Collaboration

Data Driven Policies
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Travis is Fifth Largest Probation Department in Tex as
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TCIS Model in a Nutshell

Effective Assessments to Classify Population

Low Risk 
Offender

Social Problem 
Offender

High Risk – “Last 
Chance” Offender

Minimum 
Supervision

Report on time, pay 
fines and fees

Programs and 
Progressive 
Sanctions

Change behavior

Intensive 
Interventions & 

Strong Surveillance

Possible Revocation

Differentiated Supervision Strategies
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Supervision and Programs That Are Consistent 
With EBP Principles

Stronger and More Effective Response to Moderate an d 
High Risk Offenders

Low Risk 
Offender

Social Problem 
Offender

High Risk – “Last 
Chance” Offender

Diversion from 
System

Reduction in 
Recidivism

Compliance 
and/or revocation



Relationship to Conditions
of Probation and Supervision Strategies

•Use of surveillance-type 
programs and cognitive 
interventions
for all but most extreme
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� Why Evidence-Based Practices in Travis County?

� Overview of Travis Community Impact Supervision Mode l (TCIS)

� What Have We Done and Where Are We Going? 

Defining the Current Reality

Strategic Planning and Staff Development

Assessment as the Foundation

� Lessons Learned

� What Have We Gained?



Our First Step Was 
Defining “Current Reality”

Organizational assessment of 
department to determine its 

strengths and weaknesses along 
evidence-based practices
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Department Assessment Promising for EBP

Travis department has qualified 
personnel, strong processes, 

supportive judiciary and active 
Community Justice Council  to 

provide foundation for EBP

Department needs  to improve 
assessment and field supervision 
strategies, program monitoring, 
and training, and needs to bring 

balance to a culture in which 
process is main focus

Travis Community Impact Supervision Model (TCIS)
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Strategic Planning

� Core Planning Group
� Vertical and horizontal slice of organization
� Focus groups/training to establish vision, define 

purpose, and establish expectations
� 2-Day Strategic Planning Session

� Established goals
� Defined committees
� Set time-lines and work plans

� External Stakeholders
� TDCJ-CJAD
� Judicial/DA/Defense briefings and focus groups
� Conference
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TCIS Phases

18

Phase I Phase II Phase III

Scope of work and implementation assistance

Diagnosis process
Supervision strategies
Sanctioning strategies
“Programs and caseloads”
Quality control
Training
Personnel evaluations

“Done”
“Learning organization 

takes over”

Knowledge development 
for: 

Fine tuning key areas

Interfacing better with 
the broader CJ system 
entities

First set of outcomes
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Project Timeline for Phase I & II
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TCIS Phase I and II Goals & Committees –
Policy and Strategies

Diagnosis Committee

� Design New Diagnosis 
Process

� Streamline & Design New 
Forms

� Design and Test New 
Report

� Validate Assessments

� Review Process to Assure 
Validity

Supervision Committee

� Low and High Risk Caseloads

� Re-design Supervision 
Process

� Design Templates

� Training

� Program Quality/Referrals

Sanctions Committee

� Review and Redesign 
of Absconder Policies

� Refine Progressive 
Sanctions Model to be 
Assessment Driven

� Tracking for Fidelity
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TCIS Phase I and II Goals & Committees –
Internal Organization

Staff Development 
Committee

� Review Training 
Competencies and Gaps

� Re-align Training with 
Goals of TCIS

� Conduct Training 
Related to TCIS 
(Motivational Interviewing; 
Supervision Methods; 
Progressive Sanctions)

Quality Control 
Committee

� Review Present Reports

� Develop Streamlined  
“Maintenance Reports”

� Develop Report to 
Track Outcomes

� Develop Methods to 
Measure Officer 
Effectiveness

Personnel 
Evaluation 
Committee

� Review Present 
Personnel Evaluations 
Forms and Policies

� Review Evaluations in 
Other Locales

� Develop Personnel 
Evaluations for All 
Positions Consistent with 
TCIS
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Diagnosis As Foundation of Supervision and 
Sanctions

