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Federal Bureau of Prisons Mission Statement

The Federal Bureau of Prisons protects society by confining
offenders in the controlled environments of prisons and
community-based facilities that are safe, humane, and appropri-
ately secure, and which provide work and other self-improve-
ment opportunities to assist offenders in becoming law-abiding
citizens.

Cuftural Anchors/Core Values

B Bureau family

The Bureau of Prisons recognizes that staff are the most
valuable resource in accomplishing its mission, and is commit-
ted to the personal welfare and professional development of
each employee. A concept of “Family” is encouraged through
healthy, supportive relationships among staff and organization
responsiveness to staff needs, The active participation of staff at
all levels is essential to the development and accomplishment
of organizational objectives.

B Sound correctional management

The Bureau of Prisons maintains effective security and control
of its institutions utilizing the least restrictive means necessary,
thus providing the essential foundation for sound correctional
management programs.

B8 Correctional workers first

All Bureau of Prisons staff share a common role as correctional
worker, which requires a mutual responsibility for maintaining
safe and secure institutions and for modeling society’s
mainstream values and norms.

B Promotes integrity

The Bureau of Prisons firmly adheres to a set of values that
promotes honesty and integrity in the professional efforts of its
staff to ensure public confidence in the Bureau’s prudent use of
its allocated resources.

B Recognizes the dignity of all

Recognizing the inherent dignity of all human beings and their
potential for change, the Bureau of Prisons treats inmates fairly
and responsively and affords them opportunities for self-
improvement to facilitate their successful re-entry into the
community. The Bureau further recognizes that offenders are
incarcerated as punishment, not for punishment.

B Career service orientation

The Bureau of Prisons is a career-oriented service, which has
enjoyed a consistent management philosophy and a continuity
of leadership, enabling it to evolve as a stable, professional
leader in the field of corrections.

B Community relations

The Bureau of Prisons recognizes and facilitates the integral
role of the comumunity in effectuating the Bureau's mission, and
works cooperatively with other law enforcement agencies, the
courts, and other components of governiment.

B High standards

The Bureau of Prisons requires high standards of safety,
security, sanitation, and discipline, which promote a physically
and emotionally sound environment for both staff and inmates,
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The Philadelphia Story

An innovative work program in the “real world”

Karen Byerly and Lynda Ford

In a period of Government cost-cutting,
opportunities for Federal agencies to
share resources in support of joint goals
represent a good use of taxpayers’
dollars. For some years, the Federal
Bureau of Prisons has been investigating
new approaches to providing punish-
ments for nonviolent offenders that are
both appropriate and provide a smooth
transition from prison to the commu-
nity—allowing inmates to work in quasi-
community settings. In October 1990, the
Bureau implemented a new form of
alternative punishment that had been in
planning since early 1989.

The Philadelphia Urban Work Cadre
program allows nondangerous Federal
inmates, who are within 10 to 18 months
of release and have good histories of
institutional adjustment, to transfer to an
Urban Work Cadre (UWC) program in a
Community Corrections Center (CCC),
where conditions are very restrictive.
Cadre inmates perform jobs for another
Federal agency—the Defense Personnel
Support Center (DPSC).

When Cadre inmates reach the last part
of their sentences (normally, the last 6
months), they will move into the
“prerelease” phase, where they live in a
Community Corrections Center and work
in traditional jobs in the community.
Thus, the Urban Work Cadre Program
provides an intermediate way station on
the traditional “prison to halfway house”
journey.

Left: An Urban Work Cadre resident designed
a protective bumper for the minitrucks used
around the base, which had been causing
damage in tight corners.

A resident checks packing slips against the
main invoice for computers and office
equipment.

How the program began

The concept of a community-based
intergovernmental work agreement was
initially developed by former Northeast
Regional Director Charles Turnbo and
his staff, with strong support from
Bureau Director J. Michael Quinlan.
The program was not actually imple-
mented until the spring of 1990, when
General John K. Cusick, Commander of
the Defense Personnel Support Center
(DPSC) in Philadelphia, Pennsylvania,
approached the current Regional Direc-
tor, George C. Wilkinson, regarding the
need for manpower on the base.

At the same time, the Greater Philadel-
phia Community Corrections Center
(GPCCC), a Bureau of Prisons contract
facility, was experiencing low population
levels. The director of GPCCC was
approached about the possibility of an
Urban Work Cadre program, knowing
the interest of General Cusick at the
DPSC. GPCCC staff and their board of
directors were receptive to the idea.

Under Title 18 USC 4125 (a), “the
Attorney General may make available

to the heads of several departments the
services of United States prisoners under
terms, conditions, and rates mutually
agre=d upon, for constructing or repair-
ing roads; clearing, maintaining, and
reforesting public lands; building levees;
and constructing or repairing any other
public ways or works financed whally or
in major part by funds appropriated by
Congress.” This became the legal basis
for the program.

