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FOREWORD

Staff who have had the experience of attempting to work at a
job, especially a new job, in the unique environment of a prison
or a jail, have discovered that the setting presents a great deal
of challenge. Add the elements of training and supervising inmate
workers, and the demands placed upon the correctional industries
line supervisor become especially trying. When duties must be
performed without the benefit of continuous training or explicit
policies and procedures, efficiency, effectiveness and endurance
are weakened, and career advancement may be restricted.

The role of the correctional industries line supervisor has
become far too important to the future survival of correctional
industries to ignore readily available, easy-to-use training aids.
As industries grow, so must the knowledge and professionalism of
the industries line supervisor.

The Bureau of Justice Assistance (BJA) and the American
Correctional Association (ACA) recognized this critical need, and
are pleased to present this first-ever document for line
supervisors in correctional industries. This publication,
Correctional Industries Handbook for ILine Supervisors, is the
result of over 20 months of planning sessions, data collection and
analysis, networking, surveys, site visits, interviews, composing
and writing, consulting, field review, editing and more editing.

The Handbook is designed to assist a 1line supervisor in
successfully fulfilling the responsibilities of his/her
correctional industries position. It serves as a day-to-day,
hands-on guide to the basic business principles that apply in the
industries shops, such as management in a correctional setting,
production management, quality control, and safety and sanitation.

Success in using this handbook resides with the reader.
Self-discipline is required on the job. Apply that same discipline
to expand your knowledge. Use this handbook on a regular basis,
and you may find your job more stimulating.

An integral part of the development of this final product was
the input provided by your colleagues during a field review
process. Many recommendations were offered to the readers of this
handbook by the field reviewers:

-] Copies of the Handbook should be made available to all
levels of correctional industries personnel -- from line
staff to top management. Personnel in private sector
partnerships with correctional industries should also
review the Handbook. Each should be encouraged to read
the document, so that all will have a shared reference
point and a uniform base of information on 1line
operations.



B The Handbook should be mandatory reading as a
training tool for all line supervisors, whether
or not they are new to the job. The Handbook
includes exercises to facilitate the learning
process at any level.

E Add your ©policies and procedures, and
miscellaneous operations forms to the Handbook.
This will personalize the publication to suit
your needs. The 3-ring notebook binder was
selected for the Handbook to allow for
insertion of those documents.

o Management in correctional industries should
incorporate the Handbook into structured in-
house training programs, and/or into
state/city/county corrections department
training curricula. The content is organized
in a form which adapts to many training
environments.

E For correctional industries personnel who
successfully complete a course of study on the
Handbook, management should negotiate with
department officials to obtain credit toward
annual training requirements.

BJA and ACA recognize, with great appreciation, the many
people who contributed their time, expertise, and volumes of
valuable resource materials, to assist in the preparation of this
handbook. These people gave advice, constructive criticisnm,
suggestions, and professional guidance on the scope and nature of
the Handbook contents.

The material contained herein represents the collective
efforts of so many experts that it would almost require another
publication to adequately recognize all of them. With that in
mind, BJA and ACA sincerely acknowledge all contributors; these
include: the Correctional Industries Association (CIA), the
Correctional Industries Information Clearinghouse (CI-Net) Planning
Review Team, wardens, trainers, and correctional industries
managers and line supervisors in virtually every state. To those
organizations and individuals, much appreciation is due. Xnow that
your efforts will be put to good use by the readers.
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The Inverted Pyramid Rule ---- Corrections
version: If you want to know what happens
(and why) in a correctional setting, ask a
line supervisor.
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INTRODUCTION

Welcome aboard! Many of you reading this Handbook,
find yourself in a strange setting. Except for the
movies or late-night TV shows, you have probably never
seen the inside of a prison -- yet, here you are.
What you will experience as a line supervisor in Cor
rectional Industries (CI) is not what Hollywood pre
sents nor is shown on the television screen.

Other readers of this Handbook, now employed by Industries, have
had some experience as a correctional worker. You will be famil-
iar with the ways prisons work. However, some of CI's procedures
will seem strange, causing you to wonder: "Why do they do that!"

The purpose of this Handbook is to give members from both of the
above groups an overview of how Correctional Industries operate.
The primary focus of this document is on "how to" rather than
simply defining "what is." However, since each correctional sys-
tem has its own ways of doing things, this Handbook cannot ex-
plain in detail exactly how things will work at your institution.
Our intent is to provide material with sufficient specifics so
that you will have a good understanding of how things happen and
what will be expected of you.

To be complete, this Handbook will need additional information
(from your own Correctional Industries Manual of Policy and Pro-
cedures) that describes how your system operates, for example:

= Facility emergency plan;

H Post orders for assigned Correctional Officers;

| Mass movement (e.g., to and from work) procedures;
51 Individual inmate movement (e.g., call outs);

-] Procedures for inmate counts;

[ | Procedures for frisk searches, cell/area shake-downs;
™ Medical emergency procedures;

| Vehicle traffic (entrance/exit) procedures;

B Procedures for checking-out inmate driver helpers;
| Knowledge concerning disciplinary procedures; and
B Facility health and safety procedures.



The Handbook was designed for use by first-line industry super-

visors. Different titles are used throughout the country to
describe the industry staff person who has direct supervision
over inmate workers -- foreman, shop manager, etc. Whatever your

own title may be, if you are a staff member who works in Correc-
tional Industry and supervises one or more inmates employed in
some industrial operation, this document is for you.

The topics discussed in the Handbook were reviewed by knowledge-
able Correctional Industries personnel from a variety of correc-
tional systems across this country and Canada. Each of the nine
major sections was rated in terms of its importance to new line
supervisors. This information, along with a brief synopsis of
the chapter, is presented at the beginning of each section.

YWHY?" Correctional Industries

Survey results reported in 1989 indicated that a majority of
state correctional systems described the mission of Correctional
Industries as:

| providing meaningful work to inmates, while

] remaining self-sustaining.
These two over-riding mission statement components are not always
in agreement. Over-crowded prisons mean more inmate Jjobs are
needed. The pressure to provide meaningful work for more indi-
viduals frequently leads to "featherbedding" -- i.e., 1l0-person
crews where profit margins would ordinarily dictate five workers.

As of June 30, 1988 there were 536,009 persons in the nation's

state prisons. According to a survey performed six months ear-
lier (Camp & Camp, 1988), 7% of the inmate population worked in
Correctional Industry. Their average rate of pay ranged from

$1.43 to $5.50 per day.-

An additional 268,309 inmates worked on other jobs -- such as
maintenance or support sexrvices =-- or participated in institu-
tional programs. The average rate of pay for those prisoners

ranged from $0.83 to $2.76 per day.

The remaining inmates =-- 40% of the incarcerated population
-- were either on restriction or unassigned. This high propor-
tion of idle inmates is a major problem for correctional adminis-
trators. Often many of the decisions made under these circum-
stances are driven by the need to find productive ways for pri-
soners to occupy their time. Such efforts are not only in the
best interests of the inmates, but have important implications
for staff members like yourself.



The more we can do to provide productive activities for
prisoners, the better job we will do in managing over-crowded
prison facilities. This results in a safer living/work environ-
ment for both inmates and staff.

What Comes Next?

The remainder of this Handbook looks at Correctional Industries
from a variety of perspectives. It will describe the philosophy,
mission, general organization and management of Correctional In-
dustries. That will be followed by sections dealing with how to
handle inmates and more technical information about Industry pro-
duction and operations. We will try to answer questions which
typically occcur to new Correctional Industries employees; for
example:

Who Buys CI's Products?

A recent study reported who the primary "customers" for
prison Industry products were:

1) Department of Corrections;

2) Other governmental agencies (of which the Department
of Transportation/Motor Vehicles is most often the
largest single customer); and

3) Non-profit, tax supported entities.

Typically, the goods CI produces are used within correction-
al agencies. What should be the quality level of the pro-
ducts you and your colleagues use daily? Is "meets minimum
standards" good enough?

Oour intent is to make this Handbook helpful. Our hope is that
YOoU will find it so.




I. MANAGEMENT IN A CORRECTIONAL SETTING



&

I. MANAGEMENT IN A CORRECTIONAL SETTING

This topic was ranked 2nd in overall impor-
tance. It defines the terms management and
supervision, gives an overview of a correc-
tional setting, discusses security issues and
the different roles line supervisors may be
asked to play, and inmate incentives and
benefits.

I.1 DEFINITION OF MANAGEMENT/SUPERVISION

Management -- A process that results in establishing
goals which a group of individuals will work to-
wards accomplishing.

Supervision -- Organizing the efforts of a group of
individuals so that management objectives can be
achieved efficiently and on time.

Some have referred to this as the organizing, or the coordinat-
ing, or as the systematizing function. More simply, it has been
called supervision.

I.2 THE CORRECTIONAL SETTING
The function of a correctional facility is to carry out the sen-

tences imposed by the courts on those convicted of having vio-
lated state and/or federal laws. The purpose of prisons is to:

| punish -~ individuals convicted of having violated
laws;
[ protect society =-- by stopping additional crimes dur-

ing the individual's period of incarceration;

] deter other potential criminals =-- by demonstrating
what happens to wrong-doers; and

= habilitate -~ by offering offenders programs which have
the potential of helping them become law-abiding in-
dividuals when they return to society.