All Felons and High Risk Misdemeanants referred 
to Central Diagnostic Unit

Central Diagnostic Unit assesses offenders and 
recommends conditions of probation 

Courts set conditions of probation

PO develops specific supervision plan and 
accountability measures

PO administers tolerance level for violations based  
on overall policy for particular strategy

PO supervises and addresses (via treatment) 
criminogenic needs
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TRAVIS COUNTY  
PSI Report
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TRAVIS COUNTY  
PSI Report
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TRAVIS COUNTY  
PSI Report

Not an Issue

Domains

Potential Concern

Salient Problem
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TRAVIS COUNTY  
PSI Report
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What Else Has Specifically Changed?

� Past 3 years
� Training: Foundations; Skills Based – Motivational I nterviewing; 

Coaching; Leadership at the Mid-level 
� Reform of Supervision Processes to Focus on Complia nce AND 

Criminogenic Needs
� Implementation of Progressive Sanctions  
� Data Analysis and Standardized Reports to Guide Dec ision 

Making and Assure Fidelity; 
� Performance Evaluation Consistent w/ EBP

� Now
� Testing of fidelity  
� Caseload realignment
� Refinement of supervision processes
� Evaluation of internal & external programs
� Design & implementation of new programs
� Training/coaching/mentoring for officers on new ski ll 

development

The KEY to EBP is implementation – easy to talk about; not so easy to 
accomplish on a broad scale. 
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EBP Requires Organization Wide Reform
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Organizational Culture Change is Key

� Organizational Assessment  
� Clear Vision
� Building Infrastructure:

� Research
� Data
� Build knowledge base 

� Internal trainings
� Focus groups
� Conference

� Realignment of organization across functional areas
� Realignment of resources

� External Experts
� Involvement and high standards of performance for s taff 
� Clear and thoughtful plan
� Long-term, methodical commitment to changing how we  do 

business
� Evaluation:  Are we accomplishing what we want to 

accomplish?
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Communication is a Key Challenge

� Organization-wide communication & transparent 
discussion of issues

� Training to establish goals and a common 
vocabulary

� Address “trust” and other organizational culture 
issues directly
� Monthly leadership forum

� Mentoring of leadership to support transition to ne w 
communication model

� Communication with external stakeholders
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Collaboration is Necessary for Success

� More than meeting together - mutual commitment that 
eliminates silos and results in viable solutions fo r all

� Who Do We Collaborate With?
� Judges, District Attorney Staff, County Attorney St aff, Defense 

Attorneys
� Law Enforcement (Sheriff & City PD)
� County Agencies, Budget Office, Commissioners
� Service Providers
� Community Leaders/Advocacy Groups/Consumer Groups
� State Agencies/Legislative Groups

� Communication Structure
� Committees, Diverse Workgroups/Task Forces
� Community Justice Council
� Travis County Initiatives/Committees
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Major Leadership Challenges 
AKA

What Not To Do

� See EBP as a Simple or Narrow Goal
� Must continually focus on organization-wide communi cation 

& transparent discussion of issues
� Must mentor leadership and mid-level managers to 

transition to a new communication model
� Must support staff through the tension of change
� Must manage the pace of change

� Fail to Plan for Unexpected Obstacles and 
Challenges 
� Budget Issues
� Caseloads
� Judicial Discretion

� Go It Alone
� Involvement is critical
� Staff get it done
� Sustained communication w/ stakeholders during & af ter 

implementation is necessary
� Stop at implementation.  
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Big Picture
Felony Risk Assessment/Revocation
FY07

Minimum

2.5%

Medium

15.9%

Maximum

81.5%
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A Healthier Organization

� We have accomplished a transformation that 
changed and strengthened the internal processes 
and culture of the organization to promote 
evidence-based practices.

� Staff have a clear and realistic vision of our 
future.

� Staff have been trained in EBP and participated in 
intensive planning and implementation process.

� Quality control measures have been 
strengthened:  research, evaluation, outcome 
measurement.

� We define ourselves as a Learning Organization.
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10 Incubator & Final 2-Year Report 

www.co.travis.tx.us/AdultProbation