Frequent meetings took place among
Bureau, DPSC, and GPCCC staff
between May and September 1990. An
interagency agreement was developed
between the Bureau and the DPSC that
outlined responsibilities for each
agency—abasically, onsite supervision
would be DPSC’s responsibility—and
the type of work and supervision the
inmates required:

m Inmates would perform general
maintenance duties on the military
base—mowing lawns, painting, doing
carpeniry, cutting trees, performing
custodial duties, and doing similar
types of work.

m The Bureau’s Northeast Regional
Office (NERO) in Philadelphia would
select inmates to work on the base.

m NERO would ensure that inmates had
no prior Department of Defense employ-
ment.

m The use of Federal inmates would not
be a substitute for available civilian
personnel.

w Inmates would be paid from Bureau

of Prisons performance pay funds. (All
physically able Federal inmates work and
are paid a modest wage, on a scale from
$.23 to $1.15 per hour.)
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Inmates would be considered as
serving in an industry, and thus would be
covered for injuries under the provisions
of the Inmate Accident Compensation
System.

w The Bureau would cover transportation
costs for inmates between the CCC and
the work site.

® Inmates would comply with all DPSC
rules and receive an orientation from
base personnel.

m The CCC would ensure that at least
four inmates had valid drivers’ licenses.

& The base would provide 8 hours of
work per day per inmate, as well as
technical supervision, tools, equipment,
and materials necessary to perform
agreed-upon tasks. The base would allow
for break and lunch periods.

® The base would provide periodic safety
briefings to inmates.

® Inmates would be provided identifica-
tion badges to be worn on base premises.

m The base would provide emergency
medical care and notify the CCC of any
accidents.

& The CCC would rnake weekly and as-
required onsite visits to substantiate
attendance and discuss worker problems.

1t was agreed that inmates chosen for
participation in the GPCCC program
would be medically cleared volunteers
who had 10 to 18 months remaining on
their sentences and were classified as
minimum- or low-security. They would
have no history of violence, organized-
crime participation, or serious drug use,
and would have received no misconduct
reports during incarceration.

The initial plan was to transfer 25
inmates from institutions in the Bureau’s
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After a break in a water main, a resident
prepares the area for sidewalk replacement.

Northeast Region to GPCCC for partici-
pation in the Urban Work Cadre Pro-
gram. After several meetings with DPSC
and GPCCC, it was decided the inmates
would be placed into the program in
staggered-arrival groups of 10, 10, and 5,
to allow time for any necessary adjust-
ments between arrivals. This proved to
be a wise decision, and minor issues r#re
resolved at each stage. On October 15,
1990, the first group of 10 inmates began
the Philadelphia UWC program.

By January 1991, the phased implemen-
tation was complete; 25 inmates were
working at DPSC. To date, 88 inmates
have participated in the program. Fifty-
six have successfully completed the
program, resulting in referrals to the
prerelease phases of their sentences. The
program has had eight failures: five for
drug use, one for being in an unautho-
rized area, one for failure to stand count,
and one escapee.*

* The inmate who escaped has been returned to
custody.

None of the program failures resulted
from an incident “on the job” at DPSC.
As for the participants who remain in the
program, CCM staff receive outstanding
reports regarding their capabilities, work
performance, and behavior. One inmate
was hired while still at the CCC, to work
at DPSC in the Facilities Engineering
Department.

Program development
issues

Much of the program’s success depends
upon the initial screening conducted by
institutional Unit Management Teams
(consisting of a unit manager, case
manager, and correctional counselor)
before submitting referrals. Unit staff
must be knowledgeable regarding the
UWC’s mission and criteria to success-
fully match inmates having the necessary
physical ability or work skills to assign-
ments at DPSC. Unit Teams must also
make judgements regarding the suitabil-
ity of an inmate’s temperament to
perform work in a Federal agency and
to reside in a CCC.,

Upon arrival at GPCCC, program
participants are briefed by CCC staff
about Center living, and its rules and
regulations. Then the community
corrections manager (who has over-
sight of the program) and other CCC
staff, along with the regional safety
specialist, acquaint inmates with pro-
gram guidelines.

As part of the inmate’s orientation phase,
he is told he will be referred to as a
“resident” rather than “inmate.” Psycho-
logically, this helps the inmate begin the
transition from prison to the community.
This term also makes it easier for DPSC
staff to relate to the program participants.
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DPSC staff show the residents a 20-
minute slide presentation on the mission
of DPSC, and give them a thorough
briefing regarding conduct on the base.

A staff orientation package was devel-
oped to help the base supervisors deal
with the residents. All DPSC staff who
would be working with residents re-
ceived the 2-hour orientation, which
covers such topics as accountability,
safety issues, equipment operation,
transporting residents, performance
evaluations, compromising situations,
contro!l of work crews, and escape
procedures. A total of 25 staff were
trained during October 1990.