"We've got to get across the idea that freed
[prisoners] must be better when they get out
than when they went in."

~-Chief Justice Warren E. Burger

I.2.1 Defining the Culture

The main purpose correctional institutions serve is to pun-
ish law violators. However, it is also true that over 90% of
those incarcerated will be released. Therefore, society has an
opportunity and obligation to offer inmates programs which will
help them make a more successful adjustment after they return to
the community. O©One of the most important programs in helping to
bring this about is Correctional Industry (CI).

Research studies have found two factors contribute the most
to a prisoner's success once he/she has returned to society:

1) having a job, and

2) having someone who cares.

In your role as a Correctional Industry line supervisor, there is
not very much you can do to change the "someone~who-cares" fac-
tor. If an inmate has no family, or has turned family members
against him/herself, they will have to deal with that situation
upon release.

However, by interacting with inmates in a constructive way,
you can become part of a group of Correctional Industry employ-
ees who have helped prisoners. Despite a show of bravado, most
inmates hold very low opinions of themselves. You can help in-
crease their feelings of self-worth by dealing in a professional
manner with them, as fellow human beings.

In the area of the first factor -- a job =-- Correctional
Industry has the most to contribute. Many inmates have never
held a real job. Therefore, they know very little about what is
expected of them by a boss or supervisor. IT IS IMPORTANT THAT
INMATES BE TOLD EXACTLY WHAT IT IS YOU EXPECT OF THEM. They
should also understand that any deviation from these expected
procedures must be approved by you before the prisoner makes a
change.

AT



Experience gained in a Correctional Industry job can have
very significant carryover into the free world. [Louisiana sug-
gests that CI develop mechanisms to follow-up on its released
inmate workers (and compare them with non-industry releasees).]
The difficulty, of course, is creating a real work environment
inside a correctional facility. CI is one of a few institution
operations that attempt to emulate free world conditions inside
the "walls."

While not easily achieved, researchers point out that the
following free world work-environment conditions can be repli-
cated in correctional institutions:

= real-world hiring/firing practices;

| a full work day:

| wages based on output;
[} real-world productivity standards; and
| developing job skills that are transferable to employ-

ment positions in the free world.

In the P.R.I.D.E. of Tomoka newsletter, "Renovation Times,"
the following appeared as one of eight rules:

Forget all horseplay and loud yelling in the
shop. It is not acceptable in the street and
can be misunderstood as a real emergency in
the eyes of a free-world supervisor or the
department of corrections officer. PRIDE is
not the place for running around, throwing
stuff, or other child-like acts. ... PRIDE
will not tolerate this type behavior.

Implementing realistic work conditions in a correctional
setting is a difficult task. Unlike the outside industrial world
with its major focus on turning a profit, job #1 in a prison is
security. As will become apparent throughout this Handbook,
"what's good for Industry" and "what's required in a prison" are
not always compatible. However, Alaska comments:

Done! Introduction of these requirements [the
five bullets, above] was tough in the begin-

ning within the f‘walls.' Now it's start the
day with the time-clock and proceed as indi-
cated.



I.2.2 CI and Correctional Objectives

In order for Correctional Industry to function in an effi-
cient manner, it is important for first line supervisors to know
the mission and goals of the total organization, as well as that
of Correctional Industries, itself (see section I.2.1.1. =-- Mis-
sion, Goals, and Objectives). Nevertheless, some characteristics
of CIs are very difficult for new first line supervisors:

INMATE WORKERS:
1) an unstable, mostly unskilled, and uneducated work force;

2) scheduling problems -- frequent interruptions resulting
from the higher priority given correctional needs over
those of Industry (e.g., counts, shakedowns, fog, legal
visits, court dates, group counseling/therapy, and
other correctional programs); and

3) high turnover -- the national average length of confine-
ment is two years (even higher in jail settings) and
during that time a prisoner is likely to be transferred
to several different institutions

BUSINESS PRACTICES:

Accounting and financial management practices may not follow
the most efficient free world business methods because of
internal policy restrictions and lack of adequate staffing.

One CI manager summarized his experience,
succinctly: "pPpurchasing is the one thing
that kills us."

Attempts to operate a "business" in a corrections
setting are bound to run into built-in contradic-

tions. For example, featherbedding reduces both =~
efficiency and profits; too many prisoners with
too little to do increases the likelihood of in-
mates creating problems for themselves, other pri- H‘:
soners and corrections administrators. While In- R
dustry wants to keep its work-force "lean," the
prison administrators want CI to hire as many inmates as
possible. Learning Kkeep one's balance between such cross-

purposes as these is often difficult for the new Industries
line supervisor.



POLITICAL REALITIES:

The political realities referred to here, are not the type
that make newspaper headlines. These concern the "we vs. they"
attitude that all too often operates in a correctional setting.

"We" are the Correctional Industry people, who are trying to
do our best for the corporation, the institution, and the inmate
workers; "they" are everyone else, who get in our way and prevent
us from doing the best job we can.

It is important that Industries line supervisors not view
themselves as operating in a vacuum. In corrections, as in most
free world enterprises, everything is connected to everything
else. What happens in one part of the operation affects some-
thing else that may seem to be completely unrelated. There is no
way that CI can function without the support of other depart-
ments within the institution. They, in turn, need the help that
Correctional Industry provides.

Consequently, it is important that each new Industries staff
member have an understanding of how the total facility operates.
While he/she will be most involved with what Correctional Indus-
try does, how that operation fits into the entire institution is
also of major importance.

Correctional Industry management will play a big role in
providing the opportunities for new staff to receive orientation
and training regarding the total corrections operation. However,
there is also a role that you can play as well:

E Ask questions of your manager when you don't understand
something. New employees are often afraid they will
ask a "stupid question."™ Wrong! The stupid part is
NOT asking the question. Then you don't really under-
stand what is going on; that's when serious problems
happen.

B Find opportunities to talk with other institution staff
about what they do, not just Industries personnel;
learn how their job affects your own operation.

North Dakota finds it very beneficial to have CI
staff attend an institution-wide staff meeting on
Fridays.

- Participate in social activities sponsored by other de-
partments, and by the institution's administrators.

[} If there is an employee's Newsletter, read it all --
not just the part that deals with Correctional Indus-
try -- and contribute to it.

8



® If possible, arrange to sit in on a classification
meeting so you can see how decisions are made about
your present and future inmate workers.

SELF-SUFFICIENCY:

Correctiocnal Industry is unique among all government operations
in that it is wusually required by law to be self-sufficient.
That means, after initial start-up funding, CI's continuation
depends on the bottom line. If it does not generate enough rev-
enue to cover all of its costs, it can go out of business. No
other government entity faces this type of demand.

The implications of self-sufficiency in a setting that is not
guided by this type directive can readily lead to problems. Many
of the discussions in this Handbook concern issues which result
from this clash of ideologies.

r.2.2.1 Mission, goals, and objectives
The word mission describes an organization's long-range
reason for existence. It attempts to answer the question:
"What is the purpose of this enterprise?" "What are we

trying to accompl. sh?"

The Oklahoma Department of Correction's mis-
sion is to protect the public, protect the
employees, and protect the offenders. (Okla-
homa, 1989)

The Federal Bureau of Prisons states as its
mission statement: "Maintain secure, safe,
and humane correctional institutions for
individuals placed in the care and custody of
the Attorney General." (Quinlan, 1989)

A well-defined mission statement gives a sense of direction
to an organization's activities. To move towards the accom-
plishment of its mission, every division within the organi-
zation has a set of goals. These consist of a series of
short-range specifics. By achieving its goals, each divi-
sion makes a contribution to the enterprise's over-all mis-
sion.



In support of the DOC's overall mission, Ok-
lahoma State Industries "shall operate cost-
effective businesses that service customers
with quality products and services at com-
petitive prices and timely delivery, thus
providing training and work experience for a
maximum number of offenders."

Oklahoma's Correctional Industry goals are:

] provide a constructive work program
for inmates on a cost paying basis;

E provide inmates with training in
developing work skills and work
habits, as a means of improving
employment opportunities after
release; and

| reduce the cost of maintaining the
correctional system through the
sale of products and services.

Every organization has a mission. You need to know what it
is in your DOC. Knowing the mission will help you under-
stand CI's goals. Goals are important to you since they are
the basis for measuring performance.

In addition the Department's mission, UNICOR
in the Federal Bureau of Prisons has devel-
oped its own Industry Mission Statement (or
"goals," in this Handbook's terminology):

-4 employ as many inmates as feasible:;

| | train inmates in skills useful upon
their release; and

n be self-sufficient.
Every gcal is sub-divided into objectives. Objectives are
the measures by which goal accomplishment will be measured.

To the degree that your shop meets its objectives, it con-
tributes to Correctional Industry reaching its goals.
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Oregon's 1988 strategic corrections plan
included among their objectives:

[ | CI must be expanded to provide work
opportunities for a higher percent-
age of the prison population. A
reasonable goal for CI over the
next 10 years would be to increase
the number of inmates it employs to
25 percent of the state's inmate
population.

Finally, there are sub-objectives. These may or may not be
specified. When they are, they set out quotas for the line
supervisor. They require an analysis at the factory level
which results in developing work productivity standards.
The following chart puts this all together. (See also,
example on next page.)