One of the first programmatic issues
addressed was that of social privileges
for the residents. Upon initial arrival at
the CCC, residents were permitted to
walk in the community 45 minutes each
day for exercise and recreation. Once the
residents started work at DPSC, they
were eligible for a 3-hour social pass
each weekend during the first 30 days.
After successful completion of the first
month, the resident became eligible for
8-hour social passes every other weekend
and 3-hour passes for the remaining
weekends.

After further evaluation and review, the
pass system was revised to the following:

w In program up to 30 days—4 hours per
weekend.

& In program 31 to 90 days—I12 hours
every other weekend; 4 hours on remain-
ing weekends.

= In program more than 90 days—12
hours per weekend.

During the early stages of the program,
residents’ needs for routine outpatient
health care, prescription refills, and

Left: A resident and supervisor Ralph Coleman with a paper baler. Residents collect high-

grade paper waste each day; bales can weigh as much as 1,500 pounds. Right: Moving crushed

cans into the adjoining warehouse for recycling.

dental care became apparent. A pur-
chase order was approved for prescrip-
tion medications to be acquired through
a local pharmacist. A contract is pending
for outpatient, inpatient, and prescription
services with a local health care provider
or a hospital for UWC residents, as

the Bureau of Prisons continues to be
responsible for their medical treatment.
Once a resident transfers to the prere-
lease phase and is employed, the resident
is responsible for his own medical
expenses.

At first, the performance pay rate was
$.40 per hour. As UWC participants,

the residents had expenses not incurred
when they were incarcerated—haircuts,
personal hygiene items, and so on. (Items
purchased in institution commissaries
were less expensive than at local stores.)
Due to these additional expenses, the
performance pay was increased to $.75
per hour, which appears to be adequate.

A few weeks into the program, it became
apparent that the residents would need
additional protective clothing (jumpsuits)

for the work they were performing at

DPSC. Two jumpsuits were issued to

each resident; winter parkas v-ere also
purchased for them by the Bureau.

Benefits of the program

In the 2 years it has been in operation, the
Philadelphia UWC program has already
provided a number of benefits:

m Enhanced partnerships between Federal
agencies in a community setting.

m Job training and career counseling for
residents through DPSC’s Office of
Civilian Personnel—and the possibility
of permanent employment.

m Opportunities for residents to demon-
strate they can be trusted when given
responsibility—thus promoting confi-
dence in their ability to return to the
community from a prison environment,

After 6 months of operation, an evalua-
tion determined that the program was




Federal Prisons Journal

cost-effective, and DPSC indicated they
could use an additional 25 residents. In
March 1991, an agreement increased the
UWC to 50 residents. In October 1991,
DPSC requested that the Bureau recuce
UWC employment to 35 during the
winter months, as jobs such as landscap-
ing and outside maintenance were not
available.

Guidelines for future
work groups

During the spring of 1991, a work group
was appointed by the director of the
Bureau of Prisons to develop guidelines
for the expansion of community service
projects. Operations Memorandum 225-
91 (Community Service Projects), dated
October 9, 1991, was developed by the
work group and outlines the following
obligations for host Federal agencies:

® Providing transportation of inmates to
and from the work site.

m Providing special protective and safety
equipment, materials, tools, and supplies
not normally available to inmates at the
institution.

® Providing supervision of the inmate
workers. Supervisors are required to be
trained by the Bureau under the policy
requirements for volunteer/contract
workers. Supervision requires visual
contact with inmates at least every 2
hours. The host agency will maintain
inmate accountability through the use
of inmate work detail cards furnished by
the Bureau.

= Ensuring that supervisors are of good
character, do not have significant crim-
inal records (the degree of significance
is decided at the local level between the
institution and host agency), and have no
histories of drug or alcohol abuse.
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Residents maintain the fish pond as part of
landscaping duties.

® Submitting monthly work reports on
each inmate to the Bureau. Safety talks
are required at least once per week.
Unusual events, such as escapes or
inmate misconduct, must be immediately
reported to Bureau officials.

m Providing a safe and humane working
environment.

Providing emergency medical care and
attention, with immediate notification to
the Bureau of any such care or additional
inmate needs.

In turn, the Bureau assumes the follow-
ing obligations:

m Performing appropriate screening for
nondangerous candidates.

m Selecting the inmates capable of
performing work as required.

m Providing regularly scheduled meals.

m Providing inmates with work clothing
and safety shoes.

® Providing training to host agency
employees.

m Providing a project representative who
will vigit the work site at least weekly.

® Providing all inmate pay and job-
performance incentives.

= Reimbursing medical expenses for
emergency and other necessary treatment
of the inmates.