CHART 1l.1

Mission, Goals, Objectives

MISSION STATEMENT

l I

CUSTODY EDUCATION INDUSTRY
GOALS GOALS GOALS
|
PRINTING
OBJECTIVES: RESERVATIONS
TAGS

# Tags stamped

SUB-OBJECTIVES: # Tags painted

# Tags shipped
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Your 1line needs to package for shipment W
sets of license plates (sub-objective) every
day; in order for the factory to meet its
objective of providing the State's Motor Ve-
hicle Administration with X cartons of 1li-
cense plates per week. This will add Y dol-
lars per month to CI's operating funds, and
will help it reach its goal of being self-
sustaining. To the degree that this goal is
realized, the Department of Corrections will
fulfill that part of its mission statement
which addresses running a "cost-efficient"®
corrections system.

I.2.3 Special Problems Affecting Job Performance

In regard to your own training, you should have been provi-
ded a thorough orientation to both Correctional Industry and
Corrections. As part of that instruction -- in order to avoid
"baptism by fire" -- some security training should be mandatory
(Philacor). Additionally, you should have become very familiar
with the Industries section in the Department's Manual of Poli-
cies and Procedures. Many departments of correction require
every new hire to file a written statement indicating that this
orientation task has been accomplished.

I.2.3.1 Fears
One of the things frequently glossed over during routine
orientation training sessions is the real concern new staff
(and their families) have about working in a corrections

environment. This should be put into a proper perspective.

Being worried about working in a prison is appropriate; be-

coming overly anxious about it, is not. While corrections
work can be dangerous, in many respects you are safer than
you would be on the streets. Inside a prison you know all

the inmates are adjudicated felons; outside you may not
realize that the individual standing next to you at the bus
stop was released from incarceration last week. Addition-
ally, should a dangerous situation arise, help is available
to you more quickly than it might be in your community.

Thus, in a prison environment you should always be aware of
the situation around you -- don't become apathetic. In this
way you achieve a balance between paralyzing fears and naive
over-confidence. This said, there is at least one unique
prison situation that all staff must remain continuously
aware of -- games criminals play.
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I.2.4 Inmate Games

The Industry line supervisor must always be aware of the
fact that he/she is working in corrections. Many inmates are ex-
pert "con" artists. Not only are they quick to take advantage of
a staff member's inexperience in ccrrections, they will also at-
tempt to "set-up" staff. (For a full discussion of how this
works, see Games Criminals Play, Allen & Bosta, 1981).

What is a "set-up?"

Line supervisors are set-up as the result of subtle manipu-~
lations on the part of some inmates. It means that the prisoner
has positioned the staff member in a compromising situation and,
as a consequence, can now control this employee's behavior. If
the staff member refuses to do the prisoner's bidding, he/she is
threatened with exposure, possible loss of job, and/or imprison-
ment. Allen & Bosta (1981) peoint out (p.226):

The idea, 'It can't happen to me!' is a wide-

ly practiced attitude ... throughout the
world. Criminals rely upon the public's
general acceptance of this idea of passivity
and self-confidence. ... [E]lveryone should

realize that without the slightest doubt, IT
CAN HAPPEN TO YOU. (emphasis in original)
Some other games (mentioned by line supervisors) involve:

= "Tnmates try to tell [line] supervisors where they want
to work and what they want to do."”

= "Tnmates'll try to get extra time off."
- | "They're always trying tc get a new employee to bring

in stuff [contraband]."

Suggested remedies include:

B "Got to expect it. Go through channels."
= "Can't take it too seriously -- enjoy it."
| "Keep your distance -- don't get too close and don't

bring anything in!®
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[Take the Self-Test shown below (Chart 1.2)].
(1) On a sheet of paper list the numbers 1 thru 16.

(2) Then for each item, write "NO" if the behavior is
never true about you; otherwise, write "YES."

CHART 1.2%
Self-Test
DO YCU:
1. become someone's friend easily? NO YES
2. feel kindness is the best control method? NO YES
3. handle compliments in a business-like manner? NO YES
4, usually miss people's hidden messages? NO YES
5. believe people until they are proven wrong? NO YES
6. believe it's ok to set aside rules sometimes? NO YES
7. share personal problems? NO YES
8. have a trusting nature? NO YES
9. check the truth of information you are told? NO YES
10. try to help the underdog? NO YES
11. return a favor for a favor? NO YES
12. try to ignore embarrassing remarks? NO YES
13. have difficulty saying NO to reguests? NO YES
14. hesitate to report minor rule violations? NO YEé

15. like being on a first name basis with inmates? NO YES

16. honor inmate requests for total confidentiality? NO YES

* Based on Allen & Bosta (1981) "A Self-Test," pp.205-6.
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[ For items 3 and 9 count 1 for each "NO" answer; for
the rest of the items count 1 for every "YES" response.
The higher your total, the more susceptible you are to
being set-up. ]

As you can see, many of the kinds of social interactions
expected in free society may lead to trouble in a correctional
setting. By remaining alert to the fact that you are working in
a prison -~ by being mindful that traits appropriate on the out-
side must be used with caution on the inside -- you reduce the
possibility of being victimized.

Nevertheless, one day (sooner or later) you will realize
that some inmate has conned you; it has happened to the best of
us. Because you have been alerted to the possibility of it hap-
pening, it probably won't be a major disaster. But the inmate
did "beat" you. What you do next is most important.

No matter how foolish/embarrassed/stupid (pick one or more)
you feel:

] Discuss what happened thoroughly with your manager and
decide what action needs to be taken:;

- Confront the inmate with the facts that: (1) you know
what he/she did; (2) your supervisor also knows; and,
(3) this is what you plan to do about it; and

| Relax =-- consider yourself better educated.

I.3 SECURITY ISSUES

Although CI's primary function is to efficiently manage Indus-

trial operations, security cannot be sacrificed. Fach shop is
expected to comply fully with departmental and institutional
security procedures. CI and the institution have a shared re-

sponsibility in regard to Industry security matters.

You can expect the institution to conduct periodic (and random)
security inspections of your shop. The intent is to protect both
you and other inmates, by:

= determining whether or not policies pertaining to se-
curity matters are being followed;

] searching for contraband:; and

= identifying any new security concerns.
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I.3.1 Classification Concerns

As a line supervisor, it is important that you be aware of
the different inmate custody categories -- e.g., MAXIMUM, CLOSE,
MEDIUM, MINIMUM, COMMUNITY. Each of these categories specifies a
certain level of privileges. You should know what they are.
There are always some inmates who will "test the limits" -- ask
to do something that is not permitted for individuals in their
custody level. Unless you know the boundaries, mistakes can be
made. The result will be serious problems for both the prisoner
and yourself.

I.3.2 Maintaining Security

Maintaining security cannot be a "sometimes thing." The
Director of the Federal Prison System has called it "the foun-
dation of corrections." There are security procedures that must
be carried out every day. Often things begin to slip when you
start feeling very comfortable on the job.

Even your very best
REMEMBER workers are adjudicated
: felons.
I.3.2.1 ID and accountability
Make sure that the inmates in your shop are the ones who are
supposed to be there. There should be a check-in proce-
dure; e.g., a time-clock or a door-check sheet (your shop's
official roster). Verify:

(1) that the inmate is, indeed, who he/she says they are --
check ID, forgeries have happened;

(2) that each prisoner belongs in your shop. You should have
in your possession documentation that "Paul Prisoner"
was selected by the classification or CI Personnel
committee for your detail.

After determining that all your inmate workers have faces
that are familiar to you, check to see that you have the
right number of bodies =-- neither too many nor too few. Be
wary of the inmate who tells you "The assignment slip [or
whatever is supposed to notify you of your shop's count] is

coming." CHECK IT OUT!! Best to notify custody and send
the individual back. Let only authorized inmates into your
shop.
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i.32.2.2 Control ¢f contraband/szesarches

Contraband is defined as any item found in the possession of
an inmate which is not specifically permitted by policy.
Periodic and unscheduled searches for contraband will occur
-—- both in the inmates' living quarters and in their program
and job assignment areas, including Industry.

Line supervisors are expected to follow security procedures
in regard to contraband. You should know what is =-- and is
not -- contraband. Contraband is not always the obvious.
For example, an inmate may be using your time and materials
to produce products which are then sold for personal gain.
Control scrap and returned goods; these are often the scurce
of supply for contraband merchandise. Be visible in your
shop. Among other benefits, it reduces the opportunity for
prisoners to produce contraband.

In general, possession of unauthorized industry material is
cause for disciplinary action.

I.3.2.3 Key and tool control

You can help reduce the threat to other inmates,
staff, and teo yourself by adhering strictly to
established rules concerning key and tool control.
KEEP THEM IN A LOCKED BOX!

I.3.2.3.1 Key control: In correctional settings locks
are extremely important. How-
ever, even the most sophisticated lock can be compro-

mised easily if strict key control is not maintained.

Every key and key ring in the institution is account-
able to some staff member. Security personnel mnust
know where each key is at all times. It is part of
your Jjob as a line supervisor to know where your Kkeys
are at all times.

NEVER, UNDER ANY CIRCUMSTANCE, GIVE YOUR KEYS TO AN INMATE!