Qualifications for the program have
changed in two major areas. Initially, the
Bureau utilized only inmates transferring
from an institution for participation in the
program. The Bureau is now emphasiz-
ing the use of urban work camps as an
intermediate punishment for offenders
sentenced directly from the court. This
option provides a valuable tool for judges
in selected, appropriate cases at the low
end of the Federal sentencing guidelines.

The other major change was in the
referral criteria concerning institution
conduct. The original criteria required an
inmate to maintain a clear institutional
conduct record; however, institution staff
may now refer an inmate for transfer to
this program if he/she has not received an
incident report during the preceding 12
months,

Serice projects are to be developed by
the chief executive officer (CEO) of the
institution (the community corrections
manager is considered a CEO) and
submitted to the regional counsel to
ensure compliance with legal require-
ments. The CEO will implement letters
of agreement with the host agency after
approval by the regional director.

The policy also requires the inmate to
agree to sign the “Conditions of Resi-
dence in an Urban Work Camp.” This
outlines obligations for inmates and
expectations for them to pay for expen-
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ses related to their daily needs, with the
exceptions of housing, meals, and bed
expenses. In addition, each participant
consents to urinalysis or other testing to
detect unauthorized drug or alcohol use.

As a result of the success of the Philadel-
phia UWC program, the Bureau identi-
fied a strategic initiative for each region
to develop a UWC program during Fiscal
Year 1992. During the year, the six
regional directors entered into agree-
ments with other Government agencies
to provide inmate labor under the
provisions of Title 18 USC 4125(a).
Currenily, 11 UWC’s are operating in
different areas of the country.

For instance, on January 7, 1992, an
agreement was signed in the Northeast
Region with the Naval Aviation Supply
Office (NASO) for 20 female residents to
work in that agency. Work release (CCC)
housing is provided by Bucks Work
Release Center through an intergovern-
mental agreement with the U.S. Marshals
upon which the Bureau of Prisons
“piggybacks.” The Bureau’s first female
UWC program began operations on
February 5, 1992,

Most recently, in October 1992 the
Bureau signed an agreement with the
National Park Service that will allow
Federal inmates to perform maintenance
and other work on Park Service facili-
ties—constructing and repairing roads;
clearing, maintaining, and reforesting
public lands; building levees; and
performing routine work such as mowing
lawns and painting. The Park Service
agreement is similar to previous agree-
ments signed with the U.S. Veterans
Administration and the U.S. Forest
Service; the Bureau also has active

On such a large installation, landscaping is a
major operation.

projects with the National Guard and has
considered pilot programs with the U.S.
Army Corps of Engineers, the Bureau of
Land Management, and the Department
of Housing and Urban Development.

Urban Work Cadre programs—and
interagency agreements such as that with
the National Park Service—have a great
deal of potential in a time of tightening
Federal budgets, when agencies are
concerned with maintaining the service
levels of the past. For the agencies, the
benefits are obvious; for the inmates, the
experience of “real-world” work expecta-
tions is just as berneficial. The Philadel-
phia program points the way to future
“win-win” partnerships in this area. m

Karen Byerly is Associate Warden for
Programs at the Federal Correctional
Institution, Allenwood, Pennsylvania, and
was formerly Community Corrections
Administrator in the Federal Bureau of
Prisons’ Northeast Regional Office.
Lynda Ford is Community Corrections
Manager at the Philadelphia Community
Correciions Management Center.

A unique Government agency

The host agency for the Bureau’s
initial work cadre program, the
Defense Personnel Support Center
(DPSC), is a unique Government
agency that buys and distributes about
$3.9 billion worth of food, clothing,
textiles, and medical supplies each
year, primarily to the armed forces.
The facility—11 square blocks in
south Philadelphia—has more than
5,000 civilian and military employees
who handle 13 million requisitions
for supplies each year.

From its beginnings as the Schuylkill
Arsenal in 1800, the center has played
a major part in supplying America’s
military. During the Civil War, about
10,000 tailors and seamstresses were
employed to manufacture clothing for
the Union Army. In World War II, the
center handled most supply needs of
the Army and Air Corps. With
postwar unification of military
procurement, it took responsibility for
supplying the other services as well.

During Operation Desert Shield/
Desert Storm, the DPSC’s four
directorates—clothing and textiles,
manufacturing, subsistence, and
medical—worked around the clock to
meet the mammoth supply needs of
American forces in the Persian Gulf,
ultimately handling requisitions worth
more than $2.6 billion.

DPSC has had a long relationship
with the Bureau of Prisons. Since
19635, it has awarded contracts for
military supplies and equipment to
more than 80 Federal Prison Indus-
tries factories. The agency’s familiar-
ity with Bureau programs made it a
natural site for the Bureau’s first
Urban Work Cadre program. &