If prisoners have access to keys, some will make impressions
of them. At a later date, this impression will be used as a

model to fashion an actual key. The institution's entire
lock system may be compromised. Should this occur, a very
expensive rekeying prccess must be initiated. You do not

want to be the individual whose laziness or inattention led
to this major security problem.
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I.3.2.3.2

I.3.2.3.2.

I.3.2.3.2.

Tool Control: Second only to a break-down in

key control procedures, lax

tool control has the potential to result in serious se-

curity violations. Failure to follow established tool

control policy can also lead to life-~threatening situa-
tions.

1 TOOLS--Every tool in the facility is is-
sued tc a specific department. There-
after, they are controlled by maintaining strict inven-
tories -- a daily activity. Use shadow-boards, and
strictly follow policy regarding storage procedures.

Tools are wusually sub-divided into two categories:
high-risk and low-risk. Different access restrictions
apply. Know which tools are in each category, and what
the policy-dictated restrictions are for both high- and
low-risk tools. CHECK INMATE IDs BEFORE ISSUING TOOLS.

2 MATERIALS--Similar to the type of cau-
tion needed where tools are concerned,
institutions contain other potentially dangerous sub-
stances. Many, such as toxic chemicals, are used by
industry in the manufacture of particular products.

Alaska inventories this type mater-
ial weekly; staff checks it daily.

You should know what these dangerous materials are; and
how they are to be handled and stored. = Read the pro-
duct safety data sheets; if they are not available to
you, ask for them.

I.3.2.3.2.3 VEHICLES--New staff may be surprised to

see vehicles inside a prison. They will
soon come to appreciate that in many respects, a cor-
rectional facility is very much like a small city. All
the functions of the latter are found in the former.
Of course, the prison has a major difference: all of
its "citizens" are adjudicated felons.

Nevertheless, in order to efficiently carry out its
responsibilities, prisons often have vehicles inside
the "walls." In Correctional Industry, tractors,
fork-lifts, hi-boys, cars, trucks, etc. often are nec-
essary to conduct profitable industrial operations.
Obviously, any type vehicle is a potential adjunct to
an escape plot.
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Care must be taken when you give one of your workers
access to such equipment. Know the peolicy which speci-
fies how inmate drivers are selected. Then, follow the
prescribed procedures, exactly.

Some systems permit only staff to drive vehicles in and
out of a secure institution. If a vendor's vehicle is
involved, it is searched prior to entering the facil-
ity. The vehicle is searched again -- and an inmate
head count is taken -- prior to its leaving.

Additionally, a preventative maintenance log should be
maintained for each vehicle. The log will be kept in
the vehicle at all times. It should be clear who is
responsible for ensuring that the vehicle is properly
serviced and the log kept up-to-date.

I.3.2.4 Patrol resgponsibilities

On occasion you may be asked to help out by £filling a cor-
rectional post; for example, supervise inmates during mass
movement. This should be an infrequent occurrence, lasting
for a short periocd of time -- except when emergency con-
ditions have been declared by the facility administrator.

Since this possibility exists, the wise CI line supervisor
will know beforehand what may be expected of him/her. Learn
what the responsibilities of the post require. Ask Correc-
tional Officers how they fulfill the post's requirements.
Anticipate what might happen and set up your situation so
that you won't be overly surprised when the request is made.

I.3.2.5 Product-related security issues

As the supervisor of a sheet metal shop, you know the same
machine that stamps out metal parts could be used to make a
weapon; this also holds for the grinding wheel. A SIMILAR
POSSIBILITY MAY EXIST IF INMATES ARE PERMITTED TO MISUSE THE
EQUIPMENT IN YOUR SHOP -- THINK ABOUT IT!

If you were an inmate working in your shop, could you figure
out a way to make a weapon? Prisoners will think of it,

too. They may even come up with a few ideas that hadn't
ever occurred to you -- ever wonder how zip guns get made?
BE ALERT!
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I.3.3 Controlling Inmate Behavior

Like other some employees in free society, inmate crews will
often test the limits in a work situation. They will try to see
how far they can go before somecone (you) stops them. A major
difference between prisoners and these others, is that the in-
mates have much less of a sense of where the limits are.

Many prisoners have lived a very chaotic life before being
incarcerated. While this is no excuse, it may help explain why
some of them frequently "go too far." The implications for you,
as their supervisor, are clear. YOU MUST SET THE LIMITS. Right
from the "'git go," you will have to explain what the rules are;
what is and is not acceptable. In addition, your own behavior
should model what you expect from your inmate crew.

Initial orientation training for new inmate workers should
spell out the kind of behavior you expect prisoners to display in
your shop. These shop rules should be repeated from time to time
in the weekly meetings you have with your crew. Some CI line
supervisors have found it helpful to have neatly lettered signs
displayed in the work area to help reemphasize what is accept-
able and UNacceptable behavior.

I.3.3.1 Gossip

Staff are often amazed to learn how much inmates know about
things that -- supposedly -- are confidential. "How do they
find out all that stuff?" is a frequently voiced question.
The answer is simple: Prisoners listen to what staff say to
one another. Not only are they quick to pick up on manage~-
ment's secrets, they will also make use of disputes over-
heard between CI personnel. Such information, in the hands
of some inmates, will enable them to play one staff member
against another. DON'T GET DRAWN INTO SUCH GAMES.

I.3.3.2 Checking-out requests

An inmate who is not on your crew, comes up to you and says
he just left the psychologist's office. Dr. Jones has to
see Inmate Smith (who works for you). When you look on the
call-out sheet, nothing is listed for Inmate Smith. The
"messenger" explains that Doc Jones forgot to put the call-
out in on time. "He's always doing that. It's ok." Do you
let Inmate Smith go?
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Of course, this may be exactly the situation -- you know how
some of those psychologists are! On the other hand, while
it may be hard to believe, there have been prisoners who
have been known to not always tell the truth. While you
recover from this shocking bit of information, think about
what you would do:

= Check with security/operations?
= Keep the messenger there with you?
[ | Find out if the messenger really is one?
[ | Call Dr. Jones?
= Discuss the situation with Inmate Smith?
| All of the above?
.3 Making decisions
Make decisions in an orderly fashion. Think through the

situation so that you have a clear understanding of what the
problem actually is. Next, think through what you are try-
ing to accomplish and state that goal as briefly as pos-
sible. If there are several goals, then list them in prior-
ity order; i.e., most important, next most important, etc.

Your goal priorities should not clash with CI's mission and
goals. If a conflict emerges, tactfully discuss it with
your supervisor(s), explaining how it hampers operations in
your shop.

Next, list the possible solutions -- what options are avail-
able to get from where you are to where you want to be.
Then evaluate each possible alternative solution, using as
close to objective procedures as possible; e.g., for each
option list its pluses and minuses. When you have consid-
ered all the available information, make the decision and
stick to it.

Last, avoid post-mortems. If it did not turn out the way
you wanted it to, learn from your mistake but don't continue
to agonize over it.

Avoid "delegating up." If it is your responsibility, then
handle it and inform your supervisor what you did. When the
decision involves something that is beyond your control (or
level of responsibility), then seek supervisory assistance.
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I.3.3.4 Saving "No"

Everybody wants to be a nice guy (ladies included). There-
fore, some staff find it very difficult to have to say "no"
to an inmate worker -- maybe the best person on your crew.
Many prisoner will "test the limits" ~-- see how far you will
go in granting their requests. You can count on it; there
will come a time when you must say "no". Think about it
before it happens. How will you handle it?

If it is an individual inmate making the request, say '"no"
in private. Hear the person out, then make your decision.
Don't beat about the bush. State your decision during the
interview. Also, make sure you explain why you must say no.
End the session on a positive note; e.g., compliment the
person concerning some improvement that you have noticed.

If a group of inmates make the request, be alert to the pos-
sibility that a poctentially explosive situation may be at
hand. Let your supervisor know what is going on.

When it is agreed that your work group's request is harm-
less, call them together to hear your decision. (If the
group is too large to do this easily, then discuss the re-
quest with a few representatives picked by the group.) Ex-
plain why you made the decision. If possible, say NO to one
idea and then say YES to another. When there are a whole
series of NOs, group them together. As with the individual
inmate, try to end the session on a positive note. Conclude
by encouraging the group to continue to suggest ideas.

In both of these situations ~- individual and group -- you
may not have all the information you need to make an im-
mediate decision. Indicate that this is the case. Specify
when you will get back to them (within a week), and DO NOT
MISS (or change) THIS DEADLINE!

I.3.3.5 Taking action

In discussions with veteran CI line supervisors, one mes-
sage comes through loud and clear: follow through.

Do what you say

you are going to do.
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In other words, if you are not sure YOU can do a particular
thing, then don't promise it. You will lose your credit-
ability if what~ever-it-was not does happen the way you said
it would.

For example, DON'T tell an inmate you're
going to give him a pay raise, if someone
else is actually the person who signs-off on
such requests; that staff member may sur-
prise you. DO tell the inmate you will put
in a request for his/her raise. Then, make

sure you do it as soon as possible.

DON'T play the "good guy" by putting in more
pay raise requests than there are allocated
slots; this is also being phoney.

DON'T tell an inmate you will have him/her
put in segregation, the Disciplinary Commit-
tee may not go along with your recommenda-
tion. DO tell the individual you are going
to give him/her a "shot." Then, make sure
you do write it up!

The key guidelines here, are:

| know the limits of your own authority:

] never promise to do anything that exceeds those
limits;

| always do what you say you are going to do;

E avoid favoritism; and

= whatever it was you promised, do it without delay.

Inmates respond favorably to supervisors whose approach is
one that is firm but fair. Make sure all of your actions
are guided by BOTH concepts.

I.3.3.6 Shop rules
All organizations have rules. Your shop is no exception.
Such regulations, if tliey are to be effective, must apply to
everyone =-- both staff and inmates alike. It is unreal-

istic to expect your work crew to comply with rules that
you, yourself, do not follow. Effective leaders model the
type behavior they expect others to duplicate.
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As suggested in the introduction to this section (I.3.3),
above, your shop rules should not be kept a secret. Do not
assume "they ought to know what's expected." The fact is,
very frequently they don't. (This may be part of the reason
why they are in prison.)

Do not assume that an inmate who has had pre-employment
training has learned all your expectations.

Pre-employment training deals with generalities;

your training deals with specifics.

Make it a practice with every inmate (preferably, in-
dividually) to:

1. train/orient,

2. display (in all appropriate languages)
3. refer to, and

4. discuss

shop rules. This will increase the 1likelihood that the
rules will be followed. It will also weaken the "nobody-
ever-told-me" excuse, wh2n a rule is violated.

X.3.3.7 Attitude

Each of your workers has the obligation to cooperate with
you and to work as directed, since you are that person's
supervisor. This means that work assignments should be
accepted without complaints or obvious signs of distaste =--
e.g., moans, rolling one's eyes, etc.

You have to realize that this is a two-sided contract --
there are responsibilities on your side as well. The at-
titude that you bring into the work place will affect your
inmate crew. If you expect respect from them, you have to
give them respect.

For example, if you are forever cursing at
your workers, you can hardly expect respect-
ful language from them.
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You can be respectful without "giving away the store." Your
own attitudes set the tone in the shop. In all instances,
you must be the one who sets the limits. Since you never
rely on inmates to tell you what behavior is or is not al-
lowed, you must know what policy and procedure actually
require. If, in a particular situation you are not sure --
ASK ANOTHER STAFF MEMBER.

I.3.3.8 Discipline

In a prison, discipline has several levels --
from a verbal reprimand to criminal charges. In
order for discipline to be equitable, there must
be guidelines that all staff follow.

You need to know:

N how to distinguish between the serious and the
not-so-serious rule violation;

| what is the appropriate response to these two dif-
ferent types of situations; and

= what role are you expected to play in any follow-
through.

Information concerning when and how you "write-up" an in-
mate for a rule violation should have been part of your
training during orientation. You should also have learned
what the "due process" requirements are and how you are
expected to contribute to help fulfill them. If this mater-
ial was not covered, you would be wise to learn it, now.

CONSIDER THE FOLLOWING: One day on the way back to the
Industries area from the lunch-room, you see two in-~
mates partially hidden by the corner of a building.
The bigger individual has the 1little guy backed up
against the wall. You see the smaller prisoner give
the larger one a carton of cigarettes.

WHAT DO YOU DO?

a) Pretend you didn't see anything; after all,
who wants to get involved?

b) Nothing; it's custody's Jjob to enforce the
rules.
c) Nothing. It didn't happen in the Industry

area so you have no jurisdiction.

d) Find an officer and tell him/her what you
saw.

e) Go over and find out what's going on.
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WOULD YOU WANT SOMEONE ELSE TO GIVE YOUR ANSWER, IF THE
SMALLER INMATE WAS YOUR CLOSE FRIEND OR RELATIVE WHO
HAD GOTTEN HIM/HERSELF INCARCERATED?

I.3.4 Inmate '"Supervisors®

Some Industry programs use inmates as lead workers. While
this affords those individuals an opportunity to use their skills
appropriately, it also provides room for abuse. A lead worker's
role must be carefully specified and continually monitored by the
line supervisor. Upon accepting the role of lead worker, your
"good inmate" will be subjected to intense pressure by other pri-
soners to engage in illegal activities. To minimize the likeli-
hood of this happening, you MUST closely supervise.

The lead workers you select should be more than productive
inmates. They need to be able to communicate to others the know-
ledge they have about efficient ways to perform the job. They
must also have the type personality which permits them to main-~
tain the critical balance between peer pressure and job demands.

Use of prisoners to supervise other inmates should NEVER be
permitted. Most prisoners lack the necessary supervisory skills.
Also, as previously mentioned, intense pressure from other in-
mates will prevent even the best of them from being effective.
However, the most important argument as to why inmates should not
supervise other prisoners is because it means that the adminis-
trators have given away their authority.

Inmates are your “"employees." Consequently, you as the line
supervisor must balance being the type of person who encourages
his/her crew to produce quality goods while at the same time
maintaining control. A difficult feat to do well. Most import-
ant is to have one's priorities straight. Line supervisors need
to be aware:

No one is in prison
for singing too loudly in chureh!
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I.3.5 Special situations

CONSIDER THE FOLLOWING SCENARIO: In order to finish an
order on time for an important CI customer, you ask for and re-
ceived permission tc run an extra shift in the evening for one
week. On the third evening an inmate on your crew has an epi-
leptic seizure, during which his right hand get crushed in a
machine. Following your call, the Medical Technician quickly
arrives and takes charge of the situation. Before the inmate
leaves your shop he asks you to call his wife and tell her what
happened. It's after regular duty hours. You want to let some-
one near the top of the chain-of-command know what has happened,
but the top administrative staff left many hours ago. What do
you do?

I.3.5.1 Duty officer
All institutions have a Duty Officer roster. A group of

knowledgeable staff members have been designated by the top
administrator as the person to contact (on a rotation basis)
if an emergency occurs during off-hours. As the line super-
visor dealing with the above described situation, you should
know who the Duty Officer is and how to contact him/her.

Institutions usually post the Duty Officer roster, list it
in the facility's staff publication, or announce it at a top
level staff meeting. Whatever the process, you should know
who to contact (and how to do it) in time of emergency.

I.3.5.2 Emergencies

Emergencies take a wide variety of forms. Whatever the
situation, there is someone in the institution with the ap-
propriate knowledge to handle it when you feel you're get-
ting involved in something that is beyond your depth. Two
problems:

1) You need to know what you know, and what you don't; many
people fail to acknowledge this distinction.

2) You need to know who is knowledgeable, and how to contact
themn.

Everyorne can‘t know eVerything; nor should you pretend that
you do. Be aware of your own limitations. But also know
what you should do to get help when it is needed.
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A list of possible prison emergencies covers almost every-
thing that can happen in the outside society plus some. On
this list of emergency situations, who would ycu call?

Medical problems:

Mental illness:

Inmate suicide:

Homosexual behavior:

Drugs/alcohol:

DOES THE LEVEL OF SERIOUSNESS MAKE A DIFFERENCE? Do you
contact the same person if it is a life-threatening medical
situation? a major medical problem? a minor medical situa-
tion? [Call 911, physician, medical technician] Will you
know how to distinguish between these three?

Keep your supervisor informed:
REMEMBER —-- document all incidents;
-- document actions taken by you.

In addition to the line supervisor's traditional role --
ensure the production of a quality product in a timely fash-
ion -- in a correctional setting you will also be teacher,
counselor, and (most importantly) role model.

I.4.1 Image

The way in which you go about the daily business of doing
your Jjob provides a positive role model -~ perhaps, the first
your inmate worker has ever had. Therefore, it is important that
vou be aware not only of what you do, but how you do it. In-
cluded in the latter is your personal appearance.

All line supervisors should adhere to the Department of Cor-
rections' dress code. Therefore, you will need to know what type
apparel is expected and what is not acceptable. This information
should be contained in the material you received during your own
orientation. It should also be included in the orientation given
to inmate workers when they are interviewed during the hiring
process or when they first report on the job.
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I.4.1.1 Professionalism

Professionalism is the outcome of a combination of personal
characteristics and traits. Among its many components there
are four basic elements:

| KNOWLEDGE -~ a professional has been trained and
is well qualified in all aspects of the job

i STANDARDS -~ a professional performs at, or ex-
ceeds, the quality level established by peers

o ETHICS -~ a professional shows respect for the
rights of others, both staff and clients

H CONTROL -- a professional uses reason and Xknow-
ledge as the basis for action, not emotion or
impulse

You were hired to work in Correctional Industries because
someone concluded that you possessed the above attributes.

Don't forget what got you here;

DON'T GET TIRED!

I.4.1.2 Job performance
Assume you are a plant manager. You have just hired a new

line supervisor. Your new employee is due to report for the
first day on the job. What will you be looking for? = How
will you decide whether you have a gem or a jerk?

THE TYPE OF PERFORMANCE YOU ARE LOCOKING FOR FROM YOUR NEW
EMPLOYEE IS PRECISELY WHAT YOUR OWN CI SUPERVISOR EXPECTS
FROM YOU. You could come up with a list of behaviors you
would want to see, and a second listing of activities you
would hate to see. On your two lists would be items such as
the following:
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Chart 1.3

Partial
List of Employee DOs

Do

Get to work on time

Look clean and well
groomed

Meet with the work
crew and set up a
work schedule

Manage by walking

and DON'Ts

DON'T
Spend the first half
hour discussing the
outcome of yesterday's
home team game

Come to work dressed
inappropriately

Have a meeting that
lasts 2 hours or turns
into a gripe session

Spend all your time in

around the office doing paper
work
Etc. Etc.
I.4.2. Professional Practices

As a line supervisor in Correctional Industries, your job is
shop. What does that really

to supervise inmates working in a CI
mean?

a. Write-up inmates when they do something wrong?

b. Show inmate workers how to do the job?

c. Watch the work crew carefully?

d. Pick one inmate to be the lead worker?

e. Set performance quotas and check to see who meets them?
f. Fire those workers that can't do the job?

g. All of the above?
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. There will be times when you will find yourself doing all of
the above. Perhaps even more important is how you accomplish
these and similar tasks.

a.

I.4.3

Because you are knowledgeable about the job (which in-
cludes its correctional aspects as well as its indus-
trial side), you will know when an inmate worker's
behavior violates DOC policy and warrants having a
disciplinary report written.

Because you are Kknowledgeable and perform your Jjob
skillfully, you can orient new inmate workers and train
them in how to do their jobs.

Because you are concerned about the rights of others,
there will be times when you will watch carefully how
the crew is working and ensure that inmates are not
being harassed.

Because you get out of your office and see your work
crew in action, and because you meet with them on a
regular basis, you know the inmates and can select
those that are more responsible and able to handle the
"lead worker" role.

Because you follow industry standards, you can set
realistic quotas and reward workers who consistently
meet or exceed them.

Because you track inmate performance, when you fire
someone your action is based on objective data and is
not an emotional reaction to a momentary situation.

In the words of one of Alaska's veteran I
staff: "'d' really stands out. Obviously, no
one can be in four or five places at once.
But about 95% of our mistakes I would have
prevented had I been on the scene."

Communication

You may have heard or read about a study done a while back
in which psychologists taught sign language to chimpanzees.
Among many other fascinating results, the researchers noted a lot
fewer fights and squabbling among the troop of chimps that knew
the sign language. They had a better way of understanding what
each other wanted. Communication had reduced problens.



Communication is what a line supervisor spends a lot of
his/her time doing. It is an adult-to-adult transaction. Don't
"talk down" to inmates. They don't like it any more than you
would. Be straight-forward. The message you are delivering
should be clear and concise. Be aware of how the message is
being received. Give the other guy a chance to respond, and
listen to what is being said. Communication is a two-way street.

These inmates are also
REMEMBER YOUR "employees."

You can prevent problems from developing because of misinforma-
tion, by keeping your prisoner work-force informed. This can be
accomplished by setting up a regular time when you meet with your
inmate work-crew -- at least once a month. (Don't let this become
a gripe session.) However, in order for this to be effective,
you have to keep current. How does a line supervisor learn about
the latest news?

DON'T RELY ON INMATES

TO KEEP YOU UP-TO-DATE.

I.4.3.2 Correctional Industries "news"

You should regularly attend meetings held by your manager.
Those meetings should occur on a regular schedule -- prefer-
ably, weekly (at least monthly). During the session ask
questions about rumors you may have heard. (If you've heard
them, in all probability the inmates have also.) If the
manager's information differs from the rumor, make sure your
inmates are told the "correct facts" at your next work-force
meeting.

In addition to knowing what is happening in Correctional
Industries, you should also try to find ways of getting CI's
news distributed to others. You could contribute an article
about the accomplishments of the inmate workers in your
shop.

32



For example, P.R.I.D.E. of Tomoka (a Florida Correc-
tional Institution) publishes a newsletter called "Ren-
ovation Times." In P.R.I.D.E.'s publication inmate
workers are recognized for their accomplishments, such
as listing the names of the seven inmates who passed
tests given by the National Institute for Automotive
Service Excellence and became Automotive Certified
Technicians.

I.4.3.3 "News" from other correctional disciplines

In addition to getting tuned into the institution "grape-
vine," many correctional institutions publish a newsletter.
Why not contribute an article about your operation? Also,
participation in institution-sponsored social activities is
another way to establish communication channels.

Massachusetts stressed the importance of CI
line supervisors attending meetings and/or
having discussions with 1line Correctional
Officers: "They can pass on information to
leaders of the whole [C.0.] force."

I.5 INCENTIVES AND BENEFITS

A survey taken of private industry employees reported the three
things they least felt satisfied about, were:

M level of income;
| opportunities for promotion; and
] job benefits.

Since there is a relationship between level of job satisfaction
and productivity, it is important that CI develop ways to provide
incentives for BOTH its staff and its inmate workers.

The line supervisor's goal is to have a productive inmate crew.
This can be achieved in two general ways: The first is by pun-
ishment; e.g., bawl-out the inmate who makes a mistake. Or, if
that is not strong enough, then write a disciplinary report.

The second (and better) approach to more productive workers, is

through rewards. By tying benefits and rewards to productivity,
you make it in the inmate's best interest to do good work.

33



Psychologists have studied the effects of rewards and
punishments. In general, rewarding good performance
leads to higher 1levels of production than punishing
poor work. The best results are obtained when the ma-
jor emphasis is placed on rewards, and only a minimal
amount of punishment is also present in the system.

For example, assume piece-workers
are awarded additional pay for each
day they exceed a set productivity
quota range. Inmates who fail to
reach the low end of the expected
productivity range have their pay
docked 10% for that day.

A variety of incentives used in Correctional Industry are presen-
ted below. You should know which are available for use in your
systen. Additionally, you may be able to suggest others for
consideration.

I.5.1 Certificate of Achievement

When entering the office of most managers, you are likely to
see a number of framed certificates on the wall. Everyone likes
to have their efforts recognized -- inmates included.

Correctional Departments of Education often
recognize their best students by awarding
special certificates. Of course the big one
is the GED ~-- General Equivalency Diploma.

Correctional Industry could follow this example. It builds
self-esteem. Also, it is beneficial to inmates to have documen-
tation of CI achievement awards placed in their central files
where they can be seen by members of the Parole Board. Such
certificates can also be incorporated into an inmate's resume and
help him/her obtain post-release employment.

I.5.1.1 Recognition davs

An awards/recognition event can also be used to reward good
work. That is, the facility could set up a special awards
banquet (or meeting) once a month or once a quarter. Only
those inmates who have accomplished some outstanding perfor-
mance goal are invited. The event includes an awards cere-
mony in which all departments participate -- including Cor-
rectional Industry.
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It would be important to have explicit criteria as to what
is considered "outstanding performance." Positive achieve-
ment, NOT the avoidance of negative behavior, should be es-
tablished as the basis for eligibility to participate.

Variations of the recognition theme can be tried. An ex-
ample -- one more under the direct control of the line su-
pervisor =-- involves posting a picture of the top-producer-

for-the-month on a prominently displayed bulletin board.

North Dakota suggests an Inmate Worker of the Month
award.

I.5.2 Time Credit Incentives

Many correctional systems award inmates "good-time" (days
off the end of their sentence) for maintaining a good adjustment
while incarcerated. An additional reward, "industrial good-time"
may be available. For example, while the Texas prison system did
not pay its prisoners a wage, it did give them one day off their
sentence for each day they worked.

Good-time rewards prisoners for avoiding negative institu-
tional behavior. Industrial good-time is an award for positive
achievement on the job. It should be based on days actually
worked and credited after the inmate has satisfactorily completed
the work period. The line supervisor is the judge of what con-
stitutes "satisfactory performance."

Often determining which inmate worker has done satisfactory

work is a very subjective opinion. This leaves the line super-
visor open to complaints of "discrimination" or "playing favor-
ites." These accusations can be blunted if Industry uses a for-

mal, objective rating form.

The award of various categories of good-time raises another
issue: Is the good-time vested? Unfortunately, in the past, many
systems played "games" with good-time awards and forfeitures.

Two inmates get into a fight. The officer is
not sure who started it. So, to be fair, the
Disciplinary Committee takes all good-time
from both individuals. Inmate 1 currently
has 5 days credit on his account, while in-
mate 2 has 500 days.

Good-time should be granted immediately after the period of
time for which it was earned and it should be vested. Poor per-
formance might result in the past month's award being lost, but
it should not affect previous credits.
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I.5.3 Inmate Pay

To the extent possible, inmates working for Correctional In-
dustry should receive pay modeled on free world standards.

Generally, correctional industries have three methods for

computing the pay of prisoner workers: hourly pay, wage-pool
plan, and individual incentive pay.

I.5.3.1 Hourly pay

Based on the skill-level of the job, one or more hourly pay
rate(s) are established. Number of hours worked multiplied
by the appropriate hourly rate equals the inmate's payment.
If this is piece~work, a deduction may be made for produc-
tion that fails to pass a quality check inspection.

I.5.3.2 Wage-pool pay incentives

As part of the pay plan, inmate workers could share in addi-
tional revenues created by an increase in productivity over
a set standard. One approach is to use a per-inmate basis
(as in the above piece-work example). Another method util-
izes a wage-pool plan based on the productivity of a group
of workers; e.g., all those working on a particular line or
producing a particular component of a product.

This approach pays inmates for the same type of production
factors upon which hourly pay is based. The difference is
that each worker is part of a group and shares in a portion
of a wage pool earned by the total group's effort. The size
of the wage pool is based on the amount of quality goods
produced.

A variation suggested by Nebraska, involves
profit-sharing among eligible inmates with
hourly wages tied to the worker's attendance
record.

I.5.3.3 Inmate incentive pay

Where one prisoner worker completes the entire product him/
herself, the payment basis is quality rather than volume of
work. An example of this would be writing computer soft-
ware. Individual incentive pay encourages high productivity
and good work habits. It requires close quality control and
penalties for sub-standard work.
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Pay bonuses are a variation of this type approach. For
example, Massachusetts awards its CI inmate workers & bonus
for perfect attendance. Oklahoma rewards ideas that save

money, increase productivity, and/or improve product design.

I.5.3.4 Longevity pay

I.5.4

The Federal Bureau of Prisons' UNICOR operation offers in-
mate workers in all three pay categories an incentive for
continuous good performance. In effect, this allows line
supervisors to award with-in pay grade increases to prison-
ers who demonstrate good work performance over long time
periods. Chart 1.4 shows the relationship between earning
continuous industrial good time and longevity pay:

CHART 1.4

Longevity Pay

Length of Additional Longevity
Service Pay per Hour

18 months 10 cents

30 months 15 cents

42 months 20 cents

Inmate Promotion Criteria

Many CI departments have several 1levels of prisoner pay.

Written procedures should be available which describe criteria

for increasing (or decreasing) an inmate's pay grade. More than

simpl

y "time on the job" should be considered, especially for any

promotion higher than from the lowest to the next higher grade.

For example, a Correctional Industry has four
pay grades -- Grade 4 = low; Grade 1 = high.
A new inmate worker starts at grade 4. After
three months on the job, he/she is eligible
for promotion to Grade 3. All subsequent pay
grade increases are tied to both the inmate's
time-in-grade and level of productivity.

In addition to pay grade level, each factory has jobs re-

quiring varying degrees of skill. Jobs should also be graded and
differential pay levels established.
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To continue the previous example, Grade 1 pay
for the inmate who unfolds the cardboard box
in which the product is shipped, could be set
at the same level as Grade 4 pay for the
worker whose job requires the most skill in
producing the product.

A final consideration may include level of educational at-
tainment. That 1is, prisoner workers cannot be promoted above
Grade 2 pay unless their educational achievement is at a speci-
fied grade level (e.g., 6th or 8th grade). After pilot-testing
the idea, the Federal Prison System now requires a high school
diploma (or a GED) to be eligible for promotion to top level =--
Grade 1 -- pay. When used correctly, promotion may be the most
effective tool the line supervisor has.

I.5.5 Benefits

In the business world there are two types of rewards: incen-
tives -- awarded for work accomplished; and benefits -~- induce-
ments used to recruit and retain workers. Benefits are available
to all employees as long as they work in the plant. This concept
can be applied to CI as well.

I.5.5.1 Paid vacations

A number of correctional systems have utilized vacations for
inmates working in Industries. This is a paid wvacation:;
i.e, five days off after a year on the job. They still must
abide by all of the institution's rules and regulations (for
example, be present for counts), but do not have to report
to work or perform orderly assignments in the housing area.
In some instances, inmate Industry workers on vacation are
granted additional visiting time.

The institution's Manual of Policy & Procedures should spell
out how an Industries worker qualifies for a paid vacation,
the role the line supervisor plays in making such a recom-
mendation, who approves it, and how other staff are made
aware of the fact that it is ok for "Joe Quotabuster" to be
on his bunk after the breakfast count.

I.5.5.2 Holidav pavy

Again, following free world practices, CI could pay an in-
mate worker for official holidays. Conditions should be
specified: e.g., individual was at work the day before and
the day after the holiday.
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Sick~leave is another area in which Correctional Industry
can prepare the inmate worker for conditions of employment
found in the free world. Most companies in free society
have policies which allow employees to accrue a set number
of sick-leave hours per month. When the employee becomes
111, he/she notifies the company and is not penalized for
the time off work. A similar practice can be established in
a Correctional Industry shop.

I.6 CONCLUSION

The above discussion touched on several sensitive areas. A way
to avoid one major difficulty was suggested in a recent article:

One warden at a state reformatory views Correctional
Industry as a guest in the prison. As long as the
Industries manager behaved like a gracious guest and
the warden behaved like a proper host, a positive work-
ing relationship was maintained.

The Texas CI staff commented: "There should be a mutual
respect for each other." [ In other words, each pro-
vides a service for the other. ]

The major point, of course, is that both the corrections staff
and the industries personnel are players on the same team. While
they have different roles to fulfill, both are working toward
accomplishing the same goals.

The difficult aspect (for some correctional personnel) in imple-
menting the ideas contained in this chapter, is that some pri-
soners in the facility will be treated differently than others.
Of course, this happens all the time; e.g., different custody
levels call for different sets of privileges. Nevertheless,
managing such an operation does become more complex. One solu-
tion to this problem is unit management -- establishing a separ-
ate living area for Industry workers.

For example, the U.S. Penitentiary, Lewisburg, PA es-
tablished a separate housing area for prisoners employ-
ed by Correctional Industry. Only while the individual
was employed by CI, could he live in this housing unit.
The unit had its own classification team which made
final decisions (or recommendations) affecting each
priscner's program. Inmates who failed to comply with
the unit's eligibility criteria were reassigned to
other living units and work details.
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"Traditionally, top floors in [Lewisburg's] housing
units were viewed as very desirable quarters by the
inmate population. Assigning all [470] inmates employed
by Industries to those upper floors would have an addecd
advantage since they all worked during the day, less
supervision would be necessary in those areas. The
third floors would be off the main daytime traffic pat-
terns and could be secured for a major part of the day.
This would significantly increase the amount of cus-
todial supervision available to other areas." (Smith &
Fenton, 1978)

One of the primary goals of Correctional Industries is to repli-
cate (to the extent possible) industry employment conditions
found in the free world. This will enable inmate workers to
bring appropriate work habits into their post-release job. There
is reason to believe this approach will also enhance the likeli-
hood of released prisoners making a successful return to free
society.
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II. INMATE SUPERVISION SKILLS

This topic was ranked 4th in overall impor-
tance. It deals with a self-assessment of
one's own supervisory skills, the nature of
these skills, inmate personnel procedures,
the idea of a probationary periocd for inmate
workers, time management, evaluating inmate
workers, management reports, and coping with
stress.

IT.1 SELF-ASSESSMENT OF PRESENT SKILLS

There are significant differences between being the individual
who performs a particular task and the person accountable for
supervising that operation. As a 1line supervisor your major
responsibility is getting work done through other people. Ac-
complishing this successfully requires knowing the job-skills the
task requires, having and using some basic people-skills, and
most importantly, Xknowing something about your own management
style.

The skilled supervisor chooses a style of leadership that is both
"comfortable" and effective. It will differ depending upon the
particular situation and/or the personality of the subordinate(s)
involved.

If you have not already had training in supervisory skills, you
should seek some. Your Correctional Industry Department may
provide such training; ask your supervisor or Personnel Office.

I1.2 SUPERVISION

"The supervisory position is a difficult one. The
supervisor must Xnow and understand the duties and
responsibilities of each of the subordinates in his
charge -- even more than the subordinate does. He must
be able to listen accurately, observe carefully, cor-
rect constructively, and train effectively.

"To achieve the goals of any institution, facility, or
agency, the relationship that exists between the su-
pervisor and the subordinate must remain mutually sat-
isfying. The vast majority of problems that any super-
visor faces are people problems." (Correctional Super-
visor's Correspondence Course, ACA, 1984)
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LISTEN -- This involves hearing and understanding what the other
person is trying to communicate to you. Real listening
involves sitting back (for just a little while) and letting
the other person have the floor. There are three essential
components:

OBSERVE -

CORRECT

] Suspend Judgement -- hear the other person through
before deciding what the problem is. This is very
difficult to do. Nevertheless, avoid making up
your mind before you hear the facts.

o Pick-out Key Words =-- recognize the major subject
being discussed. Listen for emotion-laden words
that identify the true meaning of what is being
said.

] Identify Mood and Intensity =-- the feeling being
expressed and the level of expression will give
you clues about the speaker's next actions. Emo-
tions expressed with high intensity means you may
have to respond promptly.

Listening results in you having & better understanding
of what the issue is. This means your response will be
on target and, therefore, more effective.

gathering verbal and non-verbal information in order to
better understand what is going on around you. A su-
pervisor not only listens to what subordinates say but
also observes their body language; the same words said
with a clenched fist or followed by a high-five will
mean different things.

Staff should observe an inmate's pattern of behavior;
changes in behavior patterns should alert a supervisor
to check on the situation.

based on information the supervisor has heard and ob-
served, a decision is made -- whether or not to inter-
vene in a particular situation. If corrective action
is needed, the supervisor uses one of four methods
(based on his/her own management style, the type of
inmates involved, and the nature of the particular
situation):
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[ ] TELLS the inmate(s) what to do

| PERSUADES the inmate(s) to do a specific thing

- | CONSULTS with the inmate(s) as to what should be
done

= DELEGATES the decision to the inmate(s), retaining

final review and approval

The problem solving action taken by the supervisor is
designed to correct the concern that has developed.

TRAIN --- teach inmate(s) how to perform a particular job activ-
ity. This supervisor-lead instruction can be of an in-
formal, do-what-I-do type, or more formal class-room
teaching with a hands-on component.

The foregoing presented an overview of the supervision function.
In what follows, these and additional aspects of the supervisory
process will be examined more closely.

II.2.1 Supervisory Style

How supervision is conducted will have tremendous influence
on inmate job performance. Variations in your supervision style
will have a direct relationship on day-to-day operations and
productivity.

Line supervisors must be aware of their supervisory style.
The same approach may be very successful with some inmate workers
and a disaster with others. All staff members will not respond
in the same way to a specific situation, neither will all prison-
ers. What "works" with some offenders, may "turn off" others.
In learning how to deal more effectively with inmates on your
work crew, it is also helpful to know the background information
about each individual.

Some leadership style characteristics are shown in Chart
2.1. How would you rate yourself on these? How do you think
your boss would rate you? How about the prisoners that work for
you, where would they put the check-marks?
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[ (1) place the letter "I" on each line show-
ing where you would rate YOURSELF. ]

job-oriented
dictatorial
accessible
friendly
shrewd

rigid

open

sly

we

I

CHART 2.1

AM/MY SUPERVISOR

people-oriented
participative
inaccessible
hostile
straightforward
flexible

closed

genuine

them

[ (2) Do chart 2.1 again;

this time place a

"B" where you think your BOSS would rate you.

(3) Next,

imagine you were a PRISONER who
worked in your own shop; place a "P" to show
how you would rate the line supervisor.

(4) Lastly:

= Are the three letters on each
line close or widely spaced?

| Are the "Is" consistently on a

different part

of the

line

from the "Bs"? from the "Ps"?

[ ] More often, are the "Is" clo-
ser to the "Bs," or more often
closer tc the "Ps"?

B Do you 1like/dislike what you
What do you intend to do
about it? ]

see?
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Ir1.2.2 Planning

Planning means looking <o the future; deciding what goals
are to be reached; and then thinking through the steps necessary
to accomplish those goals. A good deal of this planning will be
done for you by individuals higher up in the chain-of-command.
As a line supervisor you will be most involved in the third com-
ponent of the planning process -- organizing how the work that
needs to be done will be divided among your work crew.

Effective organization requires an understanding of what
needs to be done; being knowledgeable about the activities neces-
sary to produce the product; and, most importantly, Kknowing the
strengths and weakness of your inmate workers.

When the line supervisor organizes effectively, job tasks
are matched with the inmate worker's skills, the production ac-
tivity moves smoothly, workers understand and feel good about
what they are doing, and products of an excellent quality are
produced in a timely fashion.

IT.2.3 Problem Solving

Problem solving usually involves a seven-step process: de-
scribe the problem; determine if the problem is important; anal-
yvze the causes of the problem; decide on corrective action; im-
plement the action plan; follow-up to obtain feedback; and, de-
termine whether or not the problem is solved.

Describe the problem in terms of things that are observable
and behavioral.

- | "Joe Inmate has an attitude problem" -- doesn't cut it.
] "Joe Inmate works slowly, doesn't produce his quota,
and argues with you when these things are pointed out
to him" -- begins to give you a handle as to how the

problem can be approached.

The importance of the problem depends on answering the ques-
tion: is it worth the time for you to do something about it?

| Other prisoners have complained to you, privately,
about "Joe's not doing his share of the work" -- in
addition to lost productivity, a morale problem may be
developing; you'd better get moving.

45



Possible causes of the problem include:
| does Joe have the ability to do the work?
. | does Joe know what the daily quota (goal) is?

| are resources available? equipment ok? raw materials on
hand?

] is a management factor playing a role? did Joe expect a
promotion that didn't come through?

B does Joe see the job as challenging? how long has he
been doing that operation?

: | is there a conflict in personal values? did Joe once
say he would never work for a black supervisor?

| is there a health factor operating here? is Joe the
kind of a guy who Jjust can't sit in front of a
machine 7 1/2 hours a day?

-] what feedback has Joe had? was this problem mentioned
when you and he discussed last month's report?

Corrective action involves moving from the thinking and an-
alyzing stage to "what are you going to do?" Essentially,
there are four options:

= training -- to £ill-in deficits

| transfer -~ to another, more suitable job

= coaching =-- one-on-one counseling sessions

[} discipline -~ as a last resort, and only if a work or

institutional rule has been vioclated.

Implementing the corrective action begins with letting the
inmate know that the plan is in effect. The second element
is for the line supervisor to look for improvement. Third,
let the person know you are aware he/she is trying.

Follow-~up and feedback are the keys to bringing about long-
term behavior improvement. Let the inmate worker know that
you continue to be interested in how things are working out.
Most importantly, whenever appropriate, continue to provide
positive feedback.
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. Is the problem solved? Often it will be. However, some-
times it does not work out. Then your options are:

(a)
(b)
(c)
(d)
(e)

IT.2.4

start over from step one;

reprimand (informal/formal) ;

demote Joe in job level or pay grade;
terminate Joe; or

write a disciplinary report and fire Joe.

Motivation

Chart 2.2 contains a series of questions regarding inmate
worker motivation. Think about how you would respond to the

eleven items.

On a piece of paper, list your response ("NO" or

"YES") for each item.

CHART 2.2
THE AVERAGE CI INMATE WORKER:

‘ 1. works as little as possible . . . . . . NO YES
2. is not very bright . . . . . . . . . . NO YES
3. prefers tobe led . . . . . . . . . . . NO YES
4. lacks ambition . . . . . . . ¢ o o . . NO YES
5. is only interested in him/herself . . . NO YES
6. is easily taken in by con artists . . . NO YES
7. by nature, is resistant to change . . . NO YES
8. is gullible . . + +« « « « « « « « . . . NO YES
9. dislikes responsibility . . . . . . . . NO YES
10. is lazy by nature . . . . . . . . . . . NO YES
11. doesn't care about factory needs . . . NO YES
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[ The items in the above check-list are based
on the work of Douglas MacGregor. They re-
late to his Theory X and Theory Y Management
Styles (MacGregor, 1966) ]

The more often you answered "yes" to the questions in Chart
2.2, the stronger you subscribe to an authoritarian approach to
supervision. Those who believe in a more permissive method of
worker supervision give more "no" answers. While going too far
in either direction brings problems, research has shown that
"only by applying the principles included in [ the more permis-
sive approach ] can the prisoner work-force develop its full
potential" (Lawson, 1979,). It has been suggested that a less
authoritarian -- more balanced =-- approach to inmate worker su-
pervision offers the best possibility for long-term improvement
of correcticnal industries and of the inmates themselves.

II.3 INMATE PERSONNEL PROCEDURES

Correctional Industry tries to provide the type of employ-
ment that will encourage prisoners to learn skillis and develop a
favorable attitude towards work. These targets will be missed if
CI expectations are set lower than those found in the community.
Despite their poor work background, PRISONERS SHOULD BE HELD TO

PRIVATE INDUSTRY -- NOT WATERED-DOWN -- STANDARDS. For a line
supervisor to "make it easy for the inmate" may yield short-term
gains (i.e., a larger number of prisoner workers), but in the

long run will prove detrimental to the ex-inmate attempting to
hold a post-release job (e.g., inability to keep up with the
production pace in private industry).

Instead of the current average of 5-to-6 hours,
Correctional Industry inmates should be employed for a
normal non-institution work day of 7 1/2 hours. Pro-
cedures for selecting, training, evaluating, rewarding,
and disciplining prisoners should be similar to those
found in the private sector, taking into account the
constraints of a correctional setting.

IT.3.1 Writing a Job Description

Every civilian position within a Department of Corrections
has a position description; security positions are defined by
post orders. In general, a position description describes the
responsibilities of each job and the education, skills, and/or
experience required to meet minimum job expectations (standards).
This should also hold for inmate jobs in Correctional Industry.
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As line supervisor you should have input into your inmate

workers' job descriptions. You may be asked to write a first
draft, subject to final approval by the next level in the chain-
of-command. Consequently, you should know what a good job de-

scription looks like. The Manual of Policies and Procedures for
your institution should contain examples of what is required.

You can't complain that "THEY'RE NOT
DOING THE JOB!" if you don't tell
them what the job is.

II.3.1.1 Minimum gqualifications:

Inmates often voice unrealistic expectations as to how it is
going to be once they get back "outside." They want to be-
lieve that some skill learned in prison will put them in a
high salaried position in a free world private industry.
This false view frequently masks deep inner feelings of
worthlessness. The line supervisor must walk a fine line --
avoid fostering these false hopes without undermining worker
motivation and producing pervasive hopelessness.

Consequently, setting minimum qualifications too low for an
Industry job, in the long run, is not doing the inmate a
kindness; it sets him/her up for a fall. Job qualifications
need to be realistic -- defined as what is acceptable in the
free world. If inmates do not qualify, they should be en-
couraged to participate in institutional programs which will
give them the necessary education and/or vocational training
to meet free world standards.

"Eight state systems and the Federal Bureau
of Prisons have policies which mandate a
specified level of educational achievement
for promotion beyond the 1lowest pay grade.
In the Federal system this was, initially,
set at 6th grade achievement; it was raised
to 8th grade in July, 1986. Currently, the
Bureau is pilot-testing the idea of requir-
ing a high school diploma or a GED for promo-
tion to first pay-level Jjobs." (McCollun,
1989)

[(This pilot test was deemed a success. Requiring a<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>